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INTRODUCTION, SUMMARY FINDINGS, AUD RECOMMENDATIONS 

This document presents the results of an evaluation of a 

general support grant financed by the U.S. Agency for 

International Development to Africare. The grant (NO. AID/afr-

0443-G-SS-2057-00) became effective July 1, 1982, and ended March 

31, 1985. Its purpose was "to provide continued support to 

selected Grantee activities which aid in the process of long-term 

development and emergency relief throughout the rural areas of 

Africa." 

The grant was the fourth -- and intended to be the fi~al -­
in a series of general support grants provided to Africare by 

AID. This evaluation assesses the cumulative effects of all four 

grants as well as the specific outcomes of the fourth grant. 

The evaluation was carried out by a threo.'-person team from 

Development Alternatives, Inc. (DAI): craig Olson, David Barker, 

and B,~njamin Stau~s. Dr. Olson led the team and. was responsible 

for the assessment of Afr icare' s technical ass is tance and f ielc'l 

operations. Dr. Barker was responsible for the assessment of 

Africare's headquarters and financial management. Mr. Stauss 

helped review the financial management findings. 

The evaluation took place entirely in Washington, D.C., and 

focused mainly on Africare's program and financial management 

capabilities. Some information about Africare's field operations 

was obtained by reading field reports and through cable inquiries 

to AID missions. The complete terms of reference for the evalua­

tion are provided in Annex A. 

Data gathering and the preparation of a draft report took 

place between March 1 and March 26, 1985. The draft was 

sub mit ted t 0 A I Don Apr i 1 2 , 1 9 8 5 • Are vie \01 0 f the d rat t , 

involving AID, Africare, and DAr, took place on April ~, 1985. 

This final report was prepared taking into consideration the 

comments made during the review. 
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SUMMARY FINDINGS 

The overall finding of this evaluation is that the invest­

ment that AID has made in the institutional development of Afri­
care through 12 years of general support grants has been very 

successful. Since Africare received its first institutional 
support grants from the Lilly Endowment and AID in late 1973 and 

1974, the organization has evolved from a financially tenuous, 

quasi-relief agency into a competent and financially sound 

professional development agency. This achievement is all the 
more remarkable considering the increasingly difficult working 

conditions prevailing in Africa and the particular constituency 

that Africare has chosen to address. 

Africare is not without problems, many of which are high­
li~hted in this evaluation. But, overall, AID should consider 

its investment in Africare to be an .institutional development 

success. The findings of this evaluation are summarized below. 

1. Africare is a well-managed organization. Institutional 
values and objectives are clearly articulated, line and staff 

responsibilities are well understood, and the morale among 

personnel is high despi te relati vely low salar ies and benef its. 

Institutionally, Africare now operates at or near full capacity. 

Any significant increase in activity will require additional 

staff. 

2. The four general support grants that Africare has 

received from AID since 1974 have been successful in enabling 

Africare to develop its management and technical capabilities. 

The last of the four grants, 1982-1985, has been instrumental in 

enabling Africare to expand its base of private funding, improve 
its financial management, and expand its field operations. 
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3. Private fund raising has been very successful over the 

life of the grant. Financial contributions from private sources 

were more than seven times higher in fiscal year (FY) 1984 than 

in FY 1979. When in-kind donations are counted, private cont~i­

butions wp.re nearly nine times higher in FY 1984 than they were 

in FY 1979. The single biggest source of thAse increases is the 

Combined Federal Campaign. In the last one to two years, contri­

butions from foundations, corporations, and black organizations 

have also increased considerably. 

4. Africare is significantly less dependent on AID than it 
was in the 1970s. In 1979 private funding represented only about 

8 percent of Africare's revenue and support; in 1984, it 

represented more than 30 percent. Thus, Africare now satisfies 

the privateness requirements of the Foreign Assistance Act. 

5. Despite this relative decrease in dependence, an 

organization that receives nearly 70 percent of its funding from 

one organization- cannot be said to be financially independent of 
that organization. However, these dependency percentages -- that 
is, the extent to which Africare satisfies the privateness 

criteria of the Foreign Assistance Act -- depend at least as much 

on AID as on Africare. The total financial commitments of the 

III projects for' which Africare obtained funding during the 
period of the fourth general support grant were about $20 

million. Only 14 of the III projects were financed by AID, but 

the value of AID financing was nearly $13 million. Thus, the 

addition or subtraction of just one or two AID-financed projects 

would greatly affect Africare's dependency percentages. 

6. The balance between relatively large AID-financed 
projects and relatively small privately financed projects affects 

Africare in other ways as well. Technically, Africare enjoys a 
comparative advantage over other development organizations in 
develo~jng and implementing the smaller projects, because the 

need and demand for this type of project are not met well else-
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where. The smaller projects are also more attractive to private 

donors. Yet in some cases, Africare does not recover as much 

overhead from these projects as·it does from the AID-financed 

pr.ojects despite the fact that the smaller projects are, on a 

dollar-for-dollar basis, probably more expensive to develop and 

administer than are the AID-financed projects. 

7. Africare's overhead-to-direct-cost ratio has not 

changed significantly over the life of the grant, at least 

through FY 1984. Whether the decrease in A·ID core support that 

occurred with the end of the general support grant will lead to 

an increase in overhead costs depends on the extent to which the 

current trend of i?creased private support continues and on how 

much of the private support is unrestricted. The option of 

cutting staff should not be considered if it can be avoided, 

since Africare already operates with the minimum number of staff 
members required to manage its programs effectively. 

8. Africare has greatly expanded its program and project 

activity. Over the life of the grant, Africare designed 128 

projects, covering 17 African countries. All but 14 of these 

projects were for private financing. 

9. Program management and project moni tor i ng at Afr icare 

are carried out in an orderly and generally effective manner. 

Country representatives, who have the primary responsibility for 

project monitoring, are inconsistent in fulfilling their 

reporting responsibilities. However, the extensive field 

exper ience of Afr icare' s Washington-based s taf f -- several have 

themselves been country representatives -- makes them sympathetic 

to the difficulties and pressures of field operations and has 

contributed to generally good relations between the field and the 

home office. 
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10. The quality of Africare's proposals i~ generally good. 

However, significant numbers of projects are incomplete or weak 

both in their treatment of project management and implementation 

responsibilities and in their concern for the sustainability of 

project benefits, particularly with respect to the ownership and 

the recurrent cost implications of project interventions and the 

capabilities of local institutions. 

11. Most AID missions have positive impressions of the 

effectiveness of Africare field programs. AID missions are par­

ticularly impressed with the good working relationships Africare 

field staff maintain with host country government officials and 

the performance of Atricare-recruited technical assistance. Some 

missions found that Africare's project design capabilities needed 

imp ro'"emen t • 

12. The most successful of the new field programs that 

Africare launched over the life of the general support grant is 

the VIllage Development Program (VDP). To date, nine VDPs have 

been launched in four countries and funding has been received 

from three donors for VDPs that have not yet been designed or 

initiated. Africare has also continued its training activities, 

mostly through wozkshops or informal, on-the-job relationships. 

13. The other field programs that Africare was to initiate 

through the general support grant -- the posting of field techni­

cians, the joint vFnture, and the senior planners program -- have 

been less successful. Only one of the two field tec~nicians who 

were to be recruited and posted in Africa was in fact assigned, 

and when this technician's two-year tour was completed, his 

position was discontinued. The joint venture th~t was to be 

initiated has not been launched despite some preliminary investi­

gation of joint venture possibilities. No individuals have been 

specifically recruited an~ placed to serve as full-time senior 

planners in African government ministries, although two Africare 
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country representatives have served in these ponitions on a part­
time basis and some sectoral planning assistance has taken place 

in connection with project preparation activities. 

14. Timeliness in reporting remains a problem at Africare, 

particularly regarding firancial and performance reports to AID. 

With the recent computerization of the Office o~ Finance and 

Administration, Africare has made some progress in improving the 

timeliness of reporting, but still is chronically behind in 

monthly and year-end financial reporting as 'well as in providing 

progre~s reports on AID grants. 

15. Africare has made much progress in computerization. 

~inancial ma~agement is almost completely computerized in the 

home office, a:~hou;h important limitations still exist in soft­

ware design and system implementation. Plans have also been made 

to computerize the Office of Domestic Affairs, program manage­
ment, and the Development Resources Center (DRC). 

16. The DRC serves the Africare staff and the general 
public as an information resource on African development. It 

serves also as Afr icare' s organi za tiona 1 mechani sm for ou treach 

activities. The center expanded its acquisitions as well as its 

overall use during the period of the general support grant. 

RECOMMENDATIONS 

To AID and to Congress 

1. AID and other donors should consider Africare capable 

of managing a large portfolio of rural development projects. 

Donors should judge Africare proposals on their technical merits 
but need be less concerned with Africare's program and project 
management capacities. 
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2. AID/Washington and AID missions should be aware of the 

effects of their decisions to fund the Africare projects on 

Africare's u.s. government dependency ratio. In the light of 

AID's ability to affect adversely this ratio by funding just one 

or two additional projects, Congress may wish to modify its 

privateness legislation by distinguishing between the source of 

funding for projects and that for basic administrative 
infrastructure. 

To ~ ~ Africare 

1. Africare and AID should be aware of the tradeoffs 
involved in Africare's implementation of large AID-funded versu~ 

small private donor-funded projects. Africare's comparative 

advantage lies in the smaller projects, and it is also these 

projects that stimulate direct involvement' of Americans with 
African development, which is one principal objective of 

Africare. However, the larger project~ generate more overheac 

revenue and, because of economies of s~ale, ~re probably less 

costly to administer., Africare should strive to achieve a mix­
ture of large and small proje~ts that takes these tradeoffs into 

consideration while maintaining its efforts to get private donors 

to pay their fair share of indirect costs. 

2. For each AID grant, Africare and AID should agree on 
reasonable and realistic progress reporting requirements. AID 

should consider linking disbursements of grant funds to timely 

receipt of progress reports. 

To Africare 

1. In the design of its projects, Africare should be more 
explicit about project implementation responsibilities and 'should 

give more attention to sust3inabi1ity issues, including recurren~ 
cost implications, ownership, and local institutional capacities. 

In this regard, Africare should be aware that its policy of 
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always making government a partner in its projects tends to 

increase the dependency of villagers on the state, thus partially 

vitiating Africare's guiding principle of self-help. 

2. Africare lacks technical expertise in the fields needed 

to broker joint ventures. The idea that Africare would promote a 

joint venture between an African and a u.s. firm was not sound 

and should not now be pursued. 

3. Africare's planning expertise lies more at the project 

than a t the secto ra 1 or macroeconom i cleve 1. Accord i ng ly, 

Africare should limit tts senior planning assistance to discrete 

sectoral activities that complement ongoing Africare field 
programs. 

4. Africare should move with dispatch toward completing 

the computerization of its home office, particularly in the 

functional areas of fund raising, program managemen'c, and 

community response. 

5. Africare should consider separating administration from 

finance by creating either a separate office of administration, 

reporting directly to the executive director, or an administra­

tive unit under the director of finance and administration. 
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CHAPTER ONE 

AID AND AFRICARE: 
INSTITUTIONAL DEVELOPMENT AND PRIVATE SUPPORT 

THE ORIGINS AND PURPOSES OF AFRICARE 

Africare was formed in 1971 as a private nonprofit 
organization whose principal objective was to improve the quality 

of life in rural Africa. The immediate impetus for the cr.eation 

of Africare was the need to mobilize resour~es quickly and effi­

ciently to combat the effects of the Sahel ian drought of the late 

1960s and early 1970s. Experience with the drought in these 

years led the founders of Africare to orient its activities 
toward working almost exclusively in sectors that would help 

alleviate suffering from subsequent droughts: small farmer agri­

culture, water resources, health services, and reforestation. 

The early drought experience also led Africare to continue'to 

work in droug~t relief. Although Africare is now primarily a 

development rather than a relief organization, it continues to 
respond to requests for relief assistance, as it is now doing in 
Ethiopia. 

The founders of Africare were Africans and black Americans. 

The original chairman of the Board of Directors was H~mani Dior~, 

who at the time was the president of Niger. Another founding 
member was Oumarou Youssoufou, who at the time was the first 

secretary of the Niger embassy in the United States. On the 

American side, the founding team consisted of William Kirker, C. 

Payne Lucas, and Joseph Kennedy. Mr. Youssoufou, Mr. Kirker, and 

Dr. Kerinedy still serve on the Africare Board of Directors, Mr. 

Youssoufou as vice chairman and Dr. Kennedy as secretary. Mr. 

Lucas and Dr. Kennedy together constitute the full-time top 

management of Africare; Mr. Lucas is the executive director and 
Dr. Kennedy the d i rec to r 0 fin terna tiona 1 devel opmen t. The 

current honorary chairman of the Board of Directors is another 
African president, Kenneth Kaunda of Zambia. 
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The backgrounds of Africare's founders, most of whom remain 

active in the organization, led to the formulation of two other 

objectives or guiding principles of the organization. The first 

was that Africare activities would be cooperative endeavors; if 

most of the financing would be provided through Africare, most of 

the management and implementation would be carried out by 

Africans. In practice, this principle has meart that intended 

beneficiaries ~re he3vily involved in planning and implementing 

Africare projects and that African government officials usually 

manage the projects. 

The second objective was that Africare would seek 1:0 

increase the awareness and involvement of black Americans in the 

problems of African development. This principle has meant in 

practice that black Americans, individually and through black 

organizations, serve as the principal private constitue~cy of 

Africare. Black Americans are heavily represented on the Board 

of Directprs and have becom~ increasingly important financial 

contributors. 

INSTITUTIONAL DEVELOPMENT 

From 1971 to 1973, Africare subsisted almost entirely on 

private donations. For the most part, it simply channeled pri­

vate donations for relief to the governments of the d:ought­

stricken countries of the Sahel or worked with governments to 

establish small projects, such as well construction, that would 

respond to immediate problems resulting from the drought. 

During these early years, Africare operated with virtually 

no professional staff beyond the founders and little financial 

basis for growth and development. The transition from a finan-

d, a 11 y ten u 0 us, qua s i - r eli e fag e n c y to a fin a n cia 11 y sou n d , 

professional development organization may be dated from late 1973 
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and early 1974, when Africare received the first two in a series 

of large institutional support grants from two donors: the Lilly 

Endowment and the U.S. Agency for International Development. 

During the mid-1970s, Africare's most important dono~ was 

the Lilly Endowment. Lilly's first grant to Africare came in 

late 1973 in the form of a $250,000 donation to establish water 

resource programs in Chad, Mali, and Niger. In 1974 Lilly added 

another $270,000 for insti tutional support and project develop­

ment, and in 1975 contributed $1. 7 million 'toward the financing 

of the Tara integrated rural development project in Niger. 

AID's first grant to Africare was a development program 

grant for $55&,000 in 1974. By the late 1970s and early 1980s p 

AID had replaced Lilly as Africare's largest donor. Over the 12-

year period from 1974 to 1985, AID provided four general support 

grants to Africare amounting to more than $3.5 million: 

1974-1977 

1978 

1979-1982 

1982-1985 

Total 

$ 558,000 

252,000 

1,731,000 

1,032,000 

$3,573,000 

It is primarily this core support from the Lilly Endowment 

and AID that has enabled Africare to develop the sound manage­

ment, administration, and professional capacities it now has. In 

recent years, AID core support has also enabled Africare to 

increase dramatically its base of ~rivate donations. 

It is appropriate at this point to cite a passage from 

AID's policy paper on institutional development (March 1983): 
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Institutional development takes tim~ -- time to build 
capacity, time to develop effectiv( working relation­
ships with local populations, time to adapt a priori 
models of institutional development to on-the-ground 
circumstances. Thus, A.I.D. must be in a position to 
make longer term commitments to institutions (both 
public and private), and must be prepared to support a 
wide range of institutional development requirements. 

One lesson that can be learned from AID's experience with core 

support to Africare is that the development of Africare's intitu­

tional capacities did indeed take time -- 12' years to date. This 

period should not be seen as overly long in the context of the 

very difficult tasks of international development. 

The development of Africare from 1974 through 1985 can be 

partially traced by referring to two evaluations that were 
conducted during the period: one in 1978, the other in 1980. The 

1978 evaluation, commissioned by AID to assess the impact of the 
first two grants, found that Africare was a well-organized 

private and voluntary organiza·tion (PVO) with capable management 
and staff dedicated to the purposes of the organization. The 

evaluation found that Africare was contributing significantly to 
African development and that it had used funds provided under the 

AID grants ,for the purposes specified in the grants. The evalua­

tion determined, however, that Africare was not yet able to 
continue its operations solely on the basis of private support. 

The grants, according to the evaluation, had had 

no discern ible effect in improving Afr icare' s abi 1 i ty 
to raise private funds or to operate without AID ••• 
• The fundamental problem of Africare as an organiza­
tion remains as it has been from the beginning -- the 
lack of a broad and substantial base of private support 
and the lack of sufficient unrestricted funds to be 
able to mount a large-scale appeal for funds. (11 

The first recommendation was that Africare should make a major 
effort to obtain substantial nongovernmental support in the form 

of both unrestricted and program funds. 
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By 1980 this situation had not significantly improved. In 

an assessment of Africare's management, the AID audi tor general 

f~und that Africare still received more than 90 percent of its 

revenues from AID: 

Afric3re's ability to raise private funds to support 
its general operations has not been successful. Since 
1975, the net unrestricted revenues from private 
sources averaged S83,000 annually. The net amount 
raised in 1979 was only S50,000. Africare has also had 
little recent success in raising private funds for 
project financing. Since 1976 Africare received over 
90 percent (S12.3 million) of its project financing 
from AID grants. As of April 1980, Africare had only 7 
projects (~324,000) designed and ready f.or private 
financing. 

The AID aud i tors concluded: "Afr icare needs to broaden its 
private funding base in order to remain independent of AID and 

qualify for matching grants." The evaluation recommended that 
"the "Assistant Administrator, Bureau for Africa, develop a 

specific plan of action and take steps to phase out general 
support for Afr icare." [2] 

In response to this recommendation, Africare submitted a 
cost-sharing proposal for general support that became the basis 

of the current grant. The proposal was drawn up to address 
the private financing problem. The purpose of the grant was 

to provide operating funds to Africare to help 
strengt:,en its insti tutional capaci ty and administra­
tive cayability in ways which will enhance its ability 
to attract pr i vate dona ti ons and supporting contr ibu­
tions in future years. The grant will help support 
Africare's technical assistance group, Development 
Resourc~s Center and headquarters management. 

The proposal further stated: "The programs to be undertaken 
should ensure that at the end of the grant period a majority of 

Africare's core support comes from non-general support grant 
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sources." To help ensure ·this result, the grant partially 

financed positions on the Washington staff that would devote 

significant time to constitutency development and fund raising. 

In approving the grant request, the AID Project Committee 

found that Africare satisfied the general eligibility criteria 

contained in the administrator's guidelines for matching grants, 

dated April 1979. Regarding the 1980 AID audit recommendation to 

phase out AID general support for Africare, the Project Committee 

determlned: "Recogni tion of the proposed 1982-85 grant as AID's 

final contribution to Africare's 'general support would complete 
this action." 

The overall finding of this evaluation is that the 1982-1985 

AID general support grant to Africare has been successful in 

achieving its objectives. As will be documented in .Chapters Two 

and Four, the grant has enabled Africare to strengthen further 

its management and administration. and to broaden and increase 

significantly its base of private support. As will be shown in 

Chapter Th=ee, the grant has also enabled Africare to strengthen 

its field programs and to prepare a much larger number of proj­

ects for private funding. Thanks largely to AID core support, 

Africare today constitutes a valuable institutional resource for 

the development community. 

Africare still receives significant funding from AID in the 

form of operational program grants (OPGs) for field projects. 

AID OPGs tend to be significantly larger than privately funded 

projects. Thus, even though the number of Africare's privately 

funded projects far exceeds the number of AID-financed projects, 

the latter still constitutes the majority of field operation 

funding. Because on a dollar-for-dollar basis the AID OPGs are 
probably less cpstly to administer, they also can be seen as 
financially more attractive. These caveats notwithstanding, 
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Africare has raised sufficient funds to match the AID funding for 

the general support grant and has dramatically increased its base 

of private funding. 

PRIVATE SUPPORT 

The issue of private support to AID-assisted PVOs continues 

to engender a great deal of debate within and without the agency 

and was the subject of recent legislation. Section 123 (g) of 

the Foreign Assistance Act states: 

After December 31, 1984, funds made available to carry 
out Section 103 (a), 104 (b), 105, 106, 121 or 491 of 
this Act may not be made available for programs of any 
U.S. pr i vate and vol untary organi zat ion which does not 
obtain at least 20% of its annual financial support for 
its international activities from sources other than 
the U.S. government, except that this restriction does 
not apply with respect to programs which, as of that 
date, are receiving financial support from the Agency 
primarily responsible for administering this part. 

This 20-percent test had been in ef~ect for less than three 

months at the time this evaluation was conducted. However, the 
Continuing Resolution for AID's FY 85 appropriations (P.L. 98-

473) contains the Lewis Amendment, which states: 

None of the funds appropriat"ed or otherwise made avai 1-
able in this Act for development assistance may be made 
available after January 1, 1986, to any U.S. Private 
and Voluntary Organization, except cooperative develop­
ment organizations, which obtains less than 25% of its 
total annual funding for international activities from 
source~ other than the U.S. government, notwithstanding 
Section l23(g) of the Foreign Assistance Act. 

Aside from the minimum levels of privateness expressed in 

the 20-percent test of Section l23(g) and the 25-percent test of 

the Lewis Amendment, a -significant difference between them is the 

inclusion of in-kind contributions and volunteer services. Under 

the Lewis Amendment, the formula would be modified to include all 

in-kind contributions (including P.L. 480 commodities) and 
dona ted serv ices. 
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As Chapter Two will show, Africare does satisfy the criteria 

both of section 123 (g) and of the Lewis Amendment. However, 

concerning the broader question of whether Africare can or should 
get along without AID support, the answer is more diffi~u1t. 

When all AID funding, including OPGs, is counted, Africare still . 
receives nearly 70 per~ent of its financing from AID. Because of 

the size of AID grants relative to private grants, the ratio of 

A:D to private financing at anyone time depends as much on AID 

as on Africare. If AID were to discontinue'financing for one or 

two of its large OPGs to Africare, the ratio of private to AID 

financing would significantly increase. Conversely, if one or 

two additional OPGs are obtained by Africare, the ratio might 

significantly decrease. In this sense, AID has as much power as 

Africare to det~rmine whether Africare meets the privateness 

criteria. Yet it would hardly make sense for AID, after a suc­

cessful investment of about $3.5 million over 12 years in the 

institutional development of Africare, to decrease its financing 

of Africare projects solely to meet the privateness criteria. 

One step that might be taken to help resolve this dilemma 

would be to change the privateness legislation to distinguish 

betwt~n funding destined for projects and funding allocated to 

home office sUP90rt. According to a recent study prepared for 

AID, the intent of the privateness rule is to ensure that "no PVO 

should be so dependent on a single source of financial support 

that loss of those funds will necessitate a dismantling of the 

basic administrative infrastructure."[3] With the phasing out of 

the general support grant, Africare no longer receives core 

support from AID. Africare's basic administrative infrastruc­

ture, which is the home office plus field representation, is now 

financed mostly from private sources. Field representatives and 

the development staff in the home office are partially financed 
by charging their time directly to projects, but most home office 

staff, as well as general and administrative costs, are financed 

from private unrestricted funds and indirect cost recovery income 
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from AID and private projects. As will be shown in Chapter 

Three, most of Africare's. project income, in contrast, continues 

to come from AID. However, the intent of the privateness legis­

lation may be interpreted to mean that whether field projects are 

funded by the u.s. government or by private donors should not 

necessarily be important as long as the basic administrative 

infrastructure is funded mostly through private channels. 

Beyond policy considerations, the decentralized nature of 

AID management makes the privateness rule difficult to 

administer. At present, there is no one office in AID that 
monitors the entirety of Africare's activities. The Regional 

Affairs Office of the Africa Bureau (AFR/RA) managed the general 

support grant, but OPGs are managed from individual missions. No 

one office has the information necessary to determine whether the 

approval of any particular grant would move Africare past the 75 
percent or 80 percent u.s. government dependency ratio. 

The 1980 AID audit of Africare, having found that AID 

monitoring of Africare activities was "fragmented and lacked 

cohesion," recommended that oversight of Africare activities be 
centralized within the Bureau for Africa. Nominally, this was 

ac.complished by naming the AFR/RA as the responsible oversight 

unit. However, because AFR/RA does not exercise management 

respons ibi 1 i ty for OPGs and because three different indi v iduals 
within AFR/RA were responsible at different times for monitoring 

the general support grant, this office has not been able to 

exercise its oversight responsibility effectively. 

Now that the general support grant has ended, there is no 

longer a Washington-based Africa Bureau unit that has management 

or oversight responsibility for any Africare activity. However, 

Africare is about to sign a new grant agreement for small-scale 

agribusiness development to be manageed by the Office of Private 
and Voluntary Cooperation· of the Bureau for Food for Peace and 

Voluntary Assistance (FVA/PVC). It might, therefore, be possible 

to make another a ttempt to centrali ze overs ight respons ibi 1 i ty 
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for all Africare activities in FVA. Realistically, however, 

given that Africare's OPGs are all with the Africa Bureau, it 

will probably prove even more difficult for FVA to exercise 

oversight responsibility than it was for AFR/RA. 

NOTES 

1. General Research Corporation, "Evaluation of AID Development 
Program and Support Grants to Africare," August 1978, p. 3. 

2. AID Audit Report Number 81-6, "An Assessment of Africare's 
Activities," October 14, 1980. 

3. Study (author unnamed) attached to a "Dear Colleague" letter 
from Thomas A. McKay, director, Office of Private and Volun­
tary Cooperation, Bureau for Food for Peace and Voluntary 
Assistance, AID, March 5, 1985. 
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CHAPTER TWO 

AFRICARE'S HOME OFFICE: MANAGEMENT CAPABILITIES 
AND FINANCIAL HEALTH 

MANAGEMENT ROLES 

The organizational structure and management roles of Afri­

care have evolved from its mission and goals, which are clearly 

and consistently articulated by the Board of Directors and senior 

management. Because the mission and appro~ch of Africare have 

changed little over the last decade, they have been strongly 

internalized by the program management and administrative staff 

at the home office. Africare's senior managers have been 

associated with .the organization from its inception, and at least 

two of the senior program managers have been with Africare for 10 

years or more. 

A clear mission and long service from top management have 

resulted in a management environment that is well defined in the 

Africare Organization and Goals Manual. This manual contains 

four sections and three appendixes: 

Section I 

II 

III 

IV 

Two 

Three 

Organizational Structure 

The Programming Process 

The Reporting Process 

Evaluation and Assessment 

Selected Job Descriptions 

Recruiting Procedures, Headquarters 
Communications Flow, and the 
Internal Audit Process 

AID Project Proposal Formcts 
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The manual is bound in loose-leaf notebook format, and the 

two copies inspected by the evaluation team had been updated at 

least once •. The manual is in many respects modeled on the AID 

handbooks. It reflects a great deal of thought and effort over 
several years. 

The Africare organization chart, shown in Figure 1, was 

prepared during this evaluation to reflect organizational changes 

that had taken place during the previous few· months. At present, 

Africare is organized into three major functional units: 

International Development, Finance and Administration, and 

Domestic Affairs. The development team, under the directo.r of 

international development, is divided according to g~ographic dnd 

linguistic regional program areas of Francophone and west Africa 

and East and Southern Africa. The Office of Domestic Affairs was 

created in mid-1984 t.o centralize the closely related functions 

of constituency development, communicatians and planning, and 

development education. The Development Resource 'Center (DRe) is 

under the direction of the In~ernational Development Office but 
also serves a number of community outreach and public education 

functions. 

Africare currently has a staff of 57, of whom 24 (42 per­

cent) are assigned to the home office. The field staff, numbering 

33, is divided geographically and linguistically between West and 

Francophone Africa (7 countries with 27 staff members) and East 

and Southern Africa (9 countries with 6 staff members). Progra~ 

management in each of the two regions is managed by a regional 

development officer who supervises a regional operations officer. 

In comparison with 1980, the field staff in 1985 has increased by 

38 percent and the home office staff has declined slightly. The 

1980 AID audit report showed that there were 21 field staff and 
25 home office staff in that year. 



FIGURE 1 

AFRICARE ORGANIZATION CfmRT 
April 1985 
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Every member of the home office staff who was interviewed by 

the evaluators had 'a written job description, and key job 

descriptions are compiled in the Organization and Goals Manual. 

In some cases, job descriptions are written to agree with the 

interests and ideas of the incumbent. All staff members clearly 

know what is formally expected of them; this does not mean, 

however, that roles and responsibilities are narrowly defined. 
Typical staff comments on their work were: "You always end up 

being a jack of all trades," and "Everyone helps in everything 

here." 

Staff members demonstrate a high level of commitment and 

dedication to development in Africa. Several expre~sed personal 

satisfaction as well. Typical comments were: 

There is a sense of family here, and satisfaction. 
C. Payne gives you the opportunity to do things like 
writing or computers. 

It is a very stimulating place to work. One's best is 
brought out. There is a unique combination of ~nte­
grity, freedom, and responsibility. People seem to be 
alive, concerned, and working. 

I like the job very much. It is diversified, broad in 
scope, not routine. I've done everything in 10 years. 

Pinancia1 compensation and benefits remain a problem at 

Africare. Salaries, including those of top management, are 

generally lower than Africare professional staff could command in 
private consulting fir:ns or with the U.S. government, although 

the salaries may be competitive with those of other PVOs. 

Africare does not yet have a retirement plan for its employees. 

Most employees feel, however, that the nonfinancial rewards 

particularly their feelings of commitment and achievement -- at 

least partially compensate for below-market salaries. 
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Interns and volunteers provide essential supplements to the 

work of the regular staff. Interns are a part of the DRC program 

and are supervised by the resource associate, who manages the 

DRC. The general support grant funded 14 interns, all of whom 

were enrolled in colleges or universities. Ten of the 14 interns 

were students in the Washington, D.C., area. Some interns 
recei ve course credi t, but most undertake the internship to get 

practical experience in international development. Each intern is 

assigned to work directly with a program man~ger after completing 

an interview with the director of international development. 

Africare's organizational structure is appropriate to its 
dual mission and appears to be an organic development from the 

functions and responsibiliti~s of the executive director, the 

director of international development,'and other senior staff 

members. The current staffing pattern is ade9uate only because 
most staff members will work long hours and undertake a wide 

range of tasks. The evaluators' impression is that the staff is 

,stretched to the ljmit of its output capability and technical 

skills, and that even a modest increase in the program will 

require additional staff members with specialized skills. 

Several new staff positions are under development. Perhaps 

the highest priority should be to divide the duties of the 
current director of finance and administration and to establish 

subsidiary posts fo~ one or both of these areas of responsi­

bility. Africare is considering hiring one or more ne~ 

specialists in computerized accounting systems. Also under 

consideration is the hiring of one or two program monitors, under 

the supervision of the regional operations officers. 

DEVELOPMENT RESOURCES CENTER 

The DRC serves several functionally related purposes. 
Physically, the DRC occupies a mOderate-sized interior office 

that serves as a library. The DRC is also the organizational 



24 

mechanism for o'l'-reach activities for public education on devel­

opment in Africa and for support of local Africare chapters and 

institutional constituents. E'or analytic purposes, it is 

convenient to differentiate between the staff support and public 

education functions of the DRC; the latter are discussed in 

Chapter E'our. 

Initially oriented to support Africare's development team, 

the library has evolved to serve broader research and public 

education purposes. Africare has experienced a growing demand 

from the public for information, especially since December 1984, 

when the Ethiopian drought began to receive mass media coverage. 

Documents can be checked out under three-day interlibrary loan. 

The library subscrib~s to many periodicals on development as well 

as on subjects such as computers, business administration, and 

foundations for the staff's general use. Staff members submit 

requests for documents that the director of international devel­

opment reviews to see if they fit in the collection. Members of 

the Board of Directors are occasionally asked to provide 

newsletters. The library ·also contains a large file of clippings 

on African development and Africare. 

The acquisitions lists during the period of the general 

support grant show that approximately 450 books and documents 

were added to the library. Virtually all relate directly to 

African development. Africare appears to have one of the major 

information resources in this field. 

When renovation of Africare House -- the new headquarters 

and community center is completed in 1986, the DRC will have 

greatly expanded space available to it, which may eliminate its 

current physical constraints for the foreseeable future. 
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PROGRAM MANAGEMENT 

Relationship between Country Representatives and the Home Office 

Afr icare's field program takes many forms. Fundamentally, 

the number and technical specializations of field staff depend on 

the wishes of the national government. Africare has projects 

under way in 16 countries and has a field office in 11 countries. 
In addition, a new project has started in Malawi that will 

require ·field staff. Africare projects i~ Gambia and Sierra 

Leone are managed by local Ministry of Health parsonnel who have 

been trained by Africare. Projects in Mozambique and Nigeria are 

managed directly from the home office. Three of the 11 countries 

with Africare staff -- Ethiopia, Zambia, and Zimbabwe -- have 

only a country representive. At the other extreme, Niger has the 

largest number of staff in one country, nine. 

Gi ven the practical d i ff icul ties of commun ication between 

headquarters and the field offices, the field staff has consider­
able autonomy. Most communi~ation is by letter, which takes an 

average of about two weeks each way. Telex and telephone are 

also used for urgent communication. Country respresentatives 

hav~ primary responsibility for designing projects arid monitoring 

implementation of all projects in their country. They report to 

the regional development officer, who is also the primary channel 
of communication from headquarters to the field. Correspondence 

and cables are logged by country and reference number. Some, 

probably most, commodity procurement is done from the home 
office. 

To some extent, tensions betwen the field and the home 

office are inherent. Yet one of Africare's strengths is that the 

senior managers and almost all the current program managers have 
had extens i ve field exper ience, some as Afr icare country repre­

sentatives. This experience makes them more sympathetic to field 
proble'ms. In general, communications between the field and the 
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horne office are action oriented. The quality varies with the 

country representative. Country representatives are supposed to 

prepare monthly and quarterly reports on each project, using a 

one- to two-page format that Africare prepared. But not all 

representatives regularly follow this procedure. 

Project Monitoring 

The country representative has the pri~cipal responsibility 

for project monitoring. If representatives are ne',o!, Afri­

care/Washington provides backstopping and feedback on expenditure 

monitoring. The dialogue varies according to the nature of the 

project. Africare/Washington does not receive reports on smaller 

projects every quarter but encourages country representatives to 

report at least semiannually. Some monitoring is also performed 

by development team fi,ld visits. 

The home office conducts evaluations. However, evaluations 

are systematically done only on the larger and more complex 

mUltiyear projects where obtaining an intermediate look at imple­
mentation, objectives, and needs is necessary. 

FINANCIAL MANAGEMENT 

Program Growth 

A f ric are's pro g ram 1"1 a s g row n d ram a tic a 11 y d u· r i n g the pas t 

six years and, in a shorter time frame, during the period of the 

current general support grant. fn 1981 Africare's end of the 

fiscal year was moved from April 30 to June 30, thus introducing 

slight distortions in the short-term program picture. The 

simplest and clearest picture of recent program changes comes in 

comparisons over the five-year period between FY 1979 and FY 
1984. This period includes the first 24 of the 33 months of the 

general support grant. Table 1 shows Africare's public support 

and revenue for FY 1979 to 1984. 
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A simple measure of the extent of program growth is the 

average level of non-U.S. government support and revenue for the 

first two years (FY 1979 and FY 1980) and the last two years (FY 

1983 and FY 19'84). The growth amounts to approximately 63 
percent. 

Over the five-year period, AID grants and contracts totaled 

$24,249,268, or 72 percent of total public support and revenue, 

$33,934,221. This ave~age disguises substant~al annual variations 

in the AID share. In 1979, the first year, AID contracts and 

grants amount~d to 92 percent of total public support and 

revenue. Since 1980, however, AID's share has been approximately 

70 percent; in 1984 it was 69 percent. 

In FY 1979, non-U.S. government support in the form of 

foundation grants and contributions amounted to approximately 

$270,000. Over the next five years, this figure grew to approxi­

mately $1,230,000, a~ increase of more than 450 percent. Contri­
butions from the Combined ~ederal Campaign began during FY 19&2 

and have subsequently fluctua ted between approxi ma tely $362,000 

and $446,000. The importance of the Combined Federal Campaign to 

Africare ii indicated by the fact that this source of support 
alone has averaged about 13 percent of the total non-U.S. govern­

ment support since FY 1979. 

The evidence reviewed by the evaluation team suggests that 

Africare has the intent and capacity to increase its non-U.S. 

govecnment sources of funding. The specific constituency­
building and fund-raising approach of Africare is described in 

Chapter Four. Africare has greatly expanded and diversified its 

funding sources and has established long-term institutional rela­

tionships that will very probably result in substantial annual 
increases in absolute funding levels. 
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Overhead Costs 

Africare's accounting system provides for a two-level dis­

tribution base to compute indirect cost rates. Its accounting 

plan groups direct costs into seven major categories: personnel, 

travel and allowances, training, other direct, supplies, equip­

ment, and construction. The first four categories tend to have a 

more immediate and predictable impact on the level of Africare 

general and administrative expenses. Africa~e's response to· this 

organizational reality is a two-level indirect cost reimbursement 

structure that weights Level I costs (personnel, travel and 
allowances, training, and other direct) more heavily than Level 

II costs (supplies, equipment and construction) to arrive at an 

indirect cost billing rate. The intent of this procedure is to 

derive a valid weighted average overhead rate that will result in 

an equitable allocation of indirect costs to individual projects. 

As repo~ted to the Defense Contract Audit Agency on July 20, 

1983, Africare's effective indirect cost rates for the fiscal 
year ending June 30, 1982 were: 

Level I: 25.8 percent 

Level II: 12.9 percent 

These rates were calculated on the basis of: 

Total ~ut-of-pocket·administrative expenses: 

Less unallowable costs: 

Allowable indirect cost pool: 

$816,704.00 

21,805.00 

$794,899.00 

As reported to the Defense Contract Audit Agency on January 

17, 1984, Africare's effective indirect cost rates for the fiscal 
year ending June 30, 1983 were slightly but not significantly 
higher: 

http:794,899.00
http:21,805.00
http:816,704.00
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Level I: 27.03 percent 

Level II: 13.51 percent 

These rates were calculated on the basis of: 

Total management and general expenses: 

Less unallowable costs: 

Allowable indirect cost pool: 

$888,076.00 

40,302.0 0 

$847,774.00 

Africare's proposal for actual overhead rates for FY 1984 

has not yet been prepared. The evaluators were also unable to 

make an independent judgment about what the r.ates might be in 

1985. However, discussions with Africare management indicate 

that these rates will not vary significantly from those of FY 

1982 and FY 1983. 

In the case of Africare, however, analysis of trends in the 

ratios b~tween indirect and,direct costs is complicated by two 
factors. First, Africare has recovered indirect costs under 

provisional rates established i.or 1983 a'nd 1984; the last 

negotiated rates were fixed in 1982. Second, actual recovery of 

indirett costs cannot occur until expenditures are made. Imple­

mentation of several AID grant proj~cts has been delayed, the 
most important of which is in Rwanda; these delays have had a 

negative impact on absolute levels of indirect cost recovery. 

In common with all PVOs, Africare finds strong donor resis­

t a n c eta pay i n 9 full i n d ire c t cos t rat e s • ~1 a s t p r i vat e don a r s 

are charged a flat rate of 24 percent. Some donors, SUC:l as the 

Christian Children's Fund, the Presiding Bishops' Fund, and the 

United Methodist Committee on Relief (UMCOR), refuse to pay this 

m u'c h • U M COR, for e x amp 1 e, pay son 1 y a 1 0 - per c e n tin d ire c t cos t 
rate. The difference between the overall indirect cost rate 

negotiated with the U.S. government and the rate that private 

http:847,774.00
http:40,302.00
http:888,076.00
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donors will pay is made up from unrestricted funds. This is 

consistent with the U.S. government requirement that it not pay 

more than its fair share of indirect costs. Africare would like 

to change the two-tiered rate to Co flat rate because the two­

tiered rate causes too much confusion. 

Obtaining funds to provide for general and administrative 

costs that cannot be directly allocated to specific programs is 

probably the major fund-raising challenge facing Africare now and 

for the foreseeable future. Afr icare has chosen to report con­

tr ibutions from the Combi ned Federal Campaign as unrestr icted, 

but in fact it programs these funds as though they were 

restricted for use in village development projec~s. This is a 

conservative policy that will serve well in the long run to 

maintain Africare's credibility and integrity in the Combined 

Federal Campaign, but it greatly reduces the funds av?.l.lable to 

meet unrecovered indirect costs. 

Funding Match, Funding Schedule, and Expenditures 

Matching funds utilized by Africare for the general support 

grant are shown in Table 2. This table covers FY 1983 and FY 

1 98 4, J u 1 y" 1, 1 98 2 to J un e 3 0, 198 4, the fir s t 24m 0 nth s 0 f th e 

33-month grant. This was the most recent information available 
at the time of the evaluation. Table 2 shows that Africare met 
$916,402 of its total obligation of $918,427 by the end of its 

second year of the three-year grant. Thus, even though data are 

not available for the final year, Africare should easily achieve 

its matching targets with respect to the general support grant • 

. Africare's report~ also show that it has been conscientious in 

identifying appropriate matching funds. 

Africare's budget and expenditures against the general 
support grant, through December 31,1984, are shown in Table 3. 
This information covers 10 of the 11 quarterly periods for which 
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the grant was awarded, and it represents the most current infor­
mation available at the time of the evaluation. It should be 

noted that line items such as for personnel, travel, and allow­
ances are not a formal part of the Grant Agreement but were 

developed by Africare for purposes of financial management. 

Overall, 88 percent of the budget was expended by December .31, 

1984. The largest line item overrun, amounting to approximately 

$24,000, or 5 percent, is for personnel. Relative to the budget, 

the most important expenditure shortfall is for training, for 

which only 10 percent of Africare's budge~ has been spent. On 

the whole, the pattern of expenditures indicates sound financial 

managemen t. 

In its proposal for the general support grant, dated August 

15, 1981, Afri~are proposed a declining AID allocation amounting 

to two-thirds in the first year, one-half. in the second year, and 

one-third in the third year of the grant. The Grant Agreement 

does not specify any allocation structure or disbursement 

schedule, and, in practice, Africare has not implemented its 

original allocation proposal. Matching funds were used dispro­

portionately during the first two years, as shown in Table 3, 

leaving a substantial balance of the AID portion of the grant at 

the end of the second year. This balance was partially rectified 

by a very large billing for personnel during the 10th quarterly 

period. 

Financial Reportin9.!£ Donors 

The primary financial report of Africare is presented in the 
Annual Report, the most recent of which covers 1983. Of the 

approximately 10,000 copies printed, about one-half were mailed 

to important recent donors. The 1983 Annual Report contains: 

• Combined Balance Sheets for June 30, 1982, and June 30, 
1983; 

• Combined Statement of Support, Revenue, and Expenses and 
Changes in Fund Balances for the Year Ended June 30, 
1983; 

http:December.31
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• Combined Statement of Functional Expenses for the Year 
Ended June 30, 1983; 

• Notes to the Combined Financial Statements; and 

• Auditors' Opinion. 

The evaluators performed no independent assessment of the 
timeliness of financial reporting to donors. However, Africare's 

external auditor, Deloitte Haskins & Sells, reported on ~his 

subject in its management letters for FY 198a (dated November 22, 

1983) and FY 1984 (dated November 14, 1984). The auditor stated: 

"The compilation of year end financial statements is not timely. 

Statutory and third party reporting is invariably late." 

Year-end financial statements are delayed for two primary 

reasons. First, the field offices and the sub~rantees are slow 
in reporting to the Washington office; second, the Washingtou 

office is unable ~o process the info~mation sent to it o~. a 

timely basis. The field office and subgrantee reports are 

delayed by the time required to complete the records in the 
field, the delays in receiving bank statements, and the slow mail 

system in Africa. The Washington office is unable to process the 

information on a timely basis because of insufficient personnel 

with the knowledge necessary to perform proper accounting adjust­
ments and process the foreign reports. 

The auditor recommended that more of the accounting work be 

performed at the headquarters in Washington and suggested that 

field offices mail their cash receipts and disbursement vouchers 

and the supporting documentation to the Washington office on a 

semimonthly rather than a monthly basis. 

Africare appears to have moved determinedly to speed up 

record keeping. Obviously, any organization must accommodate 

itself to the slow mail in Africa, but problems in the Washington 
office seemed to the evaluators to be less critical t~an they 
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were during FY 1983. Many record-keep~ng problems could be traced 
to the initial computer program and to the extensive training and 

familiarization necessary to enable the accounting staff to use 
the computer effectively. The Foreign Currency program has 

reduced processing time in Washington, and the field staff are 

said to be diligent in submitting biweekly financial reports. 

Reporting ~ Private Donors 

Apart ~rom the need to keep timely records fo~ financial 

management purposes, private donors require Africare to provide a 

range of different financial reports. Most OPGs and cooperative 

agreements from AID missions require quarterly reports. These are 

sent directly from the country representative to the AID 

missions, and a copy is sent to the home office. Some donors 

require only semiannual reports, and others require only a final 

report. Africare tries to use photographs as much as possible in 

its repotts, particularly with private donors who usually ha~e 

little fami~iarity with conditions in Africa •. 

The frequency and detail of reports to private donors depend 
to some extent on the length of time they have supported Africare 

projects. Some members of the development team noted that 

corporate foundations scrutinized perfo~mance during the first 

few years of their support but, once convinced that Africare was 

spending funds effectively, reduced the ~eporting requirements to 

a minimum. 

Reporting to the u.S. Government (AID) 

The Grant Agreement for the general support grant requires 

Africare to 3ubmit quarterly financial status reports (Form 269) 

no later than 30 days following the end of the quarter and 
reports of federal cash transactions within 15 working days 
following the end of the quarter. The evaluators reviewed the 
submission of the financial status reports. 

the performance of report submission. 

Table 4 summarizes 



Report 

07/01/82 

10/01/82 

01/01/83 

04/01/83 

07/01/83 

10/01/83 

01/01/84 

04/01/84 

07/01/84 

10/01/84 
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TABLE 4 

TIMELINESS OF REPORTS TO AID 

Period Date Submitted 

09/30/82 04/13/83 

12/31/82 05/06/83 

03/31/83 07/11/83 

06/30/83 10/04/83 

09/30/83 02/07/84 

12/31/83 02/09/84 

03/31/84 06/05/84 

06/30/84 08/02/84 

09/30/84 12/12/84 

12/31/84 02/20/85 

Source: Africare Form 269 submissions 

to AID 
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Although Africare has not formally complied with the 30-day 

timeliness requirement for any of its reports, its performance 

improved throughout the period of the general support grant. The 

first three reports were submitted several months after the 

report was due, but ~he three most recent teports were submitted 
on a much more timely basis. 

The Grant Agreement also requires submission of a quarterly 

performance report within 30 days of the cl'ose of each quarter, 

comparing actual accomplishments with goals, discussing why goals 

were not met, and providing other pertinent information. 

However, during the period of the grant, Africare submitted just 

three performance reports: 

Report Period 

July 1982-June 30, 1983 

July 1, 1983-September 30, 1983 

October 1, 1983-March 31, 1984 

Date of Submission ---
July 1983 

October 1983 

April 1984 

Clearly this record of quarterly report submission is not in 

compliance with the requirement of the Grant Agreement. 

The three program performance reports submitted during the 

grant period consist primarily of narrative summaries of inputs 

and activities. A reaqer can scarcely fail to be impressed by 

the amount of staff travel recorded or the number of small grants 
awarded to Africare. However, the reports so lack in critical 

analysis that it is almost impossible for a reader to draw any 

conclusions about the achievement of planned outputs or the 

purpose of the grant. The reports do not contain a systematic 

comparison of accomplishments with goals, or any summations of 
progress. 
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These observations do not imply that the progress reports 

should be considered formally deficient from the standpoint of 

their contents. The evaluators received no indication from 

AID personnel that the r~ports were inadequate or failed to 

comply with minimum acceptable standards. Given the nature of 

the general support grant, it would have been difficult and very 

time consuming for Africare to evaluate its progress on a 
quarterly basis. Africare evidently missed severa~ opportunities 

to undertake a rigorous self-assessment o~ the results of the 

general support grant, as implied by the progres~ reporting 

requirements of the Grant Agreement, but the reporting require­

ment itself seems to have been unnecessarily sweeping. In retro­

spect, it might have been preferable for AID and Africare to 

identify a few key objectively verifiable indicators of outputs 

and purpose and to base reporting requirements on these. 

Computerization 

Afr icare' s financial management is almost completely com­
puterized in the home office, and one microcomputer has been 
installed at a field office in Rwanda. Africare could not manage 

its finances without its current, adequate system and, appro­

priately, A.',ricare's first, and still primary, application for 

computers is accounting. Approximately 75 percent of the 
computer time is for finance and accounting. The remainder is for 

word processing. Staff members see important opportuni ties for 

improving productivity through computerizing additional ma~dge­

men tin for mat ion. Spa c e and fin a n cia 1 con s t r a i n t s toe x p a 11 din g 

the system will be alleviated after the move to Africare House in 

1986 and a successful capital fund drive. 

The Africare computer sy~tem consists of one HP 250/50 small 
business microcomputer with four personal work stations and one 

IBM PC that is used both as a stand-alone computer and as a 
terminal for the HP 250/50. System and user memory is adequate 

for current finance and accounting requirements,. riork stations 
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are clustered in the area occupied by Administration and Finance. 

Applications software include General Ledger, Accounts Payable, 

Payroll Management, Plan/2S0, Accounts Receivable/Donor, Lotus 
1,2,3, Symphony, and Word Processing. Of particular importance 

is the Foreign Currency program that Africare developed for batch 

entry of vouchers prepared in the field. 

Although the current computer system represents a signifi­
cant improvement in accounting capability during the life of the 

general suppo~t grant, there remain several important limitations 

as a result of software design and possibly also of system imple­

mentation. Timely report generation is severely limited because 
financial data cannot be entered for one fiscal year until the 

previous fiscal year is completely closed. Applications software 

is not fully integrated. For instance, Payroll is not automati­

cally posted to the General Ledger. Consequently, the system 
cannot yet generate all of the reports that may be needed in a 

format-that miminizes extraneous informatfon. The pace of system 

implementation may have been suboptimal during 1983 and 1984, 

because the former director of finance and a·dministration took 
personal respons ibil i ty for software developmen t and few 0 t!ler 

staff members understood the system well. The current director 

of finance and administration appears to have a good grasp of the 

.system, but her numerous duties preclude concentration on 

software development. 

Staff members generally view computers positively and are 
quick to identify potential productivity increases through an 

expanded computer system. Although by no means exhaustive, the 

following three examples typify potential applications: 

• The Office of Domestic Affairs maintains a mailing list 
of 26,000 names, under contract with an outside computer 
firm. The office would like to bring its list in-house 
to improve communication with contributors. 
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• The development team is still in the paper and typewriter 
era. But it has decided to computerize program informa­
tion, has developed a job d~scription for one person in 
each of the two regions to handle computerized program 
monitoring, and is investigating the best software to do 
this. 

• The DRe is behind in cataloguing the library because 
staff, intern, and volunteer time is needed for more 
urgent tasks. The resource associate believes that a 
computer would speed up and simplify cataloguing. 
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CHAPTER THREE 

AFRICARE IN AFRICA: 
PROJECT DEVELOPMENT AND TECHN·ICAL ASSISTANCE 

One principal objective of the general support grant was to 

permit Africare to maintain, expand, and improve its project 

development and technical assistance activities. To this end, the 

gran t suppo r ted program managemen t and techn i ca 1 s ta f f bo th in 
Washington and in Africa. 

AFRICARE'S APPROACH TO DEVELOPMENT 

In compliance with a requirement of its first general 

support grant (1974-1977), Africare prepared what was to become a 

general model for its rural development projects. In keeping 

with the participatory emphasis of its development activities, 

Africare ~eveloped its model through a series of meetings and 

workshops wjth Africans. A 1978 evaluation concluded that the 

"model/strategy" resulting from thi~ ex~rcise wa~ 

essentially a statement of philosophy and methodology 
rather than the fully articulated model that was 
contemplated in the Development Program Prop. Nonethe­
less, it has served the basic purpose of providing a 
point of departure for the conduct of workshops and 
joint planning in the design of integrated rural devel­
opment projects.[l] 

This conclusion of the 1978 evaluation remains valid today. 
Since then, there has been no further attempt to formalize a 

general model, but the fundamentals of the philosophy or approach 
that were developed in the mid-1970s are still operative within 

the organization. As articulated in interviews, as found in 

Africare documents, and as interpreted by the evaluation team, 

three elements are basic to this approach: 
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• Africare projects should aim· directly at increasing 
income or quality of life in rural areas. Thus, Africare 
projects should take place almost exclusively in rural 
areas and should directly benefit rural people. This 
element of the approach results in a focus on four 
sectors that are of particular concern to rural Africans: 
agriculture (including livestock), water systems, health, 
and reforestation. It also means that Africare projects 
tend to focus on activities that produce tangible and 
immediately usable results (crops, wells, health clinics, 
and tree nurseries) rather than projects with less 
tangible benefits or less immediate results (formal 
education, research, and planning.) 

• Africare projects should be designed and implemented with 
the participation of Africans. This element of the 
approach incorporates an emphasis on self-help. It also 
requires working with existing rural institutio~s or 
sometimes creating new ones. 

• Africare projects should increase contact and collabora­
tion between rural people (and their institutions) and 
support systems, meaning mainly the government. An 
important Africare principle is that government struc­
tures should not be bypassed, that the government should 
become a participant in virtually all Africare projects. 

The evaluation team was struck by the extent to which these 
principles had been internalized by Africare staff and to which 

they were pursued systematically in the field. Although these 

principles are not written down in anyone place in the form 

presented above, they were mentioned repeatedly by Africare staff 
in interviews and conversations. As will be discussed below, 

they are reflected also in the selection and design of Africare 

projects. 

PROJECT DESIGN AND IMPLEMENTATION 

The scope of work for this evaluation required the evalu­

ators to assess the "effectiveness of technical assistance" that 
Africare provided under the grant. One element of this section 
of the scope of work was to assess Africare's effectiveness in 
the "design and implementation of new Africare field activities." 

Because the scope of work did not provide for visits to project 
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sites in Africa, the assessment was to be carried out primarily 
by examining a "repr~sentative sample of project proposals" and 

by querying AID missions about their impressions of Africare's 

effectiveness. 

Project Proposals 

In terms of sheer numbers, the amount of project preparation 

work undertaken by Africare is impressive. During the course of 

the grant, Africare's field representatives and home office staff 

designed and approved 128 projects. A larger number of projects 

were actually designed, but about 10 percent of these were not 

approved internally by Africare.[2] 'Of the 128 projects that 

Africare approved, 111 have been funded (see Table 5). The 

remaining 17 have not yet been funded (see Table 6).(3] The 

funded projects cover a total of 17 African countries: 59 are in 

Anglophone countries, 46 in Francophone countries, four in 

Lusophone countries, and two Africa-wide projects. The total . 
value of external financing for toe 111 projects is $19,752,948. 

Most of the projects -- 68 -- were in one of the four rural 
development sectors that Africare has singled out as priority 

sectors. As shown in Table 4, of these 68, 31 are in agricul­
ture, 18 in water, 13 in health, and 6 in reforestation. Another 

important, albeit episodic, area of Africare project activity is 
emergency relief. Duri~g the life of the grant, Africare 

obtained fundi~g for 19 relief projects; most of these are rela­

tively recent since they are aimed at helping famine victims in 
Ethiopia. 

The private sector funded the vast majority of the 111 

projects -- 94 (85 percent). The U.S. government financed 14 

projects exclusively. The private sector and the U.S. government 
jointly funded three projects. (This breakdown refers only to 
external financing. In most Africare projects, there is also a 

s igni f ican t contr ibution from the benef ic iary communi ty and/or 
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Child 1 1 4 8 

Ethiopia 16 16 
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Ni':Jeria 1 1 

Rwanda 2 2 
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Sudan 

Zillllbia 7 4 .. ] )8 
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TABLE 6 

AFRICARE PROJECTS DEVELOPED DURING 
. THE PERIOD OF THE GENERAL SUPPORT GRANT 
JULY 1982 THROUGH MARCH 1985 -- BUT NOT YET FUNDED 

Country Number Amount 

Somalia 1 $1,200,000 

Nigeria 2 1,522,000 

Ethiopia 1 700,000 

Gambia 1 228,000 

Zambia 2 100,000 

Zimbabwe 2 51,332 

Chad 4 34,364 

Mali 3 10,008 

Senegal 2 7,257 

Total 17 $3,852,961 

Source: Africare 
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the host country government.) In dolla;- terms, however, the U.S. 

government-financed projects assume a much greater importance. 

Of the $19.8 million representing total funding for the 111 

projects, $12.6 million (64 percent) has been provided by the 

U.S. government. 

project Size 

One striking feature of Africare's ~roject portfolio is 

that, in budget terms, most projects are very small. Of all 

projects funded or under implementation during the life of the 
general support grant, 28 percent had budgets of less than 

$10,000 and 63 percent had budgets of less than $50,000. On the 

other end of the scale, a handful of projects, representing about 

9 percent of the total portfolio, had budgets of more than 

$500,000; this group included four projects wi th budgets of more 

than $2 mil-lion. The small projects are all privatF.>ly funded, 

whereas the large projects are mostly fu~ded by the u-s. 
government. 

The coexistence of very small and very large projects within 

Africare's portfolio raises the issue of the relative effective­

ness of Africare in managing and implementing small versus large 

projects. It also raises the issue of what limits, if any, AID 
should place on the size of the projects that a PVO such as 

Africare implements. 

The 1980 AID audit of Africare found that Africare's AID­

funded projects were "too large and complex" and that implementa­

tion problems stemmed, among other things, from "the inability of 

Africare and local government officials to manage and implement 

projects efficiently" and "the lack of clearly defined roles for 
Africare, local government and village member participants." 

This finding resulted in a recommendation that AID "should 
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develop more specific criteria regarding the size, scope and 

complexity of Operational Program Grants awarded to Africare and 

other PVOs." 

Among the personnel interviewed in AID's Africa Bureau and 

FVA/PVC, no one knew of the existence of any criteria of this 

kind. If these criteria have been drawn up, it would appear that 
they are not being used. 

Ha ving not v is i ted Afr icare projects i'n Afr ica during this 
evaluation, the 'evaluation team is not in a position to render a 

judgment about the rela ti ve effectiveness ,of Afr icare' s manage­

ment of large and small projects. However, Africare has a 

comparative advantage in the management of the small projects 

because the demand for these projects is not met well elsewhere. 

The small projects are also more attractive to private donors and 
are, therefore, more appropriate for stimulating involvement of' 

Americans.in African development, which is one principal institu-. 
tional objective of Africare. 

Africare, however, probably needs a cer~ain number of large 

projects in its portfolio for financial reasons. The relatively 

small number of large proje~ts make up the majority of the value 

of Africare's project portfolio. Moreover, Africare does not 
recover as much overhead from some of the small projects as it 

does from the large projects. In addition, because of economies 

of scale, the larger Pt,",j~cts are probably less expensive, on a 

dollar-for-dollar basis, to develop and administer than are the 

smaller projects. 

Project Proposal Quality 

The evaluation team read and assessed 31 of the 111 project 
proposals funded during the life of the grant. These 31 

proposals were in general representative of the total number. 
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Nine were U.S.-government funded, two were funded by Canada, and 

20 were privately financed. Sixteen were proposals for 

activities in Anglopho~e countries and 15 for activities in 

Francophone countries. Some of the projects proposed activities 

in more than one sector or focused on activities that were only 
indirectly related to one of Africare's four priority sectors. 

For this reason, it is difficult to break down the sampled proj­
ects by sector. However, at least eight were predominantly 

agricultural projects, five predominantly water, six health, and 

two reforestation. 

The quality of the proposals was assessed principally using 

Africare's own standards as implied in the approach outlined in 

the preceding section. Additional criteria against which quality 

was assessed were those mentioned in the scope of work, including 

"clarity of objectives, methodologies, project management 

arrangements, financi~l plans, and budget presentatioris." 

Against these criteria, the quality of Africare's proposals 
is very. good in many areas, uneven in others. Virtually all of 

the prop.osals have been influenced by the spirit of Africare's 
approach, but. some have ~allen short in specific design elements 

that should logically follow from the approach. Most of the 

proposals are strong in their statement of objectives and 

methodologies as well as in their financial plans and budget 
presentations, but many are weak in project management arrange­

ments and in their concern for sustainability. 

Project Rationale and Objectives 

Most of the proposals contain strong analyses of the need 
for the project, clear statements of purpose that are linked to 

the needs assessment, and good descriptions of project activi­
ties. The purpose statements are almost all linked ~o the Afri~ 

care goals of increasing rural incomes and quality of life, and 
the proposed activities are usually aimed at short-term, tangible 

outputs that would help accomplish these objectives. The Tiougou 
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Dispensary project in Burkina Faso, for example, proposed to 

assist the people of five villages in the construction of a 

dispensary in the central village of Tiougou •. The rationale for 

the project was that the nearest health facility serving this 

population was 13 kilometers away. Another example is the Boboye 

Women's Vegetable Production Project in .Niger, which proposed to 

assist a women's agricultural cooperative to increase vegetable 

production. 
in vegetable 

improve the 

vegetables. 

The rationale for the project was that an increase 

production would augment the income of the women and 
nutrition of those who purchased and consumed the 

Africare proposals are also typically strong in their 

identification of intended beneficiaries. The Tiougou project 

noted that the proposed dispensary would serve five v~llages with 

a combined population of 4,000. The Boboye project identified as 

direct beneficiaries the 300 women farmers in the agricultural 

cooperative and as indirect beneficiaries their families and the 

members of the surrounding community. 

Budgets and Financial plans 

All the proposals contain complete project budgets and 

financial plans. The budgets of small privately financed 

projects typically contain three elements: 

• Program and ~roject.management costs, which pay for the 
tlme of Afrlcare fleld personnel (such as the country 
representative and administrative assistants) and the 
program manager in Washington; 

• Direct costs of the proposed activity (including 
mater'Tals, equipment, travel and transportation, and 
labor); and 

• Indirect costs (overhead), which are expressed as a 
percentage of the subtotal of the preceding costs. 

AID-financed project budgets are usually more elaborate and 

follow the AID rather than the Africare format. 
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Not all budgets use the same indirect cost rate. As 

reported in Chapter TWO, Afr icare' s AID-financed projects use a 

two-tiered indirect cost rate that, for the fisc~l year ending 
June 30, 1983, was 27.03 percent (for personnel, travel and 

allowance, training, and other direct costs) and 13.51 percent 

(for supplies, equipment, and construction). Many privately 

financed projects, however, use a single rate and require the 

donor to pay a much smaller percentage of indirect costs, as low 

as a flat 10 percent in the case of OMCOR •. The apparent reason 
for this differential in budgeted overhead rates is that many 

pr.ivate donors are simply unwillin-:J to pay a higher rate. The 
difference between the actual overhead costs of a project and 

what is recovered from a donor is made up from unrestricted 

funds. 

Most of the budgets also included some attempt to quantify 
and present the cash 'and in-kind contributions of the host 

country government and the beneficiary communi ty. Often these 

contributions were substantial, reflecting the emphasis that 
Africare places on self-help. 

Project Management Arrangements 

With respect to pro j ect managemen t and i mpl emen ta t i on 
arrangements, the proposals' were less uniform. Many proposals 

contained clear descripti'ons of these arrangements, but several 

lacked them. Sometimes a single proposal would mention a 

bewildering number of government and private agencies (occasion­

ally identified only by their acronyms) that would somehow be 

involved in the project, but would be vague about each organiza­

tion's responsibility_ As a result, it was frequently difficult 

to know who would be responsible for which activitity at what 
time. 
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One example is the Reducing Post-Harvest Losses Project in 
the Central African Republico This is a $4 million project, 

financed mostly by AID, that was designed by VITA and Africare. 
In the implementation, Africare is a subcontractor to VITA. The 

project is to be administered by a tripartite commission composed 

of AID and the Peace Corps, VITA and Africare, and the govern­

ment's High Commission for Plan and Economic and Financial 

Cooperation. The implementing agencies are to be SOCADA and 

ACADOP, identified only by these acronyms with little explanation 

of what either agency does in general or what either would do in 

the project. In addition, the following organizations are to be 
associated with the project: The Food and Feed Gr?in Institute at 

~ansas State University, the Denver wildlife Research Center, the 
U.S. Fish and wildlife Service, the Post-Harvest Institute for 

Perishables at the University of Idaho, the Tropical Development 
and Research Institute in London, the Non-Formal Education Infor­

mation Center at Michigan State University, the Farming Systems 

Support Project at the University of Florida, and the Peace 

Corps. The proposal document gives little information about the 

specific project activities of each organization. 

Another example is the San Fisheries Pipeline in Mali. This 

project, financed by UMCOR, proposes to provide piping from the 

Bani River to ensure a permanent supply of water for local fish 

farmers so that they would not be dependent on the local rice 

irrigation scheme for their pumped water. The proposal is 

unclear on a number of implementation issues. Is only piping to 

be provided and not a pump? If so, who provides and pays for the 
pump? In any case, who owns and operates the pump? The proposal 

is also unclear about how the fish farmer beneficiaries will 

particiate in the project. In addition, although the piping 

scheme would theoretically resolve the problem of a steady, year­
round supply of water, two other constraints to farmer adoption 
of fish farming were mentioned but not addressed in.the project: 
the relative novelty of aquaculture in Mali, and the farmers' 

fear that the fish would eat their rice grain. 
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A third example of this phenomenon is the Tanda Women's 

Poul try Project in Niger. Thi s project, financed by the Global 

Ministries of the United Methodist Church, proposes to organize 

women intc cooperatives to be trained in animal health and 

poultry production. The activities to be undertaken in the 

project are described in the passive voice. At one point in the 

proposal, the reader learns that implementation will be carried 

out by the Ministry of Rural Development and the Niger Coopera­

tives Authority, but there is no active voice link between these 

agencies and the activities of the project. 

Almost all the proposals that the evaluation team examined 
for projects in Somalia had similar problems. The proposal for 

the AID-funded Jalalaqsi Reforestation Project does not say who 

will. be responsible for the nurseries, for the construction 

acti v i ties, or for the tra i ni ng component. The proposal for the 

Geed Ashir Village Water System Project does not say who is 

reponsible for the construction of the water storage tank, the 

installation of the gravity-fed spigot distribution system, or 

the operation and maintenance of either. The proposal for the 

Tools and Seeds Chest Project does not indicate who will procure 

the tools and seeds. 

This problem of clarification of implementation responsi­
bilities did not arise in all the proposals. Indeed, many were 

clear on this matter, including the Chipata District Well 

Construction Project in Zambia, the Indigenous Private Enterprise 

Project in Malawi, and the Goundam Dispensaries Project in Mali. 
But the lack of clarity concerning implementation responsi­

bilities arose with sufficient frequency that the evaluation team 

recommends that Africare take measures to improve its proposals 

in this regard. Even if, as is frequently the case, "everyone 
knows" who will be doing what to whom and when, writing it down 
to have a record of the proposed division of reponsibilities is a 
good policy. 
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sustainability 

Given Africare's expressed concern for self-help and 
participation, it was somewhat surprising to find that the 

proposals eXamined contained little analysis of or provision for 

the sustainability of project benefits. This problem manifested 
itself in several ways. 

Recurrent Costs 

Few of the project proposals contained an analysis of 
the recurrent cost implications of proposed interventions. ' The 

Goundam Dispensaries Project in Mali, for example, mentioned that 
the two villages in which the dispensaries were to be built had 

health facilities in the past, but that they had fallen apart. 
This fact should constitute a red flag. 'Why had they fallen 

apart? Who was responsi,ble for maintaining them, for staffing 

them, for providing them with ~upplies? And who will be respon­

sible for these functions once the two new dispensaries are 

built? The proposal is simply silent on this matter. 

The Lake Bangweulu Self-Help Boat-Building Project 
proposes to assist a boat-building cooperative to build plank 

boats that will help members fish more deeply in Lake Bangweulu 
than they currently can with their dugout canoes. However, the 

proposal contains no analysis of the demand for the boats, of a 

break-even selling price, or of the cash-flow needs of the 
cooperative. 

Ownershic . 

Another manifestation of the problem of sustainability 
concerns the notion of ownership, which is closely related to the 
previously discussed problem of responsibility. Who owns the 

wells that Africare helps construct? who owns the dispensaries 

and the reforestation nurseries and the irrigation equipment? 
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An Africare well rehabilitation project in Chad pro­

poses to deepen and repair four wells that have fallen into 

disrepair. Who owns, that is, who is responsible for, these 

wells? Is it a family, a complex of families, the village, or 

the government? Who failed to take responsibility for mainten­

ance of the wells last time, and who will be responsible for them 

this time? Or will an external donor have to repair them once 

again in three or five years? 

Reports from the Gouraye Irrigated Agriculture Project 

in Mauritania indicate that one principal implementation problem 

has been the maintenance and repair of pumps. Who owns these 

pumps -- the government irrigation agency that provides technical 

assistance to farmers or the farmers' cooperative that benefits 

from their existence? 

This issue of ownership frequently falls between the 

.cracks in proj~ct analyses. It is often ignored or brushed aside 

with vague references to the village, as in "the village will be 

responsible for " or to the often exaggerated collecti~e 

nature of African society. Yet the issue of ownership is 

critical to chances of sustainability, for it is a first step in 

affixing responsibility for th~ continuation of project benefits. 

Frequently, of course, the owner of the dispensaries 

and the reforestation nurseries and the like is the state. When 

the state owns or controls the i~frastructure or the services on 

which villagers rely, they come to depend on it for the provision 

of those services. This dependency relationship -- for 

everything from heal th and education to credi t and agr icul tural 

inputs -- should, in principle, be something that Africare, with 

its expressed interest in self-help, tries to sever. Yet many of 
the projects appear to perpetuate it as they create additional 

services -- dispensaries and reforestation nurseries -- that can 

be controlled only b.y the state. Indeed, the Africare principle 
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of never bypassing the government, of making government a partner 
in virtually all its projects, tends to perpetuate and increase 

the dependency of villagers on government. 

Institutional Capacities 

Finally, the relative lack of attention to project 

sustainabi1ity is manifested in relatively weak, sometimes non­

existent, analyses of or attention to the capabilities of local 
institutions. Most Africare projects aim at·providing immediate, 

tangible benefits. Very few, in contrast, provide the less 

tangible, but equally important, investment that is frequently 

necessary to ensure thai the particular set of activities that is 

launched will be sustained through an institutional home. 

Africare projects are frequently implemented through 
government agencies. Yet none of the projects examined contained 

an appreciation of the abilities of the government agency to 

carry out and sustain project activities. Many implementation 

problems of the Gouraye Irrigated Agriculture Project in 

Mauritania have apparently ~temmed from management and technical 

deficiencies within the implementing agency, SONADER, but the 

pro j e c t pro p 0 sal con ta i ned no a n a 1 y.s i sat all 0 f SON A DE R ' s 

capabilities. The Binga District Fishing Project in Zimbabwe 

proposed to work through the Binga District Council to establish 

a cooperative village development scheme, featuring the adminis­

tration of a revolving fund. But the proposal contained no 

analysis of the District Council's capabilities to foster 
cooperative development or administer a revolving fund. 

To the extent that Africare, consonant with its 

emphasis on self-help, should attempt, as suggested above, to 

increase community responsibility for the implementation and 
sustainabi1ity of projects, it is even more important that atten­
tion be given to the capabilities of non-governmental local 

institutions and to ways in which Africare can help strengthen 

them. Yet this concern is also lacking in many projects. 
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Many Africare projects propose, for example, to work 

through coopera ti ve soc ieties. In a t least one project, Tara I I 

in Niger, Africare demonstrate~ a good understanding of coopera­

tive principles (the Rochdale approach). In most other coopera­

tive projects, however, the proposals offer little or no analysis 

of the potentials or constraints of cooperative development 

regarding the particular activity proposed and the particular 

socioeconomic setting. The Binga District Fishing Project in 

Zimbabwe, for example, proposes to organize cooperatives that 

will circumvent the middleman in marketing fish. Yet the 

proposal makes no·mention of what efficiencies the cooperative 

would hope to offer that would be greater than those of the 
middleman, no mention of any history of collective activity on 

the part of local fishermen, and no identification of what 

cultural or organizational constraints might have to be overcome 

to promote cooperative activities. Similar observations are 

valid concerning the proposed cooperat"ive endeavors of the 

Gouraye Irrigated Agriculture Project in Mali, and the Boboye 

Village Vegetables Project and the Tanda Women's Poultry Project 

in Niger. 

Beyond formal organizational arrangements such as 

cooperatives, many Africare proposals give insufficient attention 

to the identification and strengthening of formal or informal 

community institutions. Given Africare's process of working 

directly with villages to identify and plan village improvement 
projects, it is possible that a great deal of attention has, in 

fact, been given to the local institutional dimension. But if 

this is the case, it infrequently shows up on paper. The Illela 

Nutrition Project in Niger proposes to establish a nutrition 
,. 

recuperation center for malnourished children and to train 

village women in more nutritious child-feeding. Technical assis­
tance and training will be provided by the chief of the health 
service for the subdistrict of Illela, but there is no mention of 

what community structure will be involved in operating the 
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recuperation center. The Community Development Center Wells 

Project in the village of Segou in Mali, financed by the 

Presbyterian Hunger Committee, proposes to build nine wide­

diameter wells for the community. The local implementing 

institutions are identified as the Community Development Center 
(CDC) in Segou and the Development Committee in the nearby town 

of Dioro. But both the CDC and the Development Committee are 

government-created and controlled institutions that are unlikely 

to serve as organizations either that can inspire community 

participation or that can subsequently assuine responsibilty for 

maintaining the wells. 

AID MISSION IMPRESSIONS OF AFRICARE 

The scope of work did not provide for the evaluation team to 

m a k e sit e vis its to 'A f ric are pro j e c t sin A f ric a • Ins tea d , t 0 

obtain impressions of the effectiveness of Africare's field 

oper?tions, AID/Washington was to send cables to selected AID 

missions. Accordingly, on March 12, 1985, AID/washington cabled 

six AID missions -- Bamako, Ouagadougou, Niamey, Kigali, 
Ndjamena, and ~usaka -- and the Refugee Office of the American 
embassy in Mogadishu with the following questions: 

• How well-designed are Africare's projects? 

• How soundly have Africare's projects been implemented? 

• Has Africare engaged in any training of host country 
counterpart officials? If so, has the training been 
effective? 

• How effective are Africare's field office staff members 
in managing field programs and carrying out other 
functions? 

• What is the reputation of Africare in the eyes of the 
host country government? How well does the Africare 
staff maintain relations with the government? 

In genera~, the responses were positive in Africare's behalf. 
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The responses to the first question concerning project 

design were mixed. Most missions gave Africare high marks, but 

some observed that Africare staff lacked a thorough understanding 

of AID project design requirements or did no~ have sufficient 

field staff to design complex AID projects. 

The responses to the second question were generally posi­

tive. Some missions complimented Africare on its ability to 

recruit competent technical assistance in a timely manner, 

whereas others noted that this was a problem. Some procurement 

problems were also noted. In general, the missions were compli­

mentary about the adaptabili~y of Africare and its ability to 

operate effectively in difficult and often changing environments. 

The responses to the third question were less specific, 

indicating a lack of detailed knowlege on the part of most AID 

missions concerning the counterpart relationships and the 

training activities carried out by Africare personnel. 

The responses to the fourth question were mostly concerned 

with the relations between the Africare field office and AID, 
parti cularly with how well Afr icare prov ided AID with informa­

tion. For the most part, the missions were satisfied with their 

relationship with Africare, generally giving it high marks for 

cooperativeness and responsiveness. Ironically, the Niger 

mission offered that the number of individuals in Africares's 

field office, which, at nine, is the largest of all Africare's 

field offices, may not be sufficient to manage its portfolio in 

Niger. 

The responses to the last question were favorable across the 

board. The unifor~ly positive responses to this question provide 
evidenc~ that one great strength of Africare lies in its ability 
to foster and maintain good relations with host country govern­
ments. The complete text of the responses received are provided 

in Annex B. 
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NEW FIELD PROGRAMS 

The grant provided that Afr icare would expand its develop­

ment team by posting two technicians in Africa. It provided that 

the team would "train host countr~ officials through ongoing 
'counterpart' relationships and through periodic 'development 

workshops'." It also provided that the expanded team would 
undertake three new initiatives: a village development program, a 

joint venture, and. a senior planners program. 

Field Technicians 

The grant provided that Africare would assign two tech­
nicians to field .locations most closely coincidi~g with develop­

ment priorities in East and Southern Africa and Francophone West 
Africa. The two technicians were to be a forestry specialist and 

a bio-medical technician.[4] Neither Africare's proposal nor the 
Grant Agreement provides details on how long thes~ technicians 

were to be assigned to the field or what their terms of reference 

were to be. 

As it turned out, only one technician was recruited and 
posted to the field, a biomedical technician who was assigned to 

the Francophone West Africa region and who lived in Dakar, 

Senegal, from October 1982 to August 1984. This techician served 

both the health and agriculture sectors in four countries: 
Gambia, Mali, Mauritania, and Senegal. In the health sector, he 

helped install medical equipment in rural health clinics in 

Senegal and trained Senegalese and Gambian counterparts to use 

and maintain this equipment. In the agriculture sector, he 

worked mainly on the repair and maintenance of irrigation pumps 

in Mauritania and Mali. 

The proposed forestry specialist was never recruited or 
assigned. The explanation offered was simply that, given the 

technical coverage already provided by field offices in several 

Sahelian countries, posting such a technician was not deemed an 

appropriate use of grant funds. 
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The Village Development Program 

The Village Development Program (VDP) is similar to the 

mainstream of Africare programs in that it consists of discrete 

projects aimed at improving the standard of living in African 

villages. It differs from other Africare programs, however, in 

its focus, emphasis, and fund-raising strategy. Specifically, 

each VDP: 

• Limits its target group to a single village; 

• Seeks to enter into a long-term assistance relationship 
with each target village; and 

• Seeks to establish a long-term commitment on the part of 
a donor to a particular village. 

The specific projects that have been unde~taken under the 

VDP differ little from other Africare village-based projects, 

although they are "more modest in cost. The VDP projects tend to 

emphasize visible and swiftly achievable outputs such as clinics 

and well~ and place great emphasis on the participation of the 

villagers in the planning and implementation of the project. In 

theory, planning begins with a needs assessment conducted ~ointly 

by village authorities and the Africare country representative. 

The result of this assessment is the identification of a single 

priority project that can be undertaken in Year One, with an 

implied commitment on the part of Africare to undertake other 

activities identified in the needs assessment in subsequent 

years. This implied obligation on the part of Africare is 

subject to successful completion of the Year One project and, of 

course, success in locating a u.S. funding source. In addition, 

a base-line study is supposed to be carried out in each village. 
The information obtained in this study would enable future 
evaluators to measure changes in the village over time. 
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VDP activities are financed either from Africare's general 

funds or, preferably, from a single donor. Participating donors 

are assigned a village. In return for mUltiyear funding 

commitments to the village, donors are encouraged to communicate 

directly with village leaders, even to visit the village itself. 
In this manner, donors are able to follow closely the progress 

that is made in the viYlages with the use of their money. In 
some cases, Africare makes commitments to villages and 

prefinances projects from its general funds, but then refinances 
the project once sUFport from a specific do'nor is obtained. In 

other cases, support from a donor is obtained before specific 

projects are designed cr even before specific villages are 

identified, but once a VDP is designed, the match is made. 

To date, nine VDPs have been launched in four countries 

financed by general funds (see Table 7). All these projects are 

small, ~isible, construction or equipment provision projects: 

construction of health clinics, schools, schoolteachers' houses, 

and wells, and provisio~ of equipment for irrigatiop schemes. In 

~ddition, one project has an institution-building component as it 
seeks to establish a pharmacy cooperative. The projects are all 

very low cost, ranging from $3,500 to $7,500 in Africare 

financing; all include substantial labor and material contribu­

tions from the villagers. 

In addition to these nine projects, funding ha~ been 

received from three donors for projects that have not yet been 

designed or initiated. The l~rgest commitment -- $57,000 -- has' 

been received from the International Foundation for the funding 

of six women's projects in Gambia. Two other donors -- The 

National Federation of Teachers and Citibank -- have specified 

the countries but not the type of project in which they wish 

their funds to be used. The Citibank contribution is in the 
local Zambian currency, kwacha (K). 
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Kdyalalllanja ZamlJia 

Oanhoshawa Zimbabwe 

H"'Jur ilmeno Zilll~lia 

UnrJesiljnated Zambia 

six lIural Wanen's Gambia 
l'rojl!ct 

HaIlLJeh Kw¥11 Camhia 

Hhlekhine OW 

Ilanouna Chad 

i,houlj<lUaye Chad 

Doutal-t'U Chad 

"'Ujamcna ,,'i!ra aliU) 

Urdesiynated Sana 1 ia 
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~: "fricare 

TARLE 7 

VIU.AG8 Db'VEUlPttmr PJnJJ:r1'S DBVEU)PID Am FUNlED UNlER TIlE GD/ERA(. SUP1'Olrr GRANT -
JULY 1982 TlIUOUGII MARCil 1985 

Pield Other 
Donor Cost Direct Indirect Total Activity 

General Funis $4,900 -0- $1,176 $6,076 Construction of a health clinic 

General fwlds $5,915 $325 $1,498 $7,7]8 Construction of an irrigation sY3tem for 
veqctable p[(lduction 

General funds $4,500 -0- $I,OIlO $5,580 Construction of school teachers houses 

Citibank K7,250(a) -0- Kl,750 K9,000 

International $]0,000 $16,019 $11,044 $57,06] TO support prcj~~t5 that conserve 
Foundation wcmen's time and laoor and 

establ ish fOO<1 storil<je fad 11 ties 

General fwds $5,770 $]0] $1,450 $7,531 Well construction 

General fwlds $2,822 -0- $678 $],500 Provision of an irrigat ion ptlll{l, tools, 
and s~s 

C.eneral fUllLis $2,822 -0- $678 $1,500 Provision of an irrigation [ltWT(l, tools, 
an,j .'Cells 

General furns $4,530 $450 $1,195 S6,175 Construction of a school and a clinic, 
and establ ishncnt of a pha l1I\iICy cooper a-
tivc 

General furns $1,610 -0- $]86 $1,996 Cohstruction of a school 

General funds $4,510 $450 $1,105 $6,175 Construct ion of a primary school and 
a cl ioic 

National F~eri!tial $4,032 -0- $960 $5,000 
of 'reachers 

Year 

1 

1 

2 

0 

1 
0\ 

1 ~ 

1 

1 

1 

1 

0 
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Total VDP commitments to date are approximately $110,000, 

plus K9000. These commitments are now being or will soon be used 

to fund 17 VDPs. 

None of the project documents specified output levels that 

the VDP program was to attain by the end of the grant. It is the 

judgment of the evaluators, however, that the number of projects 
launched to d ate and the v 0 l.u me 0 f fun din g t hat has been 0 b t a i ned 

clearly demonstrate the viability of the progra~. 

Contrary to original intentions, none of the projects 

developed to date has .been preceded by a formal needs assessment 

or base-line study. The analysis contained in individual project 

proposals indicate that needs assessments do occur informally in 

collaboration with villagers and local authorities, but no 

separate documents exist that consitute plans for long-term 

Africare lnvolvement in'villages. According to Africare staff in . . 
Washington, field representatives are relu~ta~t to take the time 

to carry out ~ormal needs assessments or base-line scirveys on the 

ground s tha t VDP pro j ec ts are tao small to just i fy th i s e f for t. 
Acknowledging the validity of this argument, Africare staff in 

Washington see the VDP program as still maturing conceptually. 

Regarding project quality, the evaluators reviewed two of 
the currently funded projects. Both were for villages in Chad: 

Abougouaye and Njamena Fara. Each project was to establish a 

school .and a clinic in its village because neither village had 

access to a school or a clinic. In addition, the Njamena Fara 

project was to establish a cooperative that would purchase 

pharmaceutical supplies for- the clinic. 

80th of these projects were well prepared in terms of the 

assessment of need, the statement of purpose, and the project 
description. Responsibilities for accomplishing project 

activities were easily identifiable with the villagers themselves 
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responsible for most of the actual construction. The goverument 

of Chad had prom i sed to pr ov ide a teacher fo reach schoo 1 and a 

nurse or pharmacist for each clinic. 

As with the non-VDP projects, the weaknesses in the design 

of these two projects were in their lack of attention to 

recurrent cost implications and local institutional capacity. 

The Abougouaye project did not specify how supplies for the 

clinic woulrl be obtained. The Njamena Para project specified 

that supplies would be purchased through a'cooperative but did 

not specify who would organize the cooperative, how it would 

f~nction, whether there was a cooperative tradition in the 
village, and who would keep the books. Possibly these questions 

were answered satisfactorily in the village surveys that preceded 

the design of these projects but were simply not mentioned in the 

project papers. If not, the history of failure in many rural 

development projects teaches that it should not be assumed that 

these organizational, implementation, and sustainabi li ty i~sues 

will be resolved by themselves. 

Training of ~ Country Officials 

The Grant Agreement provided that Africare, through its 

devel'Opment team, would "train host co'untry officials" through 

ongoing "counterpart" relationships and through periodic 

IIDevelopmen t Workshops." 

As indicated by the cable responses from the AID missions 

and by the methods Africare used to design and implement 

projects, one key feature of Africate's project work in Africa is 

strong and continuing interaction with Africans. Africare 

projects are planned and implemented with maximum participation 

of host country government officials and with t~e intended 
beneficiaries. In the course of this interaction, a gre~t deal 
of informal training and skills transfer occurs naturally. The 
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impact of informal, on-the-job training of this nature is alway3 

difficult to measure, but it is arguably even more beneficial 

than formal training. 

During the course of the grant, Africare has also continued 

to carry out workshops for project planning and to work with 

counterparts in more formal relationships. In Somalia, for 
example, Melvin Foote, former Africare country representative, 

organi zed a project planni ng workshop for ,government off icials 

and others. In Zambia, agr icul tural engi neer Harold Schmucker, 

succeeded in 1984 by Thomas Moller, served as the counterpart to 

a senior Zambian agricul tural extension supervisor in managing 

the Chama rice extension program. Also in Zambia, the Africare 

country representative worked closely with a senior government 

health official in managing an Africare-supported environmental 

sanitatIon program. This officer is now applying the program 

development, administrative, budgeting, and management skills 

that he acquired through this counterpart relationship as a field 

officer on the staff of Africare/Zambia. 

Joint Venture 

The grant provided that Africare would "bring to fruition an 

inti tial cooperative venture involving Afr icare, a U.S. corpora­

tion, and a host country economic unit." The Africare proposal 

implied that the project would be in the agriculture sector 

because its social objectives would be to "reduce the partic­

ipating countries' food import requirements" and possibly also to 
"generate foreign exchange." A pro forma budget accompanying the 

project proposal, showing a total investment of approximately 

$250,000 for the joint venture, implied that the joint venture 

would involve medium-sized firms on both sides of the Atlantic. 

None of the general support grant documents specified the country 
in which the joint venture would be launched or the mechanisms 
that would be used to bring it about. 
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To date, no such venture has been launched. Moreover, 

Africare does not now appear to consider this activity to be of 

high priority. 

Some attempt was made during the grant period to take the 

first steps toward launching a joint venture. In 1982 a 

consultant was retained to. determine the potential for joint 

ventures in Gambia, Mauritania, and Senegal. Twenty-one projects 

were identified in these three countries, ~ut only six were in 

the agriculture sector. None of the projects was. analyzed in 

depth by the consultant nor by Africare staff subsequently. 

Apparently little, if any, follow-up has occurred to this initial 

consultancy. 

Another initiative regarding the joint venture was taken in 
the context of the preparation of Africare's proposal to AID/ 

Malawi for an Indigenous Private Enterprise Project. One objec­

tive of this project is to .establish link's between ·U.S. corpora­

tions and the Malawian business sec.tor. The original proposal 

called for the establishment of a full-fledged joint venture as 

an output of the project, but this provision did not appear in 

the final Grant Agreement. 

In the opinion of the evaluation team, it should not be 
surprising that Africare has had difficulty in following through 

on its joint venture idea. The establishment of joint ventures 

between medium-sized o.s. and African firms has been difficult 

for all who have attempted it. 

particular expertise in this field. 

Moreover, .a.fricare has no 

The attempt to broker joint ventures between medium-sized 

African and American firms requires specialized skills and 
knowledga. (Large firms generally do not need an intermediary.) 
It requires a specialized understanding of product and credit 
markets, of debt and equity financing, and of the legal 

requirements for incorporation in African countries. It entails 
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a grea t dea 1 of screen i ng 0 f pr ospect i ve par tner s on bo th 

continents to ensure honesty and business co~patibility. It 

generally ~equils carrying out a detailed feasibility study that 

will pas s m us t e r' wit h sou r c e s 0 f fin a n c i n g • Abo ve a II, i t 

entails coming up with a good idea that promises a very high rate 

of return for the u.s. partner. The high rate of return (50 

percent or more annually on equity) is generally required to 

compensate for the high risk that U.S. investors see as 

prevailing on the African continent. 

These difficulties ar~ such that the Joint Agricultural 

Consultative Corporation -- a u.s. government-sponsored organiza­
tion that was established in 1982 for the purpose of brokering 

j 0 i n t v e n t u, res, m a i n 1 yin a g ric u 1 t u r e , bet wee nth eO. S • and 

developing countries -- has succeeded to date in establishing 

only three fully operational joint ventures in Africa, despite 

full-time professional attention to this activi~y. 

In the opinion of the evaluation team, Africare lacks the 

professional expertise and overall resources to give adequate 

attention to this very difficult undertaking. As this evaluation 
points out, Africare does a very good job at its mainstream 

endeavors. I~ should stick to what it does well and leave the 

business of international joint ventures to others. 

Senior Planners' Program 

The Grant Agreement stated that Africare would provide 

"senior planners on two-year ass ignments to strengthen c.::: i ti cal 

m inistr ies such as Planning, Agr icul ture or Rural Development." 
Once again, none of the project documents provided details 

concerning how many planners would be placed or in what 

countries. 

To date, Africare has m~de no assignments that fit the 
formula as specified above; that is, no individuals have so far 

been specifically recruited and placed to serve as full-time 
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senior planners in African government ministries. Several 

assignments and requests, however, could reasonably be 

interpreted as fulfilling the spirit of the requirement. 

From January 1983 until her death in September 1983, Ida 

Chambliss served in a joint capacity as Africare's country repre­

sentative and as an adviser to the Ministry of Community Develop­

ment and Women's Affairs in Zimbabwe. Ms. Chambliss's offices 

were in the ministry itself. Her replacement, Lucille Thomas, 

still maintains her offices within the ministry, although she 

does not spend as much time working directly with ministry staff. 

Ms. Chambliss's position was paid for by a grant from UMCOR. 

Africare has also received requests from the Ministry of 

Rural Development in Burundi and the Women's Bureau of the Office 

of the Presidency in Gambia for senior planning assistance. TO 

date, however, Africare has been unable to secure funding for 
these pos i tions. 

In a more short-term capacity, Africare provided 12 person­

months of expertise to the Ministry of Health in Gambia in 

planning for an improved system to manage and distribute 

pharmaceuticals. In Sferra Leone, Africare provided five person­

months of expertise for the same purposes and has laid plans for 
the provision of another nine person-months. Short-term 

expertise is also being provided in Nigeria in designing a 

nutrition-oral rehydration therapy project. 

The primary obstacle that Africare has had to overcome in 

the provision of ministry-level planning assistance is a lack of 

funding. It would appear that Africare's donors prefer to 

provide funding for project-level activities that produce 

tangible, visible results (wells and clinics) over ministry-level 
planning activities ~hose results are more paper oriented. 
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Given the difficulties encountered in carrying out this 

component of the grant, Africare may wish to re-examine the 

wisdom of'diverting its energies from project-level activities to 

macro- or sectoral-Ievel.planning activities. There is a great 

deal of difference between project planning -- an undertaking in 
which Africare has much experience and that it performs very well 

-- and ministry-level planning -- an undertaking in which Afri­

care and its staff have considerably less experience. It might 

occasionally make sense to provide sectoral.planning' services in 

connection with a large, ongoing Africare program -- for example, 

the strengthening of health clinics in 11 states in Nigeria. But 

the evaluation team does not believe that ministry-level planning 

is an activity in which Africare has a comparative advantage over 

organizations -- the World Bank and the United Nations, for 

example -- that traditionally provide this type of technical 

assistance. The evaluation team does not believe that thi~ 

activity is one that Africare should seek systematically to 

pursue. 

NOTES 

I General Research Corporation, "Evaluation of AID Development 
Program and Support Grants to Africare," August 1978, p. 2. 

2 Africare records do not permit an exact tally of approved 
versus rejected projects, only a tally of approved projects. 

3 Africare records do not permit a tally of how many Africare­
approved projects never receive funding. 

4 Curiously, the "Action Memorandum for the Assistant Admini­
strator for Africa" requesting authorization of this grant 
states on page 2 that "three technicians will be assigned to 
field locations: a food production specialist in the 
East/Southern Africa region and a civil engineer and rural 
health specialist in the Francophone West Africa region." 
Yet the budget accompanying the Action Memorandum provides 
for only a forestry specialist and a biomedical technician. 
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CHAPTER FOUR 

AFRICARE IN THE UNITED STATES: 
BUILDING A BLACK CONSTITUENCY FOR DEVELOPMENT 

THE CONSTITUENCY 

As a predominantly black organization attempting to develop 

a constituency primarily among black Americans, Africare faces a 

di ff icul t challenge. Afr icare staff remarked to the evaluation 

team that blacks have traditionally contr~buted little to PVOs 

and that blacks themselves tend to stigmatize black organiza­

tions, believing that they cannot handle large amounts of money. 

Africare has a strong record in implementing projects in 

Africa and has avoided any semblance of scandal. Eve~ so, it has 

taken Africare more than a decade to build credibility in its 

fund raising. Constituents with a long-term commitment to 

development have not corne qu ickly or easily. In the mid-1970s, 

Africare seemed to be doing well in increasing its'levels'of 
support from non-U.S. governmen t sources, bu t thi s support 

declined dramatically at the end of the decade of the 1970s and 

the early 1980s. 

Afri9are used the fourth general support grant to position 

itself to take full advantage of the outpouring of concern and 

contributions for the drought and famine in Ethiopia and 

neighboring countries. Every member of the horne office staff who 

was interviewed by the evaluators expressed a sense of wonder at 

the rapidi ty with which inst i tutional support increased dur ing 

the four months prior to the evaluation. It seems unlikely that 

Africare would have been perceived as an important recipient of 

private donations were it not for Africare's continued efforts to 

build strong ties to the black community. 
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OUTREACH 

Ou treach acti v i ties include expos ing black Amer ican groups 

to African diplomats and government officials, providing 20 local 

Africare chapters with technical assistance and audio-visual 

materials, and sponsoring an essay contest. Outreach audiences 

and methods are effectively integrated with implementing develop­

ment and relief projects in Africa and creating a diverse 

permanent constituency. 

Outreach activities are primarily undertaken by the execu­

t i ve director and by the di rector of international development. 

These activities include speaking engagements, media interviews 

and programs, news articles by and about Africare, and a variety 

of special programs. The emphasis in all outreach activities is 
to educate the public about conditions in Africa and about 

African economic and social development. Public education is 

a~so the full-time responsibility of one Washington-based staff· 

memberi who is funded under a matching grant from the Ford 

Foundation. As may be expected, there is a fine line between the 

public education and constituency-building and fund-raising 

objectives of Africare. The information presented to the evalua­

tors suggested strongly that public education is the highest 

priority, and that constituency building is seen as deriving 
naturally from this effort. 

Seminar Series for African DiQlomats 

Several African diplomats have used the DRC. Africare has 

also called on African diplomats to sponsor receptions in connec­

tion with the essay contest and the Minorities in Development 

Workshop. Ambassadors are also taken on speaking trips to places 

such as Kansas City and take part in panel discussions. 
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Community Response project 

Africare receives numerous requests each year from public 

schools, national voluntary organizations, and professional 

associations for presentations or for literature pertaining to 

African problems and development opportunities. Africare also 

publishes "Special Reports," which provides analytic coverage of 
development-rela ted events, and prepares per i odic issues papers 

on the food, water, health, and reforestation sectors. 

Among Africare's most innovative community response projects 

is an essay contest in the Washington, D.C., public schools that 

was started by the Washi ngton chapter of Afr i care. The contes t 

involves writing a 1,500-word essay on "The U.S. and Africa: 
Linkages in an Interdependent World." The same theme is repeated 

every year. The first prize is an all expenses paid trip to 

Africa. The second through fourth prizes are cash awards of $500 

to $125. The winner of the best essay in each school is awarded 

an African artifact. The DRC associate coordinates the contest. 

The DRC associate also runs the Minorities in Development 

Workshop. 

Audio-visual Library 

The DRC 1 ibrar'y houses a large slide collect ion. The slides 

are filed in plastic sheets in large loose-leaf albums, and they 

all appear to be clearly labeled. 

The first slide show, on the subj~ct of water de\elopment in 

Africa, was made before the current general support grant began. 

This show was subsequently made into a videotape, and 20 copies 
of this videotape are now out on loan to the Africare chapters. 
More recently, Africare has made a sli8e show on Ethiopia that is 
in great demand. 
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FUND RAISING 

Africare bases its fund rais ing on insti tutional relation­

ships with the U.So government, foreign governments, industry, 

foundations, churches, secular voluntary associations, and the 

Combined Federal Campaign. These sources provide u.S. dollar 

grants, foreign currency grants, and contributions in kind. 
Secondary fund-raising bases are individual contributors and 

members. 

The U.S. government, thr ough AID, is the 1 a r ges t sing Ie 
funding source. The governments of the countries in which 

Africare works provide office space and some housing. Foreign 

governments have also been important donors, particularly for 

Africare House. Over the period of the general support grant, 

Afr ica~e has drama t ically expanded i ts rel~tions with corpora­

tions, foundations, churches, and voluntary associations. 

C~ntributions from the Combined Federal Campaign, foreseen in 

Africare's,proposal for the general support graQt, began to flow 

dllr ing the per iod of the grant. 

Contributions come from individuals or individual churches. 

Most contributions are $10 or $25, but some are as high as $100. 

An'y contribution over $50 or $100 is followed up with one of five 
1 et ter s genera ted by the compu ter. 
written for large institutions. 

Individual letters are 

Africare's fund-raising strategy is to appeal for help with 

specific projects and to package similar projects to the extent 

possible. The smallest projects, such as a well in a village in 

Burkina Faso, cost a minimum of approximately $4,000. In its 
VDP, Afr icare a ttempts to have a church congrega tion, soror i ty, 

or similar group adopt a village and commit to funding a succes­

sion of scalI projects over a period of several years. Small 
projects are bundled into larger packages. 
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Africare's revenue from non-government (U.S. and foreign) 

sou~fes increased significantly during the first half of FY 1985 

in comparison with the first half of FY 1984, as shown in Table 

8. Grants from corporations increased by 226 percent, while 

grants from church groups increased by more than 150 percent. 

The decline in U.S. government grants of more than $1 million 

between 1983 and 1984 would have been less significant if imple­

mentation of a project in Rwanda had not been delayed. 

TABLE 8 

AFRICARE: COMBINED STATEMENT OF PUBLIC SUPPORT AND REVENUE 

July I-Dec. 31, 1984 

U.S. govt. grants 
Foreign govt. grants 
Foundations 
Multilateral orgs. 
Corporations 
Churches 
Membership orgs. 
Federated fund raising 
Individuals 

Total 

$3,151,899 
200,712 
394,406 

o 
375,928 
129,309 

17,234 
204,478 
164,722 

$4,696,296 

July I-Dec.31, 1983 

$4,299,183 
140,994 
415,700 
105,231 
166,250 
85,017 

1,155 
98,766 

281,630 

$5,661,886 

Regarding forward financial planning, Africare had a five­

year plan, which is almost at the end. Africare knows it needs 

to make the 20-percent rule, and has taken that into considera­

tion. 

Africare has a mailing list of 26,000 that ranges from 

individuals to organizations of 100,000 members. Recent contri­

butors number 5,000. The maintenace of the mailing list is 

contracted out, but Africare hopes to bring it in-house in the 

next two months. 

http:1-Dec.31


78 

Each year Africare attempts to produce two newsletters, 

which are sent to all 26,000 persons on the mailing list. Afri­

care did not do a spring 1984 issue because of work on Africare 

House. The most recent newsletter was in fall 1984, and the 
previous one was in fall 1983. 

What has changed the most in fund raising for Africare in 

the past five years is that don~tions from corporations and 

foundations have increased tremendously. Foundations tradi­
tionally fund such activities as student exchanges and cross­

cultural conferences, but have shied away from financing develop­

ment. Africare has always been popular at the grassroots, among 

indi viduals. Recently Africare established a relationship with 

The Links, the black Junior League. 

OUTLOOK 

Africare has growing name recognition, especially in the 
'black community, and corp~r~te donors appear impressed with what 

Africare has accomplished. Perhaps because of Africare's work on 
the Ethiopian drought, a particularly large response in the last 
two months has occurred. 

Africare appears to have gained permanent new supporters 
among black American institutions. For example, the National 

Association for the Advancement of Colored People (NAACP) 

organized formal support to Africa through Africar&, and NAACP's 

magazine, ~ Crisis, published a long article on Afr~..:are. The 

P.rogrElssive National Baptist Convention has also endorsed 

A,~ricare, and there have been articles on Africare in Ebony and 

Jet. 

Regarding staffing, the grant contribution to the home 
office staff has now ended. To compensate for this loss, 

Africare is attempting to charge staff time directly to projects, 

a more difficult task with small than large projects. Africare 

also use& many interns and volunteers, and it does not plan to 
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cut staff. Past experience suggests that the organization could 

f r e e z e sal a r i e s , cur t ail ben e fit s ,or .c u t b a c k 0 n t r a vel to 

reduce costs. Ultimately, Africare hopes to compensate by 

continuing to receive contributions from churches and other 

sources of unrestricted funds. To the extent that cost cutting 

and increases in unrestricted funds are not sufficient, staff 

will be paid from indirect costs, which could mean an increase in 

overhead rates. 

During the period of this final generai suport grant, Afri­

care launched a successful effort to purchase its own building, 
which it has named Africare House. The building, a former D.C. 

public school, will cost approx ima tely $1.3 mi Ilion to purchase 

and renovate for office use. The funds were successfully raised 

during the grant period, and Africare expects to move to its new 
quarters during 1986. Africare House will provide 8,700 square 

feet of office space, nearly double its current rented space. . . . 
Operation and m~intenance costs·can be controlled. more tightly 

than rental costs, and Africare's plant fund drive has attracted 

new contributors that are expected to retain a long-term commit­

ment to funding field programs. The success of Africare in 

establishing its own heaaquarters is perhaps the most striking 

evidence of its maturity and the substantial positive return that 

AID may c~lculate from its l2-year investment in Africare's 
institutional development. 
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STATEMENT OF WORK 

In July 1982, the Office of Regional Affairs/Africa Bureau 
(A~R/RA) awarded Africare a general support grant totalling 
$1,032,000, for a two-and-a-half year period ending Mar. 31, 
1985. The purpose of the grant was to "p:ovide support for 
Africare's continued work in development and emergency relief 
in Africa." In effect, the grant continued core funding to 
Africare, covering in particular salary and trav~l costs of 
Washington-based technical staff. 

A key AID concern was that by the end of the grant 
Africare was to have achieved a substantial measure of 
financial independence from AID. Africare had received earlier 
core support grants from AID, dating back to 1974 and totalling 
some $2.5 million. AID's intent was that this current project 
be the last core support grant, in view of Africare;~ ~xcellent 
progress--during the two years preceding the grant--in 
attracting contributions from private sources on a continuing 
basis. To further encourage Africare's fundrai~!ng efforts, 
AID awarded the current granton a cost-sharing basis, with 
Africare pledging to provide $918,417 over the life of the 
grant., Total Africare and AID contributions'were to be 
allocated according to the r~llowing formula: year"l -- 2/3 
AID, 1/3 Africare; year 2 -- 50 percent AlP, 50 percent 
Africare; year 3 -- 1/3 AID, 2/3 ~fricare. 

AID and Africare have agreed that because the grant 
agreement document is so vaguely worded, the scope of work ror 
this mid-term evaluation will derive not only from't.he grant 
agreement but also from Africare's original proposal and from 
mutally agreed-to objectives flowing from recent di~cussions 
between AID and Africare. 

The majority of grant funds were to have supported salary 
and travel costs of Washington-based Arrica:e staff (the 
Techni=al Assistance Group--TAG') carrying out design and 
tracking of projects overseas. While it is outside the scope 
of this evaluation to assess impact and effectiveness of all 
Africare field activities, the evaluatio, will try to measure 
general progress In program design and ~onitoring capabilities 
of r.ne TAG. Additional areas to be examined include Africa:e's 
Development Resources Center; imprJvements in headqua:ters' 
management capacity; and Africare's p:ogress in recucing its 
financial cependen=~ on AID. 
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Since neither Africare's original proposal nor the grant 
agreement contain measurable output objectives or benchmark 
data, Africare, AID, and the evaluators will have to probe for 
some definition of these before the evaluation begins . 

• 
AFR/RA will supervise execution of the evaluation, 

assist~d by FVA/PVC as needed. No field travel is planned, 
although funds are reserved in the budget, should AID decide 
that site visits are necessary. Selected AID missions will be 
canvassed by cable for their views on Africare's performance of 
project design and negotiation tasks, during the life of the 
grant. 

AFR/RA will contract with two evaluation specialists under 
an IQC work order, per section III below. Evaluators will 
interview Africare and AID/W staff, as well as other 
Washington-based individuals who ar2 knowledgeable about 
Africare's activities in the field. Documents to be reviewed 
include Africare project proposals and other activity data 
Africare financial and administrative recorosj and AID 
evaluation and audit reports. 

II. Scope of Work 

The evaluation team will assess Africare's prog=ess over 
the course of the grant in the following areas: 

A. Effectiveness of Technical Assistance 

le Field-based T.A. Africare was to have placed two 
technicians in the rfele, one each in East and West Africa 
(provision IIA of the grant agreement, attachment 2). The 
evaluation team will examine Africare's record in timely 
recruitment and placing of qualified individuals and their 
performance in the field. 

2. Des! 
activities. 

" 

of new Africare field 

-- Dete=!i1ine h!W'\~ many project proposals were p:-e;:a:ed by 
the TAG over the course of this grant, and how many were 
approved for funding (by AID and othe: donors). These should 
include extensions/expansions of existing projects. 

-- Examine a representative sampl~ of ~rcject prcposals 
for quality of p:eparation. Assess clarity of objectives, 
methodologies, project management ar:anQements, financial 
plans, buoget p=esen:a:ions, etc. 

~\ 
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-- Review resp~nses 0' selected AID missions to cables 
requesting informa:ion on Africare's ~e=formance of project 
design and negotiation tasks in the field. Missions also will 
be asked to comment on effectiveness o~ Af:i:are country 
:epresentatives in rnanag~ng field programs. 

-- Interv~ew AID and Africare staff, as well as other 
Washington-based individuals, for general information on 
~frica:e's track record in project preparation and 
~rnpl ementa tion •. 

J. Design and start-up of Village Development Program 
(VDP) projects. aased on goals laid ou~ in provisions 
II(A)(l)a, b, and c of the grant agreement, the evaluators will 
as'sess Africare' s prog:ess in launching VDP projects over the 
course of the grant. Africare and AID should determine ahead 
o~ time a reasonable target figure for new VDP projects. 
Issues to be examined include: Has Africare been able to 
attract private funds for VDP projects (per page 5 of its 
original proposal)? If not, why not? Did country 
representatives carry out needs assessments and colect baseline 
data for new VDP enterprises? 

4. Training of host country officials. Provision IIA, 
paragr~ph 1 of th~ grant ~greemenc states that the TAG "will 
also train host country officials through ongoing '~ounterpart' 
=el~tionships and through periodic 'development workshops.'" 
The evaluators will determine the extent to which s~ch training 
\~ a s car r i e d 0 u t • 

5. Joint venture. In its original proposal (pages 6-7), 
Africare pledged to initiate a cooperative venture with a U.S. 
corporation and a host country economic unit. Design and 
start-up of the joint venture were to come to fruition by the 
end or the grant. The evaluation team will determine whether 
the joint venture was successfully launched, and if not, why 
not. Aspects to be ex~mined include Africare's success in 
identifying a suitable project; tr~ host country contri~ution 
and Africare's private match; and craining of host country 
nationals. 

6. Senior planners program. Under the grant, Africare 
\~'as t.o "provide senior planners for two-year assignments to 
strengthen critical ministries such as Plan, Agriculture, or 
Rural Development." The grant was to finance identification by 
the TAG of a'ppro'priate host government ministries anc: costs of 
recruiting and placing individuals as planners in these 
m~nistries. Salary costs were to be :a~~ed privately by 
Africare. The evaluators will assess to what extent Africare 
successfully identified ministries and placed senior expatriate 
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planners in them. To what extent ~as lack of private funds to 
cover salary costs of planners a constraint? In countries 
where the Africare country represen~ative also served as a 
senior ministry planner, did thrs-dual role have any negative 
effect on the amount and quality of work devoted to 
ministry-related tasks? 

B •. Develoomer.t Resources Center 

The evaluation team will visit A~ricare's Development 
Resources Center and assess improvements in the Center's 
information materials and its other activities over the life of 
the grant. Per the grant agreement document, the team will 
examine: published materials; the audiovisual library; 
development internships; the seminar series for African 
diplomats; 2nd the Community Response Project • 

. Assessment of the Development Resource Center's progress 
will be 3 secondary focus for the evaluation team r and should 
not take up ~ore than half a day's time. 

C. Headcuarters Management Capability 

A subpurpose of the grant was improvement in Africare's 
home office management capabilities. The evaluato~s ~ill 
attempt to gauge progress in this area by examining: 

-- management roles. Are there clear lines of aut~lority 
within the organization? Do staff have clear understaricing of 
their job responsibilities and how these fit withj.~ averall 
organiza~ional goals? 

computerization of financial reporting, p~rsonnel, and 
project monitoring functions. Has this been accomplished? 

-- project monitoring. Is it done regl,larly? Are results 
used constructively tQ mOdify implementation of projects? 

-- financial reporting to out~ide Jonors. Is it done in a 
timely way? Is repor~ing ac=ura~e and easily understandable? 

-- overhead costs. Did the overhead-to-direct-cost-ratio 
remain favorable during the life of the grant? 

-- relationship between country 'representatives and home 
office. Are lines of communica~ion effective? Are field 
re~resentatives receiving adequate backstopping from 
headquarters? 



A-7 

D. Private Fundraising 

The evaluation tea~ will pay particular attention to 
Africare's progress in reducing dependen:e on AID support~ 
during the. :curse of the grant. It will examine the follow!ng: 

-- Did Africare achieve its match!ng targets, with respect 
to this grant? Did it follcw the funding sched~le p=esent~d in 
its ori;inal proposal? Was private ~oney raised ac~ually spent 
on gran:-related activities? 

-- Did the level of program activities i~crease over the 
course of the grant? If nct, why not? 

-- What is the outl~ok regarding Africare's ability to 
maintain and increase its non-USG sources of funding? 

-~ What are implications fa: staffing, following 
termination of grant funding? 
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,ANNEX B 

QUESTIONS AND RESPONSES FROM AID MISSIONS REGARDING 
THE EFFECTIVENESS OF AFRICARE PROGRAMS 

QUESTIONS 

On March 12, 1985, AID/W cabled six AID Missions -- Bamako, 
Ouagadougou, Niamey, Kigali, Ndjamena, and Lusaka -- and the 
Refugee Office of the American Embassy in Mogadishu with the 
following questions: 

1. How wull de~igned have you found Africare's projects? 

2. How soundly have Africare's projects been implemented? 

3. Has Africare engaged in any training of host country 
counterpart officials? If so, has the training been 
effective? 

4. How effective have you found Africare's field office staff 
in managing field programs and carrying out other functions? 

5. What is the reputation of Africare in the eyes of the host 
country government? How well does, the Africare staff 
maintai~ relations with the government? 

RESPONSES 

The complete text of the responses are provided on the 
following pages. 



~ 1'12.,% nAa n 
,n Alitl'.BAS:;Y OUAG~oolli.~U 

TO :EC:TATE I":"ot 17" 

AIOAC 

t. O. I U~6: /II~ 

SUBJ[CT: IrAICARI EVAlUlTlOU 

AEF: STt.TE 7lOU 

I. AS ,EA P.EfTEI HU 2, OUESTI 011 I, lF~ I CUE I S I W THE 
PP.OCES: or I "'W\!IIT IflG THE ~EG'JEIIEGl InTE'RATED RURAl. 
OEVELO'II!I/I ISI'lOl '10.EC1 lllU IIILL III THE HEIoA fUTUA( 
IE'"; TH! "'·LE~ErlTUIOII :f THE ~OUT"II~.T REGlOIIAL 
REfORCSTATIOfl PROJECT III IUAKllla rASO. IN aOrH 
IU~TA"CES ArRlclRt HIO THE 'RI"tlAY OH"N RCS'ONSIIILITY. 
IS REGIAOS IHE SIRO 'R:~!C', THIS 'AOJECT Ill. DESIGIIEO 
III THE n1D-1970: AT A Tlllt \/HEN THE USAIO IIIS~IO:; III 
BURKIII' U'~ UTA'L I.HIHG ITS 'ROGUII. THE :IRD '~OJECT 
IS COfl'Ul AS :T U:: l PW:cr'll. COII~OlfU:T. IIITH 
I'PAOXIIUTELY I: :lia-ACTI~liIES. IT IS IEI/lG III'LEnE'IITEt 
III COlLlaORlTlGII IIITH 3 BUR",n", IIINISnIES. TME ?RCJ[CT 
Mill • At.TN[R Olfr ICULT STAAT-U' 'UICII AII0 InPLE"EHTATlCN 
III! SLO'II DURING ITS _AALY YEUS. THE REASON FOR rHE 
SLOII SHRT-U' Ult II~T IIEC£tSARILT DUE TO ~00l OESIGII, 
lIlT RATI!Er. TO' nVERLY 0'''"IS1IC ASSU~T!OIl' RE~t.RD"1G 
THE COLLUOUIIII' IUAKI"R IIlSTITUTIOI!:'S ,APl:IIIES rOR 
THE 'T.D:!IIU:UATlOIl AIIO Ir.I'W~~IIUIIOIi C; TN, V.AIOUS 
PRCJE:T aCTIVITIE:. siller THr "'0-197';, THE ""'GAATEo 
R~U~ OE'/ELO'"E"T A'P~OACH TO '~CJECT Oesl GN HA~ ALSO 
fIUE~ ;AOII GA." I~ USAID OEVELO'II,nT STAlT!GIU IH 
lURK INA. ,r.OJECT III'LEflEUTATIOn MAS, HO'JEV[R, IEEN 
E'(TAEIlEL' EFfECTIVE OVER THE LAST rOUR TEAA~. TKE SIAO 
'ROJECT HA: RECElv£1) 2 'OtITlVE EVALUITlOIIS, AIIO A 'Hlst 
II OESIGH EHOn I~ eElHG OISCUSSEO. THUS, USAIO/IURKIIU 
I S Of THE 0'1 N I 011 THAT ArA I CARE' S OU IGII Of THE S IRO 
'AOJECT UA: SOUIIO IU THAT ACTIVITIES IS OIIGJIIALLY 
DESIGNED HIVE ~CHIEVED THCI. OUT'UT GOALS. 

IS AEGAROS THE :OUTHIIE.T AEGJOIIIL R£FOIIESTATlOIJ 'ROJfCT. 
InlCAAE CRlGilIALL' 'USElITEO THIS 'AOJECT rOD A"AOUL 
IN IU3. U:IIO/IUIKINA H~S SaTl:FIEO IT ~T ALL THE 
NECESSARY CRITEPll fOA 1"ROVAL, IUT THE &10/11 TECHNICAL 
O'f I cn RA I :EO QUE:II O:IS JH I CH OEL nEO II: 4,PROVll unTi L 
"IO-un IHERE I: I DEGREE a; CI:'GRrr~ENT a: TC 
\/HtTHEI OR 1101 IHC 'ROJE:r': DE:IGn ~A~ :UI::hIlTiaLL' 
lLTERtO DUr 10 IHE AIOIII TECHHIC~L OIJI~TlOU:. rOR IHf 
nO:T PIoRT THE 'ROJECT·. :UISIAIICE lElia III: THE :&nE IIIIH 
orlL' It: 'RE:IIII"IC!I IEIIiG 1I0~" lEO. I~'I:, U~~IDIIUMKIMA 

IS, LlREIII:!, Of IHE O"IIIOti IHAT T"': OE:lGti EHOIT IIA. 
AL:O aOEOUATEL' DEVELO'EO AIIO 'R!.EHTtD TO THt ",S:IOII lllD 
RVRBEIITS A VllllE D[VELO'ftENT ACTIVITT. 

2. a: 'CA RErTEL 'ioU 1. OUE:II01I 2, THE SIAO 'AOJECT HA: 
IEEII VEAY :'JCcr::' "I L' InPLt"flll£U OVE' THf LAS' fOliA 
YCAf:~ ... 1",.,1111'· 'II '.'A I lI:nvc. '"1 r.~1 / 'fU~ nJ 
IHI 1'R0JtCL 11[1'· : ,n.lle." 1;tIl 0111:1 .. ·.11. 
OI~a"'IAllnrIR' ,,'. '.III~I""Vf rR~nll": IIlP', IfC'" IlU, 
TKE 'AOJ(CI ,~U;, :! EXTREmlY VIAftI E. 1':AIOllllnlnA 
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I: vlRI ~"TI:rlCn 111111 .r. I'J.=~·: IIII',rlluUUI.r, 
~rArOi:n.u:;: Of THt ~IRO ~kaJt". 

l. IrAICAp.E Ih ''''t["Er.TIII' IHE :1A0 'P.tJJ[CT Hh. ro:u:CJ 
IT: TR~IIIIIl~ EHORI: all LlilloTO-1110lun IL1tt BUkhlliAr, 
'U:UIIUEL A:~"lItU 10 iHC fr.CJE:T. tAI[~ .. all~ 01 I~:II"U' 

IIICLUDE "::CII.,IIC:, ~'tLL OF ILL I IIi. 1[::::, nTW:ICII .UfllT:,' 
'IU-H[llTH &G[lII:. LITi:A~CI IUII,II/(, Ir..",t~:. al:~ IIIQ­
LtV;:L ~E"O:IAL 10111~I;Tl~;'~:. THE ro:u: or T",: THIIIIII' 
H'S '''Ii OH a: L ITILE CCIILO "IVE aEEII ~::Oll·: I~HEO II THE 
SIRO PROJeCT III.THOU: THI;! CAeF.E: a; "A~::-;;OCI: 

TECIIIIICIU:. TO T~:: E:iJ •• HICAi;[,~ UAIIIIIlG rr;Q~~: 
UlioEH ~I"~ "'VE IHu rHECTIV[ GlVl THE rc:u: CI 1M, 
'ROJECT lCTlvITIE:. 

,. A: 'EA AertH PARA 1 OIi;:UIC:, I. uS"C/EUPKIIIA': 
RELUIOIISHI~ IIITH .rIiIC~R! I: J. "ar:: F.tL~TIC:i:i'" IIi ~~t 

IT: ACTIVIT":, I.~. SIRO ::OVIH~LSi ""'OIIIL HfRC::I­
lTlGlI, 1:;D :Oll! ~"~LL OUTrE~C" GR~UT:. "vErl THI .um 
RCLITla:t:HI', U:"D/'-UP~I~": 110111101111. A~(j O'IC~~I;Wi 

RESPON~ltILlTlE~ AA! L(:~ TH'w IIY.AT I: "EQUIRE~ !y 
BILATERAL 'ACJECTS. TO DATE. t'SI,C/IURKlnA HAt "H~ 
£XTRErIEL' St.Tm lEO UITM THE 'ERrC~II .. U:t 0; THE 'fA I:UE 
COUNTRY 1II0 r IELO :Hrr AT 10TH THE P~OJCCT nAIIIIGE!".!nT 
AUD TECHniCAl. LEvtl:. THI: IS EVIOEflCE CI THt fAv~r.AILr 

EVALU~TlOUS Gf THE :IRP 'AOJCCT. 

~. AS 'U RerTEL ,aRA : ollfmOIl ~, "AICARE H'~ ~ .ERT 
SOliD AE'UTATI CN III TH T~E RL'A~ I 11,;1: G~V£~lIl1!lIi. TH I S I. 
E.SEllnILLI THE RCSULT Of IJ'RICAr.E't InpLElI!lIr~tiCII 

PERfOAftAr.:E 0; THt :IAD '~CJECT. TH! .ECUEllr.A REGlaU~ 
&oa~us TN! SAHEL AG~O;CGi.cvl,al ZCl:E I~ IICR~HE"'I 

IU.KIIII. TAE ~GAI CUL iUUL ~~: ~ELUEO DE ~tL O,nErlT ~L 
COilSiUlnTS ARE WUlleAOUS. ~r~I:'IiE'S '£~.IHtlll E;rClii. 
III Al.LEVIATlIIG TNCS' :c:::aAIIITS 'I:: '~O~IDIH. CC:::Cr.:: 
O"ORTUNITIES IN A Lt:: f;VOUII.£ UE. 0; &'JRKlr.. h.;~t 

EEEn nuC" A' .. ArCIATCD !i THE FURI,III. 'O'l!:~':ME·:IT. u:;aIC/. 
BURKIN. I. OF THE O"hiO!1 THAI Ar~IC.~E-t!J~~I:I." 
GOVER/IIIE"T REUTlO:r: aRE ,;ceQ :S [VICEIICEO !Y ~;,£ SIiCC.ts­
FULL 'ROJECT III'L[IIEIIT~TIO~ lila IHE ';;HI[VEI1E11i: ~f TNE 
SIRO 'ACJ[CT. MEHU 

UNCLASSIFIED 
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F- 1 5 I 5!j : Z ,.10/.;; is 5 
F ~I, "'.1: ,.,:a I,£S 'I' L. U S/.~. A 
TO SECSThTE WASH~C P~IORITY 8548 

UNCL~S LUSh~A 0127D 

AIO/,e 

FOn AF R/R/, 

E. O. 1 ::356: N ... .c. 
SUBJ!::CT: I,~R:CAR!:: EV':'L.u.c.TION 1!98-04A3) 

Rl!FERENCE: STATe: 072091 

FOLLOW:NG R!::SPOI~SES M~E ~.E'·EO TO PARA 2. R:i!'"TEL. AIO/ 
::.l.M!!/, :S CURRENTL.Y FIN.c.NCING TWO .l.FRICAR! PROJECTS. 1. E. 
C~.l.M/. M;EA OEVE40 Cl MErJT 1&11-02C') .c.NO V/ESTERN PROVINCE 
SMAL.L. FAOIMEi=I ?"O~UCTI ON IS 11-0205) • 

I) :N BOTH PROJ!::CTS . .I.:~/ZAMeI.I. REVl~wEO INITIAL. 
SUBMISSIONS ANO PART:C1PATEO IN THE • .c.PPROV.l.L. PROCESSES. 
E.c.C~ SuS~!SSION O!::MONSTRATEO A SOUNO KNOWL.EOGE OF PROJECT 
O!::SI G"I MJO OF .1.10 PROCEOURES - RESUL T1 NG I N TWO WELL. 
O!::SIGNEn ACTIVIT:ES. THE PROO, OF WHICH H.l.S SEEN THE 
E~SE OF 7~F~EMENTAT!ON ANO PROGRESS TOWAR~S ATTAINMENT 
c= PROJ ECT OBJ E' :::TI YES. 

2) SEE I) ABOVE. 

3) AFRIC.c.~E HAS PROVIOED TRAIN:NG UNDER BOTH ACT!VIT:~~ 
(I IJ-courl':-~Y. TH: RO :::OUNTR" W01'U:SHO?S AND -4T : A?CS) • :roo: 

ONE CASE THE'TR~:NING RESUL.~ED !~ IMCIROVED LAND 
"'REPAFI.c.TIO(~ AN': ClL./,NTIN\i MET"'O~OLCGIES '!'NO IN PART. C:..OSe:R 
COL.L.ABD~ATION ~NO COOPER,!,T:CN WITHIN F.l.RMER ~ROU?S. IN 
THE OTHER C.l.SE. THE TRA.INING HAS BEEN TOO RECENT TO 
EVALU.l.TE. ~OwEVER WE H;:,vE NO R!':'SON TO BELIEVE TH.l.T 1T 
w:::L.L NOT BE AS EFFECTIVE. 

4) THE LOC.l.L AF'RICARE OFFICE COIJSISTS O~ ONE U. S. 
REPRESENTATIVE. ONE z.u~aIA'" PROJECT OFFICER !NOT YET ON 
BO/,RO) .c.rJO ONE ZA .... BI.:.N SECRETARY. I!ESIOES TH! TWO 
PROJ ECTS MEIJTIO'JE:::l :,BOVE, THE AFRI CAR£/Z.l.MSI A PORTFOL I 0 
INCL.UDES REFUGEE SETTL.EMENT, C.c.TTL! DIPP:NG, H!"'L.·T~ CAR!. 
PORTABL.E \'lATER SUPPL. Y. FOOD PRODUCTION SCHE .... ES. ETC, IN 
VARIOUS .l.REAS OF THE COUNTRY ANO WITH V.c.RIOuS M:N:STRI!S. 
OEPART~ENTS AND OPGANIZATIONS INCL.UOING INTEPNATIONAL. 
AND LOCAL NGOS. THE REPRESENT.l.TlV!:: HAS CAPRIED O~T THESE 
ACTIVITI!::S AND FUNCTIONS wITH A MINIMUM OF .l.ID ASSISTANCE 
WMILE AT THE ShME TIME rEE"'ING .c.IO IN~OPMEO OF PROGRESS 
AND DEVEL.OPM!::NT OF THE:R PROGRAM, wE GIVE 'MIGH .... ARt';S 
TO AFRICARE IN TH!S REG~RD. 

51 THE GRZ G!VES v!S:BL.:: t.cnlOflL.:OGEMEN'l' TO TH:S pvO I·S 
EV!:::lENCE!) 8'1' ME:::l::· ::O'JER/.GE I.::::ES: TO ~nr;!STE~::.L. 1.r10 
OTHER R/'Nt';NG GOvE~rJ~~E'NT I.NO P/.I'IT" O"FIC:/.L.S I,ND RESCIONSE 
TO AFRICARE INITIATlv~S THE ~RESIOENT OF ZA .... SIA IS 
THE HONt.P/.R.,. eO-C~/'IRM/.rJ OF I.FRIe/."'E. HIL.L. 

UNCLASSIFIED 



~ I .. UI: IlAI U 
Fn I,,,",.sn IID~11I£1I11 

To SECSTAl[ IIASMOC ~U OIITY 1~:7 

AIDIC 

SUTE '''-S TO AIIC, "'/E~S allD n 

E,O, UU': II'A 
TAGS: [AID. CO 
SIII~: AFRICAIE (VALUatiON 
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1. UUCARE HAS lUll IIIYO!.VED IIIlN 'DIll US;-rUIDED aCTIVITIES .1 
CUD SINCE TIE .,0 'IOGUII IEcortnrNCED l'· nOllTIS ACID: 

- AUCIIE IUlAL DEVnO"I!IIT It:-tnll.'' 
- VIGETAlLr '~OtUCT 1011, sn-'DH.' 
- KLAVY lOU.,.''', U'~I~. 673-01141.l 
- AIIIAnADaI' ~ DI SASTtt IU IEr FUIID 

DIlLS l. II" •• 11. 
lI" .... 

III ••• a 
U,'" 

:. FDLLOIIllIe U:'OISES 'I[ uno TO OUEST IDIIS 'DSEO IE'TEL ,,,A %. 

111 Tit AlECI[ rlOJECT liAS VEAY ~tLL ~ESI GIIEO. SIIIIE L I.E ITtIlS naY 
Mlvt .nu DfUlVOGCTEO IE CAUSE or CotT UII'ICCICTAlILITIES Gr a '"0-
J(CT SIT[ fla "aU rlOll TN[ CA'ITAL. 1M! DESI'. OF THE i'[UUILE 
GARD!II ACTIYlfY 010 NOT INCLUDE ADEQIIU[ TEC"III:AL III'UTS, TilE 
DCSIGN 01 THE "IAYI COUI,n!I:T 'RCJ[C~ IIU SATI1iACTCU. 

CI TH[ oIECH[ r.OJE~T HAS IEEn In'LE~tNT[D ~[I' SOUIIDL Y. 
LOIIG Lllirs OF COllP1UIIIC~TIOII, TM[ n[DICAL £V~CUATIOII OF TMC '1InAR, 
T[CUICAI ADV:SIII .110 ~II UII:[7TL[0 LOCAL 'OlITI:AL MIUAleM' .AVE 
ALL· CALLCD FOI ILUIIIL IT' ~IIP I"AGIIIHIOII TO R!E' TME 'IOJECT 
FULLY Qf'CIUION""; AFIICUE HilS OOU[ 'II tACELLUT JOI. ~II;[IIISE TNt 
OESIGII OCHeT In THE VIGETAlLE 'IOJ[CT US IIUN R[CTIFIED IAS[O 011 
All IIIUJlUAL t~"UATlOII. I/[ NAV[ 110 CIIITlr.1S1i or URICAIE':; AIiLlfT 
TO SOUNOI Y I ,.LlnEILT ~r.OJtCT. 

UI TIII"III& '''OYIDEC HAS IEEII o.·ur·JOI ./10 US B[~. VER' SUCtCSS­
.FIII.. I t .• ~EO" [ LUI"IIIG TO 'lAIT G'"0E~S .10 SIIO~ IE'AI.1lE1l \/OJ­
'"N& ALOIII'"'O[ .. 1/I(II1CAI COUITER'Ar.T. )11111£ TMIS IS .OT c.u:TLY 
"T .. ,II.JII, 'lOST counlY COUNTER,IIT .0rrICIAL::·. IT IIA. TNE TYPE 
TTlAlIIIIG t ;.LEO raa III 'IOJECT OESIGII. 

141 EACEI LENT 'I[LD 01 riCE sa,r "AVI '_Dvr~ TO IE THOIIOII'H. COO'[­
.. liVE AIIO rLEXIBL[. AlIO NAVE ~UDILY AES'OIlOED TD "115.011 SUGGE::­
TIDIIS AIID 1E000:U. 

~I AGAIN EXCELl[IIT. "_'CUE U: RECEIV[D OTEIISlvr covERaGE" 
THE LOCAL .E .... 1I(0lA, AIID TNt 'IrsIO[.T A' TNE COUNTn RECOGlllZED 
TMElI EFrOllTS .n RUETTLI.G DIS'LAao 'U;D/lS. 

l, as A "IAL UIISOLICIT[D COIIII(IIT, U:1I0/CUO It CO,."LETEL' SAn:­
'IED \lITM "I.C .. ['S ~[lFOI"" CE IN FIELD &/10 III runs 0' SU,'OU 
FIOII HUOOUUTUS. TMn HIYC :UCCE:srULL' "OIIII"D A lUISTAILT If' '"0-
GRA" II QIIE OF 'HI IIOIIE DIFFICULT CGUnTIIU TO IIOIK. U A CLEAR I~DI· 

CAllOII II OUI 01'111011. III :;OUGNT aliT "IICARI ·TO "lNAGE aMEli 'loJ[cr 
JUST GETTlII' """UVAI, ORT. ItID \I[ "'~i ,,"COIIU"IIG .00ITIOilAL &rAI­
CARr IUIAl Olv[IO,nENT/I[S[TTI E,.IIT rlOJECn III rHt 'UrL IU ZOII[. 

UNCLASSIFIED 



, tJlt21Z "AR U 
rll Alltlll&$S' unaKO 
TO S[CSTlTE IIUNOC 'RIDIIITY 57U 

UlCUS IlIIlICO J 71. 

IIDt.t 

TO: AFR/Rl 

t.c. 12UI: NIA 
SUIJ: IFIIICIRE [VlI.UATIO~ ,U.· •• '31 
1. 1ftE FOLLOIIIIG AR[ "ISSIOII R[f'O!Is[S TO OUESTIDIS III K[rTEL. 
IES'OfISE NUIIIERS couts'OlID TO OUE;T 10M lIulIIERt II! RnnL. 

:. IFRlClIr "AL I u.: UEN RU'OISIILE FOR THE naUGE"UT or 
TIIO U;l/D 'IIOJECTS: 
IAI SIN FIS~[RI!S, lIf ~[UTIONli. '10;"" GUIfT ClWGI II Sal, 

HM'I[GIOII. 
III A:TIVITIES "VSAH"tS: UI'f!H, , COO'[IIATIVI .. AlIT aGR[[' 

II[IIT III TNt 6TH REGIOU Dr "All. 
UJ DESIGN: 
IAI AFIIICAIE OESIGIIEO SAM rISNUJES. L&TU J..,LEIIlIITaTIOII ,.0-

lLEIIS 'AnllLLY DUE TO TMIT OUIGN. 
III aFR'lCARE TOOM OVER OII-GOING aCTIVITY 'USlIIIIES &lID las lOT 

IEOU I GII[O. 
III IIIPLtIl£1fT1W)ll: 
IAI SAM FISHERIES IIll COIII'LETED III "AIICM un. £VlLUATION 

ooculI£ns I£.£IIDIIIG AFA reA'E' S ":T IN~OLVE"[IIT alE UAlL1ILE 
IN lFRICU£ IIUHINGTOII. ~O:IE RHDIITEO III'L["£IITATION .OTTLU[CKS 
IIUE DUE TO UC" OF :OORDINATIO~ AND COfImjNICATIDIJ DIHICULTIU 
InlliU AFIICAIE R£'S III ftlLl AUD NOST GOVUIfIIlIlT STIFF InOLVED 
III 'IOJEl:T I"'LEII[NHTJON. 1"'LE"ENTATIOtI 'IOlLE"S DUE TO 
FaUI.TY &$SIIIII'TIDIIS IN IFIICAI['S OUIU. 
III AFRIClIE TOOK OVEII ,:TI,VITU 'AYS .. II[S III JULY 1 •••• A 

"IDT£I" [mUATIOII OF T~£ 'ROJ[CT liAS 'UFDllIIlD III "ARCM illS. 
10 IWOI I""L[II!IITAT 1011 'IIOII.["S ~IIE IE'DRi[D. TH[ ,nUll 
rErUIG II'S THAT TIt 'IOJ[CT US '[[11 £U:CUSFULl. Y I""WIIltD 
so FAR 
lJl TUINIII~: lOST COUIITRY COIIIIT[I,.n orF ICllLS ~U IDT 

TUllIO III F II!T '",SE or ACTIVITU '''SAIIII[~, 1I0U!VEI, UIICAR[ 
IS 'l['lIIIIG TO ClUTE .. 0 CDLl.AlDIIAT[ IIITH VII.I.~[ ASSDe'" 
TIOIIS. SU[CnD II!III[IS or TIElE l$SOCIATIOIIf 1I1Ll. i[ TUII£O 
II ~UIICT I ONlL L I T[lICY, CI[O IT ",1I~[IIlIlT, 'IIIW na"'nllllfe!, 
IRRIGATION TECllIlIOUts, [TC. ' 
'.1 [FF[CTIVUE;S or arllCIII['l FIUO orFIe! STArr III MIIA""G 

'RO'II"S 11&$ AD;OUTE In ACTIVIT[~ 'UlIIIIIU, ItSIDES TIEl I 
IlOUT IN[ r 1El.0 '10&11", TIn HID SUCC[;SFUl.1. Y '[R~OIII1[D MIK[' 
TIIIG ACTIVITIES DF WUT AIIO ;'IC[ SU"L1ES 'IOVID£D IY FAIIIUS 
IS Clr.~1 T IE IIIIU:£III:IIT. 
lSI A['UTIT I 011 III TI[ [YES or TN[ NO.T COUIITn GOVERllIIUT: 
AFlleAI[ illS GOOD U'UTITIDII III THE H[: or TH£ GI". IFIIICA.[ 
III ftaLl IS IIIValVEO III I"'LEII[IITIIIG '.OC&lLT I""OIITIIIT SMl.1. 
SCAI.[ 'IOJ£CT; :UCM IS WlLLAGE II[US, DI:'£II;"II[$, ",T[IIIII' 
TIES, VII.LAG[ I[FDII[.TlTIOIJ, [TC. IY SO OOIIlG Tin ""t FI[' 
QUENT AID I£N£FIClll CONTACT: IIItICK R[SUlT IN Fltl[NDLIII[:: 1110 
IIICIU",IIGLr GOOD ItLATlOII:N" IIITH OfFICIALS or TN[II 'IOJECT 
ARUS, 
RYlIf 
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I II1:lU lIAR IS 
F" III!IIUSST 1I0GIO I ~HU 
TO s[C!:Tln IIASKD. ~!JI 

UIC~ IS /lOU~ I SIU 'U:l 

t. C. 1:3": Nil 
TIU: 
SUIJ: AHICAR£ UI.UIT ION lUI-lUll 

IU: STATC 172lU 
I. UCa;.OIlUD: THE US "I~:ION 'IOVIO~S rlauCiIoi. SU,­
'OIT TO TM£ JAlIL~Q~1 A!:OICSUTIOII tUI-'~OJ!CT, 1r.,U­
/luno n "RIC~R£, JIU THE COI/FOIIESUY '.OJECI 
lIu-n:ZI TM.O~GH I nIPIITITE CO~U"TIU AG!'UIIUT 
IEhtEN UUID, THt U"TIOIAL llaNO[ _aEIC' l1li11 AIIO 
lFliCoUIE, THE JALAl.AQSI urOIESlITIOI. SUI-,aOJEC~ ~E­

C!IWU OOL.llt 571,'"' FIO~ UUID, DOLS 161, U, 'IRCII 
THE GSOI, '''0 DOL S Ilt,I=. IN OIHER coaTllluT 101:. 
&FIICA.E C)IITRIIUTU DOLS II •. GOI IN ;r.I"'lAl II~ II­
UID I!:SlSTINC£ n THE S~I-'IDJtCT. THE ~UI-'IO.ECT. 

IIIIICII !EGA~ III I,Ul, 1I1l, NlS I TI/O-,EII LIFE. ILTHOUGM 
&FIICIRE US REQU~STED I I~ "oarN rlrTr.~lfIIIII rill TilE LIFE 
01 TME SUI-'ROJ E CT • 

THE '~Al 0; TilE JlI.alAQSI IHOR[$UTIO~ SUI-'IQJ!C~ 

IS TO COUnTEu,CT IHE ENVIR:!III!NlolL D[G2[D~TlO~ C.UUO I" 
TilE RESETT.En[lT =F REFU.EES AHD T"E IKCREASED 0111.10 

_FQI..lUElW~D AAII. OIW .lQOlI. HDlUC:s...lI THE. JAlAl"SI 
dU. JAllLoiQSI DI:;TIICT, LOCAHD 166 AILOr.tTEII: ~OITH 

01 llOUADISiU. MAS • REFU.£[ CAli'S CO~TUNIN' SOlI! n, .a~ 
IEFUGEU IT OfFICiAl PO'ULATION "GUlES. SPE=IFIC~Lf. 

OVER A TWO-nAI ,UICIO, THE SUI-'ROJECT IHTE.DS '0: 

ESTilL ISH U H&. OF FUELVO:lO PLA.UTIOIS; 
STIIILllE III NI. OF SAIIO DUNlS; 
IIIPIOn AND/OR [STAlL I:H Ii S[[OL I~Q IlUISElIES IIITH 

I COIIIIIED AnuAl OUTl"IIT OF ::s,.,a SUDL IlleS; 
TIIIII NATIOIIAl RAlaE I"~CT 01111 ,[IS01l1l£L I. 

1U1S!1Y 1.0 'LAMUTION IIAMAIiE~,UT, AlO 
IIDIllII[ IIIDIGEIO'JS SOIIAI.I S 1110 R[FU~nS III S[EDlIaG 

,.COueT 10. AND All(. I TY 'LAIT II;. 

lFIIC"'E US AI MUOIUT 10 THE COOl'EUTIVI IGIIEE-
.. ., PUOIIG IIITIl TNE "'~SIOII. THIS AllEIII'nEI', IIIIICIl 
If-I lUI A"IOVED II PIIKClrL£, III1L EmllD THE IIF[ 
01 THE SUI-'"OJECT If .. Il0l''1$ 110 'IOfinE All AflOIT'O"aL 
DOU 121,'" FlO" U:OAlD UD ',ll',~" $0IIl.t,1 SllIILIIC'; 
FIOII TNE GiDI. 

"IICAIII: HAS AL:O IECEIV[O nl:SIOI r1t1lD11IG '0. C~I­
DucT A SOCIO-ECQIOnIC nUDT or '[rl'Ii[! :;E'TlEII("1 0'­
TlO.S II UE JALA~IQ:I AIEA. UI: SNOn-'[I" IE: E.IICH 
VIS Fuuan '01 DOLS .. , .01 TII'OUG" TNE SDrIO-!CQI;OnIC 
PO TECIII:Al nuolE. COIIPOIIEIT Qr THE ~EI UGU :1 LF-
'UIANCr '~OJECT III! -'I:JI. , IELO 110'. IIA~ COlI L nro 
III FUIUAU 'U' AID TNI III:SIOI US 1I0T TIT IE" IVEO 
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I COP, OF 'HE Ca.~ULI"T'S 'IIDING:. 
ADDITIOIIoII.L', IN 1I10-IHl IrIIC&lE SUilutrEC I '10-

'O:A\. .01 THE JAlA~IQ:1 AuRICUL TUIC sul-'"OJEC; To I[ 

fUNDED IHIIIU THE IEFuG£[ ULr-lE~ I.UCE 'IDJECT. IINDU 
TIE SUI.,IOJE:T, I[FUGEU VOULD I[ ~[TTL[O ~ I I. n. MA. 
1IIIGInD ,.IIIIIIG il Tt NUl TH[ J ... Itl.AQ~1 CA"'S. THE 
PlorOSAL VIS 'LAGUED IIITH TECMNI:AI. 'ROILEI!S AlO ole 
lOT UC[(v( II1SSl0N I"'OVAI.. Al TIOUGH .uK ICAIE ,,"UD 
TO SCAlf-OM THE SUI-'IOJ[:T. IS YET, TilEr NAvE IIOT 
IESUIIIITT[D T.E 'IO,O.Al. 

.,RICIU HIS UO OTHEI, 'II VATEL '-tSSISTED ,rOJECTS 
I. SOIW.II. IN IUI-n, &FIICd; rIAIIlGED ... 0 IlAIIITlIIltD 
VAnl SUl'Pl.f snTEIIS II 1& R[FUG££ CMPS III TII~ aEGIOIS 
\IF SOItAL II 110 'II0VIOED T£C""ICA~ 1:::tlsraICE TO ThE 
GSOI R[FUGEt II"TEW SU,,\., DIVI!I=N UIOU UII"CII-rUIlDING. 
UITIL IIID-II'~. 1F2ICAI! u:o tE:UIIDEC .1 CXPlIRI.T£ 
S&IIIT&TIOII 1II11:01 TO THE R[rUGl. HC~T~ ulllT. III 
siw.LU. NOI"[FUG£E 'IOJ£cr:, A:RICAI! Hl~ "OVIDE. 
FINIIICIA!. lSSISTAN:E roa SAIID DU_E :TAlILI:AIIOM EFFORTS 
II IUVII liD £CELA COIIII.IIITIES. 

:. TIl /I'SSIOll CII rUINISH GENEUL COi'!:'.!ITS IN ~[S'ON5E 
TO TilE QUlSTIONS 'OSED III RErTEL, HOWIVEI, 110 ~ORIIAI. 

[VALUATla FIUDIIiGi OF Til! JAUI.lQ:I rOrESTRY SUI­
,IOJECT 01 OTMER ArllCUl ACTIVITIE:; III SCrlALIA .u:[ 

AVAILIIU. CllRIUTLI, THI 11115ION IS [sUILIS"IN' TUIIS 
01 IIFUENCE roa U OVUA.L nALJATICII OF TNE :U 
FOIESTIT "OJECT. UNDEI THlt EVAl.UJ.TIO., TO IUlh TN[ 

UD !IF IIAIC! lin, AlL SU,-PIIOJ[:T ~CT"ITIU, IIICLUOIIG 
".ICIII·S, WILL I[ IEVIEWlD. 

1,,'OIln TO Til! CIIBTIOIIS "OUD I. REI'TEL IUE 
usn 011 CCIII!!NTS ,!iOVIDEl IY TH~ U:1I0 CDIJ'IIUSTRl 
'IOJ!CT IIAUG£II, TNE ACVISOl TO IHE HU, .wo OTH(~ RE­
UUO IIISSIOII. I'US~".lL. 

111 IS IIITII "O,T OF THt SUI-~ROJ[CTS UNDER COAl 
FORnTlY, THE JALA\.AQSI R"ORUUTIOI SJI-'ICJlCT IIIf 

MlVE lUI TOD AIIIITICIIS II ITS TAR'ETED OIJECTIVE:. 1M 
nIl:UITI.G AFRICAIC'. OII~I""l '~OP:"\UL, rHE IIIUIOU'S 
SUI-raIlJECT I!VI[\; COIIIII tr[E NOT!D THAT THI 'lorO:Al . liAS 
\CAlI II SEVU.u. H:IINIc:aL ASPECn. TN[ 'IDf'OS[D [XU,,-
SIOI VILl lI.LOII AnlCAIE TO ioCHI£VE OR EXCUO ",s~ or 
ITS TAiGETEO OIJECTIVES. IIEVUT~£LUS. TH! Exmr.:IOII 
""O[ 10 £'FOIT TO iTlUGT~Ea 01 'EVIS[ TN[ TIC .. ICAl 
ASSIST .. C[ I[~IIE' UNDU TNE OllGlnAl A8I[["[IIT. 
"':COIIDIN& TO THE ADVISOR TO THE ~ .. , TNE SUI-'.OJECT 
DUI" WCIIATELl' lDDIIEU!O TIE .[EDS lID IIIL ITIES 
01 Til III&. 

121 1 .... ["UrATION Of .u11:A.E'S SUI-,IOJECT us 
lEU "'I' 'OOD. HOW(V[I, DELUS II 1I11t11IG su,r .10 
PIOCUPU,..IT DI IECU~AIY tQulPnE-T USUL TEO II Till LQU 
01 D.~l alOl/l1It; ~UiOll. T~[ :T.( 1GTIIS or TN I: lUI PIOJEC' 
LIE '" TRE .IEIIS 0' COIII!IJUTY [,II[II:ION \1051\ AID .IOln 
'LAtriNe. Ala IHE S'J"OU .110 TUIIIIIIG "OVIDEO TO TNE 
"1IU.-""TII1:SM~~"'·"iE "'OG'.~ NlV! • STIIOIIG "OTU-
TIAl FOIl suST4IUIIL In I' IHE '·)TIII£. THI '1111"' liEU' 
MUSU All IHO:E ~~ICII I/lIE 11010 In IHt OIIGII'L "10-
rOUL - Tlllr I~, IrlilCAlr's .IIL I T't TO 'II0fIDE THI 
HICUSAl' T(C""ICAL ~511srAI/Cr FOI rsulL I~IIIII' IIOOOLOrs 
liD SAMO OUIIE ~UIILIUTla. 

UI IIIIC" Of 'HE TUIIIIIG UIICAIE U5 'I"IOED '0 
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"~E g~ 0, 02 nIlG'O I 
U1JONAL ;hH HilS .rE~ 01 IN[ 1~;ORrto.L NAIUI:E 1110 INU. 
I: OIHJ:IILI 10 AS:t::, '''INIII~ I: I'IOVID"I hlOUIoII 
O~'I"f'JOU 4SSI:IAI.C£ 1110 :11[ VI~ITS 10 OINU FORt~TA' 

'RUJECIS IH[ ullOUL SUFF .:1U/I£$ "CST or IHE If-
S'ON:IIILlh rUI lHf $UI-'ICJ!CT IIITH ONE E.~IUIAT[ 
ICTING 'AI"oIIIL' Ik I. ,""VISDRI lOLL 'HE .TlH COIIlO 
IEllalT nOlI SIIO'T'TU", lOlnAI IUINIII' nl'lCIAlLf IN 
AREAS or " ... Cloli. 'LUIIU(i 11111 '£'OIlIlN' Alln OTNU 
O'U~ T 10.011. Alta:. 

iii AIRICuE'S rlEle OHICf MAS $TIO.lil' ENCOUIAGED 
LO:II. "A.,GUIlIIT or TN[ JI.L II. IUS I R[FOI[SUT ION SUI-
'IOJECI, TNE "lJOO 'R05Lf"S ..... ICM IHI' FI£LO su,r fACfO 
HlV! .fEN TNE IIIItLY 'ADCUI["fIlT OF ""TUIIL: AID ~f-
SOl VIN; LDGIS:It.<l COIISIILlnlS Tr INE SUI-'.UJfCT, 
HOII[VE~. THESE '~OILE"S A., N01 ~NIOU( TO IH[ IFIII:~U 

'IOGlAn, 

151 lM[ N~ •• A. TM[ COUII'EJI'AIT GOVUIII'!NI l~tNC'. 

111[1/$ IHf Jil II. AilS I AtFORESUT:O~ SU."ROJEC~ loS OIlE or 
TH( IUT III 1[1::-. OF ICNI£VING OIJECT;YES '110 l .. INING 
SI,rr, IN IHIS :UI-'IO.EeT, '.&:. I. aFrICIRE'; OINU, 
I'll YITEl '-FUNDED ,KOJECTS, OIIE OF TH[ IC[NCt'S "AJDl 
STRENGTU N:S IftN IN h[IR II L I" Til RECIU:T QU&I,I-
FlED SraFF viTH "OCD ClnSt-CUL1UUl ShILLS, THIS 
AlILln Hd HfL'lO .,IIC"[ 10 "IINUI. I GOO: VO'MII' 
InITIO.SHI' VIIH IIIf G:OI IT IHE NATIONIL a: IIUL loS 
LOCIJ. l£YEL • 
• IID'lS 
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P 201SCl7Z MAR 8S 
FM f.ME~~et,~SY /1.1 ':'MEY 
TO SECSTATE w~S~~C PRIORITY 982~ 

UNCL~~ NIAMEY 01895 

AIOAC 

E. O. I :2 3 5 6 : N~ /, 

SUBJECT: AFR:C':'RE EVAL.UATION '~98-0" .. 31 

REF: STATE 072090 

I. F'O~L.O·:::NG!S US';I~ RESPONSe:: TO OUESTIONS POSEO IN 
PARA 2 OF REF TEL.: 

A. OESIGN OF AFRICARE PROJECTS: L.OW CA'PACITY. 
AFRICARE ~CES NOT H~VE STAF~ EXPE~IENC~O W:TH US':':O 
OES I GN. REC~I: RE 1.:EN'l'S. CONSEOUENTL Y, I.FR: CARE-oeSI GNEO 
PROJECTS TY~:CA~LY RECUIRE SEV~RAL. REV!EWS ANO 
RE-OR/.FTS, MISSION H':'S, HOWEVER, FOUNO AFRICARE STAFF 
VERY COOPER.:.T:VE IN MEETiNG THE REO~tREMENTS OF THE 
OESIGN PROCESS. 

B. SOUNONESS OF IMPL.EMENTATION: FAIRL.Y GOOO AS 
LONG AS PRO~:CT ~CTIvITIES NOT OVERL.Y COMP~ex. AF'R:CAREPO 
HAS HAO PROeL.EMS FIEL.O:NG ANO MAINTAIN:NG COMPETENT 
TECHNICAL ASS!STANCS: AT THE'PROJECT L.EVEL.. 

C. TRA:NIN~ OF HOST COUNTRY COUNTe~~ARTS: T~A:~ING 
APPEARS TC HAVE B!EN VERY EF.FECTIVE' IN CASES WHERE 
COUNTERPARTS HAVE BeEN ASS!GNEO BY GON. AFR!CARE 
TYPICAL.L.Y OEve:~OPS :L.OSE wOR~:NG RELATIONSHIPS W:TH • 
L.OCAL STAFF ANO PROVIOES eXCEL.L.ENT IN-COUNTR~ TRAINING. 
MISSION HAS NO'EXPE~!~NCE WITH AFR:CARE' S MANAGEMENT OF 
U. S. OR THI RO COUNTRY TRAINI NG. 

O. FIEL.O OFFICE MANAGEMENT: MORE ATTENTION TO 
OETAIL COUL.O BE MAOE. PARTICUL.ARL.Y !N 'KE!PING USAIO 
:NFORMEO OF AFRIC':'RE ACTIV:TIES ON A REGUL.AR 9ASIS AS 
OPPOSEO TO WAITING UNTIL. PROBL.EMS ARISE. AFRICARE HAS 
eEEN VERY RESPONSIVE, HOWEVER, TO uSAIO REOUESTS FOR 
REPORTS ANO INFORMATION ON PROJECT PROGRESS. STAFF IS 
PERHAPS A BIT SMAL.L. TO EFFECTIVEL.Y MANAGE SIZE OF' 
PRESENT PORTFOL.IO IN NIGER. 

E. EVAL.UATION .IN EYE:'S OF HOST GOVEUNMENT: REGARO 
APPEARS TO 9E EXCS:L. ... ENT AS EVIOENCEC, "OP EXM~PL.E,' BY 
ATTENOENCE OF HIGH L.EVEL. PUeL.IC OFFICIAL.S AT AFRICARE 
FUNCTIONS, WE WORRY. HOWEVER. THAT HIGH OPINION OF 
AFRICARE TENOS TO ~ESSEN REOuIREMENT FOR ATTENT:ON TO 
IMPLEMENTATION PROBL.EMS ON THE GROUNO. 
CIISE Y 
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02011121 MI .~ 

Fn llUlII~SSY ,mAL I 
TO stc~TlT[ VAS.DC IMDIAn nIl 

.. CLA. RIGA&. I IIUI 

AlDaC 

t. O. 1:3U: N'l 
sUaJE:r: IrRlcdt EVoI.UATIOu .'II-DUll 

UF: STATE 172'" 

1. DAl/IIIAIUIA ~ROflOI! TNE HUOIIIII, CCrtllUTS III IIU'OIISf 
TD IErTt~, ~"A 2; IIIT~ RE~ECT TO AIO GIUIIT IIUICU AIDI 
arR-":2-G'SS-JU I-GO. 

IACIIGROUIID: THE ,aDJECT illS CIIIGIIIALLY IIITEIIDEO TO 
IU!FIT AEFUCitE: FROII IIIIUIIDI 1/110 "'1 IIEUoTIVELr IItLL 
ESTllIlI SHEO AlID ACCE~nD III I~AIIOA. AT THE TIll! Of TIE 
I)(SI'~ nAIlS vnlr A LUCit 'IC~I' or I!FUUU ~OSSEO THE 
I!OK:!I FIOII UGAIoOa. ThE II litlOS \/EII CLIUL' GlIATU rHlII 
Til IUIUJDIAII AEFUG[[S .. 0 TNUUCIIE I' Q[CISIOI II.IS "AOE 
TO SHirt T"E AC'IVITY TO ONt Cf asSIUII; Till UGAIDAII 
UFUGEES. nUl TIE DUIG_ Val UIIDEITUEII "Ii U [lVIItOl­
""T1111 IIIIICN TME CHUaCT[RISTICS CIf TilE I/UIIIIAII IEFUGEES 
litRE MOT CLtAn., 'IQIIII AIIO roDJ I'OLICIES TOWUD r~nl :1&:1 
!lOT IEtIl DIC Ictt. THE GIIE CiIICDUU.aC TilE DIVELOMIT JF 
Til I'IDJECT aUT SUls[Cll:ENTL \. 100' • _~IIt!R OJ IcrlOlS '4IICII 
"AVE :IADE NEGOTIATIOH OF THI FI"'1. 'GI[["EIIT "'0 ITS 
l"'UnENlATlC" "OlE DIFFICULT. IRC$ICAII.' TNE GOI IS 
IILUCTAIIT TD TAIIE &III' aCTIOIl ~1f"Q \/CULD IIII'Lr TME IEFUGEU 
lIAVE a IIGIT TO I'E~ruIlEIIT STATUS. I~ TIl: [lVI.OIIIlIIT IT 
VlS INtYIT&ll.E Tur EIIOISOI FALSE .tsUII"ncu VOULD I[ 

!WIE. '~DILEIIS IESuLTED F"OII TilE :ITU~lI011 IS DUCllltD 
AlOf[ .IID TIE IIIC[Ssm TO DUI.GII"~ A'''IOU rN[ 'IOJtCT 
'" OIDtI TD OIL IGilT[ n Il ruloOS. TME FOlLOWII' :IIIIIItIlTS 
SlIMoD .1 UVIE~!D III L lair OF TNI:I S"ECI&&' CIICVIISTANCES. 

AI MOW II[LL O[SlGII'D UVI YOU FOUND aFIlCUE'S 'IOJECTS. 

Til OaIGIIIA&. OESIGII TEAll 1Ia: SIIII.L AID ~EI '&IIA 1 AlDw[ 
r,nATlI' III a IUIDlY C"II"~' f.IIVIIOItIIfIlT. .!cauSE Of 
TIIUE lIlIlTATIOIS IT HILlD TO ADDU!S sOle nClllllCAI. 
ASPECTS or TME ~IOJECT '.D nAD! SOlIE UIlIIAlIA.TED &1$11111'­
TIOIS. .1I(v(IITHEL[:S lit I(L I[VE Til[ .'iIC DESIGII or THE 
"OJECT IS SOUIII:. FUllHU TIIEI[ IIU lUlL T Illro TI[ D[~IG. 
COII:IOU"IE TLEXIIII IlY THaT AUOVS TH[ ~IOJEC' TO ADJUST 
TO Cl\u"II' COIIDI TIOI$. AF'altAIIE lIat SlOIM a IIILL II;I£:S 
TO USC T"IS FlnlllLITl &liD IS IIOV IEDn"lIll1a enUIII 
UErlLnrS Dr TH[ I'~OJU:T TO lIEU CUII11If CDIIDI TrOllS. 

TIE "'III URDU "&DE I ~ 11£ DES I Gil 'IOct is ~tIIE Tn 
FOLLOWIII': 

&I I T VAS ASSUII(C TUT [[cau:E THE ~EFUGt[: IotlE 
nOlI all ETHII" 'IOUP OF HER"EI~ TNaT rM! "AJOIITY or 
ItFUGtfS OIlllEO carTLl. TIIE;EFOIE IMI D[~IG. IIIC~IJDEO 

VU!IINdY aCIIVlTI[S liD CIIIISTAUCTICIL or vU r_CIL I TIE:. 
IIIAr .,IICUE rltlD ~HH FI1\IIID ariEl TIE AUIUL 0, TN! 
IIFUCitlS IS ru, DIlLY • SlIlIl. 'ElCI.II,," OF rMI I'OPULA I I GIl 
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OWII CATTLI. FOIl EWII'LI, U PC! OJ Til! 11FII'lES III HCT 
0l1li ~. I'CI or 1111 CIIIILI. • 

--- ,1 lIE OESIGI DID lOT PA' SUFFIClflT ATTUTIOk TO 
TIE IDU/IU'onSIIIL !TIlS or IIOIIlII V"II IE:'ECT TO ,.DJCer 
ACT 1.1 TIE:. SIIICE 'TMC ~[lDUS IItIE lUll Till 'IDJECT liAS 
DESIUED 10 IIIElIT TREn. II(V!nIlELEtS "&IIY OF hl 'IOJrCT 
ACTIIITIU WItL IIIVCll.Vr I/OIIU liD 'I~CUASE ThEil \lOhLOAD. 
nls SlOCILD UVI lEEIL \tau FULLY ADOlnUD I" TI! DISIGN. 

II lOll SOUIDLY ~Af[ an I CAIIC'! 'IOJECTS "IEIM IIII'lEMIITED? 

OJII OVCIIII.L VIEII IS THAT TME arilCACl F IILO TUIIIIS DOIIIG 
All lFFECTIYE Jill UIIQER elFF ICULT CIRC1.I:STancn. ~t NAvE 
lUll 'UTICIIL.dLI 1"'RE:sro 1111" THE lOCAl. AFlI:.Ul 
nur's I'CLITICAl aCUII[~. HEXI.IUTY lit ADJ~STIi''' 10 
ClAII~II" COED!TIOIIt • .ute 'L.NNING S~IUS. run"!~ IN[T 
NAVE DEItCIIISTIt~TE: I IIIL\lII"NCS~ TO ::OUICL' F'CE InuES 
IIID COIISEcurllC£S. '01 EX&IIl'tE.AFlICAlE CN .. 'ED 11S 
IIPL£IIlNTATII)tI SCNEDULE III RUPOIS[ TC CUu;[S "' ~.OJE:l 
CGlDITIOIs. IT IS ~OII re£1II1' TKE Ta!:GETS 110 TIE 1t~ISED 
SCIIIIlUl.E. lKUS IIIIILt 11 IS TDC Ult1.Y TO "!"IE A OEtIKITIv[ 
JUClUNIlT 01 .,IICIIE·S ULTIM1E EFFEtTIVEliUi IN IfI'LE­
MIITIIIG A YIIY DIFr ICUL' 'IOjECT lit dE COIIF 10INT THEY 
WILL CIlaTIIVE TO 1I0U VITI Ion INTMII!IAS" A"D 'lorUSIO"­
A&. 1111. 

CI .. S .,IICoIIIE Ela"IC III aliI TlAIIIIG OF HOST couITn 
COIIITU'AlT OFFICIALS? IF SD, U~ TilE TUIIIII; lUll 
r;FFlCTlm 

.0 COUITtl' .. T nlllllll' US CIf'ICI&&.LI 'EGUIt. THE GOI 
CIIUIIT[II'ACT FOIl THEC"IICIIL TIIIAI. aCTIVITIES ~.S JUST .UII 
FOII"""LY &lSI "'ID. H0'4\£I, ., .. CAllE ~AS lEO I_OIr-ALLY 
VOlIIII; vln II" Alii Till ICL,TIOIIS &Ill CIWI"L •. III &lIII1-
TIOII, TlU lAVE SH&IIEO CISCUSSIOIS ICGaR~1IIG TIE SUITAlI­
LIn AIIII CDII"ETEr:CE or TilE A .. I Cir. TU.'L STIoJ'F as.laliED TO 
n! 'IIO..IE:T AIID UV[ .GJErO ON A FOI"'~ rVIoI.U&TIOC SYSTC~ 
01 Jill I'UFDIIWI:t. TIIUE alE GOOD I .. DICATICIS or TNE 
wanlll; IlLiTIOIIS IIIIICH "'Y IE EUlCTlD aND lIE C~II'..IT[ 

IIIICK EXISTS rOIl ""TUlL £XCllAII" 0; IDEAS AII~ TlC.III;Al 
III OIftUl 011. 

PI .. 1011 E'~!CTlvr MAVE_,OU FI!U"D lFI,tAlr.S FIELD c;Ufc£. 
STUF II " .. 1G11i FIELD I'IDGlanS AIID CAIIIYIIIG OUT DTNU 
F UICT I CIItST 

W II AlOVl. 

II \/lilT IS THE IE~UTATIOII 0; IFIIC£IIE II T1f! ITIS 01 TNE 
lOST coulIT"n 1I0V I/[LL DotS TIE A' .. CAIIE STar, IIAlIIT"1 
IUAU.S VITI TIlE ;MIII,.IT. 

ALL 11III1C&TlCIIIS AIlE THAT IlLiTIOIS 1E1VUII AFlICAII •• 0 
nE Gill, 10TH III II I Gil. I AIO aT TIE ~ICJECT SITI. &IE 
EXCELLEIIT. lIE FULLY Alu\CI'ln TUT TNIS IIILL COtrflIUE. 

2. 011 ern.: TII[ FII.LOIIIIIG ADDITIONaL COIIIUTS: 

'-l OVrlll.L arlleAIE MEADOUACrU II::POIIES TO FIElD OFFICI 
All SUV. 

II U .. CAIIE/IVPOa COI/ITIY OIJtCTOR DECISIOtr "111111' 
AUTIIOltln IS lllliTED. GUIOanCI '1011 HlADOUurUi TO 'IE 
FIELD FIIEOUEIITLT cOIItENTRaT!i all DUAII.:. IIIIILE 'OLI;Y 
IIIOUIII[$ IE"AlIi U""~I"ED FDS LON' 'UIOOS OF TIllE. 

CI \I[ .IE IIDT SUIt " .'IIC&III IUOOU.ITEU IS FUlLY 
IIVAIE 01 AID I'IIOC[QUIES, E. G., VITII IU,tCT 10 I'ICCUIIIlEIIT. 
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~I ~! I THE; O'~;~ IUR ~n I :.RI/RII.t'~~ hI'~Y ~A' "A~ lUll 
SP!~T TO CArc rOF C~:T~ 'N'IfR~[D ,n 1H! u.S, 'RIOR 10 '"I 
ItAlI', &AlIVl. IN A~~IIIIA. '~IAcrCII[ rlELD ~ur; D::t: Ncr 
IIiDII FHC TOT.u, or RC"AlNIN. rUNDS .v..ILAeL£ rOJ ~AOJ[CT 
IIIrL[II[IUTI ON, BLA.t 
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