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I. 	 SUMMARY AND RMMDTICONS 

A. 	 Recamsendations 

1. 	 Funding 

USAID/Chad has reviewed this Activity Justification Paper and the 
AID Representative has indicated an intent to approve a Sahel De
velopment Program (SDP) grant of $425 thousand for the Chad Relief 
and Rehabilitation subactivity, the P.L. 480 Managerial and Finan
cial Support Project, 677-0041.11, described herein, upon notifica
tion that REDSO/WA concurs with the proposed approval. Accord
ingly, it is recommended that the Director, REDSO/WCA concur in the 
proposed approval of a SDP grant of $425 thousand to fund the pro
ject described in the Activity Justification Paper and thus permit
authorization of the project. The Project Assistance Completion
Date is December 31, 1987, the same date as the PACD of the second 
anendment to the Master Relief and Rehabilitation Project (677-0041).
The $425 thousand will be obligated in a single tranchein FY 84. 

2. 	 Geographic Code 

The project Subgrant Agreement between USAID/Chad and the GOC Min
istry of Planning will specify that, except as AID may otherwise 
agree in writing: 

a) 	 Goods and services including ocean shipping financed by AID 
under this project shall have their source and origin in coun
tries included in AID Geographic Codes 000, 941 or Chad. 

3. 	 Waiver 

It is recommended that a source/origin waiver from AID GeograpMc
Code 000 to Code 935 be concurred in by the Director, REDSO/WA 
to permit the procurement of two heavy duty four-wheel drive die
sel passenger vehicles. A copy of the waiver is included as Annex 
A. 

B. 	 Summary Activity Description 

This Activity is designed to assist the GOC in creating the conditiohs 
for Chadian relief and rehabilitation activities to go forward in a
timely manner, generally, by identifying and by making significant pro
gress toward resolving managerial, technical, and comodity con
straints in the food supply sector, and specifically, by assisting
the GOC to Tiprove and standardize procedures for the receipt, stor
age 	distribution, marketing, and effective use of sales proceeds of 
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food aid. As a by-product, implementing the Activity will yield
infonnation concening Chadian agriculture (especially food supply), 
storage, and health which will facilitate and enhance effectiveness 
of future U.S. endeavors in and relations with Chad. 

Initially the Activity will focus on instituting procedural and account
ability controls for the receipt, storage and sale of approximately 
five thousand metric tons of food aid provided by the U.S. to the 
G0C under the P.L. 480 Title II emergency sales provisions. To as
sure adherence to these controls, the receipt, storage and sale of 
the food aid must be closely monitored. There must be a concomitant 
initial focus on assisting the G0C to program the proceeds of the 
wholesale sale of the food aid for subactivities which correspond 
with priority areas of concern and methodological procedures already
formally agreed to by USAID/Chad and the GOC. Subsequently the acti
vity will focus on monitoring those subactivities to assure they are 
being implemented according to the design approved by the Chad Ministry 
of Plan. 

Concerned G0C entities such as the Ministries of Plan, Natural Dis
asters (within it, the National Cereals Office), Agriculture, Public 
Works (including roads), and Health will be responsible for imple
menting this Activity with aid of approximately twenty-four person 
months of AID financed technical assistance. The consultants will 
help GOC personnel establish procedures and controls, implement a 
food aid energency sales program according to them and design and im
plement subactivities financed by the wholesale sales of the program 
within prescribed parameters. 

C. Summary Findings 

This Activity is ready for implementation and is considered socially, 
econcmically, and environmentally sound, and administratively, and 
technically feasible. 



-3-


II. BACKGRXUND
 

A. General
 

Chad is a landlocked nation of 1,284,000 km2 (496,000 square miles) 
ranging fron arid desert in the north to woded savannah in the south. 
It is bordered by Libya to the north, Sudan to the east, the Central 
African Republic to the south, and Cameroon, Nigeria and Niger to 
the west. The socially diverse population was estimated at 4.9 
million in 1983 with a growth rate of 2.5. About 85% of the popula
tion is engaged in agriculture. The per capita annual inccre has 
been estimated to be between $97 and $120, ranking Chad anong the 
poorest two to three nations in the world. Adult literacy is estim
ated at about 15 percent, infant mortality between 146 and 210 per 
thousand, and life expectancy of 43 years (1983 World Development Re-
Fort, World Bank). 

Chad became independent fron France in 1960. It suffered severe food 
shortages, loss of livestock, and ecological degradation during the 
1969-74 Sahelian drought, and therefore had little chance of advancing 
to reasonable levels of econanic and social well-being before the re
newal of civil war in 1979 and the subsequent foreign invasion. In 
June, 1982 the Hissein Habre faction gained control of the capital, 
N'Djanena, and in June 1983 France began providing a buffer force and 
air defense. The conflict has since £tabilized at roughly the 16th par
allel and negotiations now are underway, meliated by the Organization of
 
AfrLcan Unity (AU), and other disinterested parties. 

B. United States Po)Jicy and Activities:
 

After more than three years of intense fighting and eighteen years of 
civil strife, the Habre government must reunify the country through 
military firnmess and prudent negotiation, and at the same time it nrist 
undertake a massive rehabilitation and reconstruction effort. The United
 
States has been and is continuing to support the Habre governrent in
 
these critical areas. It has provided military equipment and resources
 
to enable the Habre governme-- to defend itself against Libyan aggression.
 
Also, as early as September 1982, shortly after Habre established himself
 
in N'Djamena, AID authorized an Econrnic Support Fund Grant of $2.8 million
 
for the Chad Relief and Rehabilitation Master Project, 677-0041.
 

By undertaking activities in the "Selected Areas" of agriculture, trans
portation, storage, health, and shelter, the project was designed to as
sist the Chadian relief and rehabilitation effort begun at that time.
 
This initial tranche financed four activities: Food For Wrk road repair; 
heavy equipment repair; procurement of nedicines and medical supplies;
 
and procurement of heavy trucks. In June, 1983, a second tranche of $2
 
million in Sahel Developrent Program (sDP) funds financed three activities: 
a follow on to the procurement of medicines and medical supplies; an agri
cultural infrastructure restoration (irrigation canals and dikes) activity;
 
and a vegetable gardening project. In February, 1984, a third tranChe of
 
$2,225 SDP funds was authorized. It is intended to finance this P.L. 480
 
Managerial and Financial Support Project and a Health Unit Restoration 
Project.
 



C. Other Donor Assistance 

Donor development assistance before the civil war reached a 
peak of $119 million in 1978 and decreased drastically in 1980 
to $35.3 million (OECD/DAC statistics). The main donors during 
this period were France, the EE)C, and the United States. At the 
height of civil hostilities, emergency relief was supplied but 
development ass±stance came to a virtual halt. As progress in sta
bility has been made since 1982, donor support has revitalized. At 
the Novaber, 1982 Geneva Conference, the GOC proposed a program 
of CFA 102 billion (about $250 million) to facilitate commencing recon
struction. About $125 million were deemed to be needed immediately. 
The Miristry of Plan statistics indicate that, for the twelve months 
ending in June 1983, total assistance was $91 million, of which 
slightly less than one third was provided by the UN group, 24 percent 
by France, 16 percent by AID, and 15 percent by the E.E.C. Assistance 
also was provided by Gernany, Italy, Switzerland, and Canada. Of 
these $91 million, about 52 percent was for food and humanitarian 
assistance, 19 percent for GOC operating expenses, 11 percent for 
reconstruction, 9 percent for medical assistanze, and 9 percent for 
long term development. The concentration on relief and support orien
ted assistance as opposed to develnpment assistance reflects the prag
matic necessity of alleviating a sizeable food deficit, repairing the 
damage wrought by civil war, and putting the administration in oper
ation. 

If security and stability continue to increase, additional aid can 
be expected. The French Development Loan Fund (OOCE) reopened its 
Chadian activities in March, 1983, and has opened lireys of credit 
for rehabilitating a sugar factory, providing animal traction equip
ment, undertaking residential reconstruction in N'Djamena, and re
establishing the private banking system. It is studying plans to 
rehabilitate the N'Djamena airport (with the Africa Development Bank), 
reopen a quarry, and provide water supply for provincial capitals. 
The World Bank has held discussions with the GOC on a $25 million 
econanic rehabilitation program to benefit both the public and private 
sectors and is considering favorably reactivating irrigation, educa
tion, and highway maintenance projects. 

D. Food Shortage 

The existence of a substantial food shortage in Chad is well docu
mented. The present shortage results primarily from drought and 
war. For 1982 the FAO etimated the Chadian food deficit to be 209,000 
metric tons. To close the gap the GOC requested 192,000 metric tons 
of food aid in 1982-83. The International camunity responded by 
pledging 55,000 metric tons, of which about 41,500 metric tons had 
arrived in country by the end of 1983. Tus a sizeable shortfall 
remained. To help the GOC prepare its estimate of needs for 1983-84, 
a tean of FAO experts came to Chad in O-l-boer, 1983 to evaluate the 
harvest. Based on the tean's recamiendations, the GOC appealed for 
58,000 metric tons of emergency food aid in December 1983. 
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The United States has responded to both appeals. In 1982-83 it 
contributed 10,000 metric tons of P.L. 480 commodities to the World 
Food Program (WF P) and 9,000 metric tons of food aid to CARE for an 
emergency food distribution program. In response to the December 
1983 appeal the United States has pledged 13,500 metric tons of 
P.L. 480 emergency food aid camEdi ties (10,000 metric tons of sorghum,
2,000 metric tons of dried milk and 1,500 metric tons of vegetable
oil) for general distributions and 5,000 metric tons of rice grain
for the emergency food sales program connected with this project. 

E. Food Aid Management and Distribution 

Effective, organized coordination is an important aspect of food 
aid management and distribution in Chad. A Food Aid Action Committee, 
created by the Ministry of Natural Disasters, oversees all distribu
tions. It is composed of GOC officials and representatives most con
cernedwith relief efforts, such as the World Food Program, CARE, AID,
and the Red Cross. It coordinates logistics, guides local committees, 
and supervises distributions. In Novenber 1983, a Mobile Control 
Brigade was established to provide closer surveillance of distri
butions and to facilitate rapid reporting to the Ccmmittee. 

Emergency food sales in the N'Djamena area such as the sale connected 
with this project typically are managed by the National Cereals Office 
(C). Sane of the present CNC personnel participated in the sale of 
P.L. 480 canrrxities in 1979-80 and therefore are familiar with the 
control and monitoring efforts required by these activities. 



III. DETAIL ACTIVITY DESCRIPTION 

A. Introduction and Activity Rationale
 

At the end of 1983 the GOC began a discernible shift away fran strictly 
relief efforts aimed at stabilizing a holding pattern, toward rehabil
itation and reconstruction efforts aimed at defining and stabilizing a 
relatively indefinite future by rebuilding from the most viable and 
essential of the foundations remaining fran the past. Accordingly, 
the time is right to move beyond energency food relief to using pro
vision of food aid as an opportunity to introduce and reinforce manage
ment and financial techniques which can be used to assure effective admin
istration of donor food aid and domestic food distribution programs in 
the future. An opportunity also is accorded for assisting GOC personnel 
to design, implenent, monitor, and evaluate rehabilitation and recon
struction activities according to well thought out priorities for max
imal effectiveness. All these skills will be critical as the 00C begins 
to focus on development in the near future. 

This Activity is consistent with the GOC priority on food. By selling 
rice in the N'Djwrnenr area at a reasonable price it is Traking food avail
able to a bigger segment of the population: the number of people able to 
buy food is increased since a segment is assured a reasonable price an
speculating prohibited. The Activity is consistent with the growing GOC 
emphasis on rehabilitation in that the teclnical assistance provided will 
strengthen existing skills which presently may be scme-wht weak after not 
having been used for about five years. The Activity also is in keeping 
with the current USG approach to activities in Chad because it focuses 
on unquestionable basic needs and is designed for implementation in less 
than 24 months. FurThermore, it reflects general current A.I.D. policy 
-nphases, in that rehabilitation, restoration, and reconstruction are 
by nature institution building and strengthening of hunan resources, 
and in that the allocation of the sales proceeds will provide an oppor
tunity for a policy dialogue about the direction and priorities of the 
rehabilitation program and the methodologies to be used in executing 
the program. The process of selecting priorities and methodologies will 

be of lasting value since its application is transferable to assure 
effective planning of the forthcaning develorment period. 

Fron an operational point of view this Activity is an exercise in food 
aid management and activity design and implementation undertaken in con
junction with a P.L. 480 Title II grant of five thousand metric tons 
of rice. As this statement suggests, the Activity consists of two ccrr
ponents. The first concerns camodity sales and finances assistance 
to assure the prudent managenent of the receipt, storage and sale of 
the rice. Prescribed procedures will be set forth in an Operational 
Plan for Camodity Management, drafted by the consultants, which is the 
focal point of this component. With modifications as appropriate, the 
ONC can apply this Plan to future camodity receipt and sales activ
ities. The second cnponent concerns activity design and implement
ation and finances assistance to assure that the counterpart generations 
will be used only to fund reconstruction and rehabilitation subactivities 
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according to the provisions of an Activity Design Plan (Annex B).
This Plan will be attached to and incorporated by reference in boththe Transfer Authorization (a P.L. 480 document containing intex iLlia,
the terms of the rice shipment) and the Subgrant Agreement following
upon this Activity Justification Paper. Since the GOC signs both
these documents it will be bound by the Activity Design Plans provisions. 

Summary chronological sequence of events for this project follows. Therice will be received by the National Cereals Office in N'Djamena and
stored in its warehouses pending sales. The CNC will sell the rice at
wholesale to certified retail merchants who will sell it at retail inthe N'Djamena area at an agreed upon price which will be competitive with 
current market prices. Proceeds from the NC's wholesale sales will bedeposited in a segregated bank account pending obligation and disburse
ment for Ministry of Plan approved subactivities. USAID/Chad estimatesthat the counterpart generations should yield about $1.75 million, andthat between two and three subactivities (in addition to some institution
al support) can be financed with these funds. Design documents for proposed rehabilitation and reconstruction subactivities will be submitted 
to the Ministry of Plan by participating sectoral ministries (e.g. agri
culture, natural disaster relief, public works, health) and approved by

the Ministry of Plan in accordance with the Activity Design Plan.
 

Technical assistance personnel will be financed under this project and
remain in Chad about 14 months In relation to the commodity sales 
management component the technical assistance team will help CNC personnel draft and implement the Operational Plan for Camx.ity Managament.
One of the consultants will be concerned with stock controland will oversee the physical receipt, storage, and transfer to retailers
of the rice. He also will spot check the retail sales to assure that the
certified merchants are adhering to the agreed upon price. Those who arenot will be denied further allotments of rice. In relation to the activity design and implementation component, the consultants will work with
the sectoral ministries in designing subactivities for relief and rehabilitation which correspond to the directives of the above discussed Ac
tivity Design Plan. Subsequently they will work with the Ministry of
Plan to assure that it approves projects in accordance with Activity Design Plan criteria. Finally they will monitor subactivities to assure
that their implementation is consistent with their respective designs as
approved by the Ministry of Plan. 



B. Activity Goal 

The overall goals to which this Activity contributes are: first, 
the amelioration of conditions within Chad created by more than 
three years of intensive fighting, over eighteen years of civil 
strife, the 1969-1974 Sahelian drought, and continuing periodic 
drought; and, second, economic and political stability which will 
facilitate growth of damestic and foreign confidence in the Habre 
government, and, as a consequence, improvement in the quality of life 
of the rural poor. 

Progress toward goal achievement will be detemined by assessing: 
the development of physical, institutional, and human infrastruc
ture of the food supply sector to solidify resolution of identi
fied constraints; and the capacity of the Habre government to re
sist political threats and attract donor funds and private capital. 

The major presumptions for goal achievement are: the existence of 
a sufficient foundation of domestic and foreign confidence, and of 
managerial and administrative competence and integrity to enable, the 
Habre government to assimilate resources and use them to augment con
fidence above an elementary survival level; sufficient experienced 
personnel with enough appropriate training at the CNC and at other 
involved GOC entities to participate in and eventually manage and 
monitor effectively by themselves the administration of food aid 
programs and the approved use of the sales proceeds generated by 
those programs; continuation of an A.I.D. bilateral presence in Chad 
during the Activity's active life; and the cooperation of Chadian 
officials in providing information to Activity related personnel. 

C. Activity Purpose 

The purpose of this Activity is to assist the GOC in creating the 
conditions for Chadian relief, reabilitation and reconstruction 
activities to go forward in a timely manner generally, by identify
ing and by making significant progress toward resolving managerial, 
technical, and commodity constraints in the food supply sector, and, 
specifically, by assisting the GOC to improve and standardize pro
cedures for the receipt, storage, distribution, marketing, and ef
fective use of food aid. 

End of Activity status indicators include the following: food 
grain granted by the United States and the GOC pursuant to a trans
fer authorization signed by both the United States and the GOC will 
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have been distributed according to procedures (conforming to A. I. D. 
Management Directives set forth in A. I.D. HB 9, Regulation Eleven, and 
in Management Directives of USAID/Chad) set forth in a written operational 
plan developed by the technical consultants for Ccmmodity Management. Pro
cedures will have been established and implemented as needed for effective 
management of future food aid endeavors. The procedures will concern: food 
cummodity, receipt and dispatch; warehousing and storage practices; stock re
cords and controls; commodity distribution; ccmodity marketing; sales docu
mentation; funds control and deposit; reporting and record keeping; and, de
sign, implementation, and monitoring of rehabilitation and reconstruction 
projects and other work-endeavors financed by sales proceeds of food aid. 
The GOC capacity to design, implement, and monitor projects, including devel
opment projects, will have been firmly estabsihed. Two to four rehabili
tation and reconstruction subactivities will have been implemented. 

Major assumptions for achieving the purpose of this Activity are: the ex-
Istence of a sufficient foundation of domestic and foreign confidence, and of 
managerial and administrative competence and integrity to enable the Habre 
government to assimilate resources and use them to augment confidence above 
an elementary survival level; sufficient experienced personnel with enough 
appropriate training at the CNC and at other involved GOC entities to par
ticipate in and eventually manage and monitor effectively by themselves 
the administration of food aid programs and the approved use of the sales 
proceeds generated by those prograns; the procurement of technical assist
ance which is qualified to help identify and resolve food supply sector con
straints, especially as they impinge on the administration of food aid pro
grams; continuation of an A.I.D. bilateral presence in Chad during the 
project's active life; and, the cooperation of Chadian officials in pro
viding information to Activity related personnel. 

D. Activity Outputs 

The Activity is expected to produce the following outputs which together 
should achieve the Activity purpose: 

- establishment of and adherence to adequate managerial, financial, and
 
inventory procedures and controls for food aid programs;
 

- establishment of and adherence to procedures for ensuring that finan
cial resources generated by food aid programs are used for legitimate,
 

well-recorded and approved subactivities.
 

These procedures and controls are to be set forth in a written Operational 
Plan developed by the technical consultants addressing the receipt, storage, 
wholesale sale, and distribution of, and the use of the wholesale sales 
proceeds of the food commodity granted by the United States to the Govern
ment of Chad under a P.L. 480 Transfer Agreenent. 



All outputs should be verifiable within 24 months of the cmnnce
ment of this project. 

Additional information on the relationship between the goal, purpose,
inputs, and outputs of this project is provided in the Log Frame at 
Annex E. 

E. Activity Inputs 

The following inputs will be provided to realize the above set forth 
outputs.
 

First, A.I.D. will finance approximately 24 person months of tech
nical assistance to strengthen the skills of the CNC personnel par
ticipating in the grain sale and to develop skills and institutional
 
capabilities of other GOC participating entities, especially the cap
abilities of the ministries involved with executing the plan for de
signing subactivities to be financed by the wholesale grain sale. (See

the Activity Design Plan set forth at Annex B.)
 

Fuller discussions of how these personnel will operate are set forth
 
in this section's "Introduction and Project Rationale" subsection
 
and in the Imiplementation Plan.
 

The composition of the technical assistance team is:
 
1) An experienced project Manager with development project management

background and also basic financial management and accounting skills.
 
He will oversee all activities, from the CNC's preparations for arri
val of the rice through the monitoring of the subactivities. He will
 
be the primary person working with sectoral ministries and the Ministry

of Plan in the design and approval of subactivities. He will serve a
 
fourteen month tour. 

2) A commodity manage.r with experience in stock management and ware
housing procedures. He will be the prinary advisor to the CNC in de
veloping the Operatiunal Plan for Ccamndity Management which will di
rect the rice receipt, storage, and sales. He willsupervise the de
posit of the proceeds into a segregated bank account and the manage
ment of the account. He will also assist the pr6ject'managerin work
ing with participating GOC entities in subactivity design and appro
val. He will serve a seven month tour.
 

3) Two consultants from CPA finn currently under IQC contract to 
REDSO. These services would be to (1)assess/design accounting sys
tens for both the P.L. 480 cannodity and the proceedsgenerated from 
the sales, and (2)to the extent needed, review the disbursement, pro
curement and material control procedures of the G0C as these procedures

will relate to the disbursement of the sales proceeds to finance relief
 
and rehabilitation activities. Each IQC consultant would be contrac
ted for no more than a six-week period: one would be a Senior Manager,
capable of assisting the aC in establisi..ng commodity and financial 



management systems; the second would be an accountant/stock control 
specialist, capable of establishing adequate stock records and pro
cedures to ensure proper control for both the P.L. 480 food, ad ndmter
ials and ckmdities purchased with the local currency generations. 

The project will finance equipment and materials including two vehicles, 
housing and household furnishings for the team. A waiver for the ve
hicles is set forth at Annex A. 

For. itemized budgetary information, see the Financial Analysis section 
herein. 

IV. I EATION PLAN
 

A. Iplementation Schedule 

Activities are progranned to take place over a period of approxi
mately 18 months fran the date of signing the Subgrant Agreement. The
Activity Completion Date (AC) is Decenber 31, 1987 and the Terminal 
Disbursement Date is September 30, 1988. A proposed implementation
schedule is presented in Annex F. This schedule shows that the commo
dity sales management component and the activity design and implemen
tation component will be undertaken simultalieously, and it illustrates 
the relation between the components and the logistics of the rice arriv
ing in N'Djamena. 

The signing of the Subgrant Agreement should be timed with the signing
of the transfer Authorization. The latter is a P.L. 480 document ad
dressing terms of shipment and conditions under which the ommodity
will be sold. Both these documents are signed by USAID/Chad and the 
GOC. Also closely following the signing of the Transfer Anthorization 
will be the "call forward" by USAID/Chad to Washington, initiating the 
shipment of the rice. In order to relieve pressure on warehouise space
USAID/Chad plans to call the rice forward in two roughly equal install
ments of 2,500 metric tons each spaced about two and a half months 
fran each other. The usual time elapsing between a call forward and 
arrival of grain in country is about 4 months. 

Immediately upon signing of the Subgrant Agreement, orders will be 
placed for the two vehicles, a PIO/T will be forwarded to REDSO/WCA
requesting that a work order be executed with a CPA firm pursuant to 
its IQC with REDSO's controller's office to furnish a senior manager
and an accountant/stock control specialist, each for six weeks. The 
recruitment process for the Project Manager and Camodity Manager will 
already have begun with a solicitation of interest cable for the two 
positions expected to be sent to other African posts in April. After 
selection of the two most qualified candidates. . 2IO/T will be 
issued for execution of two PSC's by USAID/Chad. Scopes of work for 
these individuals are set forth in Annex C. They will be appended to 
and incorporated by reference in the Subgrant Agreenent. 
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About three weeks before arrival of the rice in N'Djamena the two CPA
 
consultants, the Project Manager and the Commodity Manager will arrive
 
and begin working with the ONC on development of an Operational Plan
 
for Commodity Management, on certification criteria ior retail mer
chants, and on selection of the retail merchants. During this period,
 
after having studied the Activity Design Plan, the Project Manager will
 
contact the Ministry of Plan and the participating sectoral ministries
 
concerning permissible uses of the counterpart generations (wholesale
 
sales proceeds). He will also assist participating ministry personnel
 
in their design activities to assure they are completed expeditiously
 
in accordance with the Plan, and will oversee the Ministry of Plan's
 
selection and approval of subprojects to assure that procedures set
 
forth in the Plan are followed. This design and approval advisory work
 
with GOC personnel will lost 4-6 months, when the last subactivity will
 
have been approved.
 

When the rice arrives in N'Djamena it will be stored at ONC warehouses.
 
Yt will be distributed to certified retail merchants at the rate of
 
about 1,000 metric tons per month. Thus, all the rice should be dis
tributed within 5-6 months of the first installment's arriving in N'Djamena.
 

The ONC should have deposited the first monies capitalizing the counter
part generation bank account within two weeks of the N'Djamena arrival
 
of the first rice installment. In the Subgrant agreement the GOC will
 
covenant that the first claim on these wholesale sales proceeds will be
 
an obligation of not to exceed $200 thousand to support the ONC. It
 
will further covenant that all remaining monies are to be used to fi
nance approved rzhabilitation and reconstruction subacLivities in accounts
 
of no less than $500 thousand to no more than $900 thousand.
 

The preferred claims on the bank accouuit should be satisfied within 
two months after the rice arrives in N'Djamena. After this time a-proved 
sdbactivities may begin implementation for respective life of Actiity 
periods not to exceed eighteen months. The Project Manager, assisted 
by the Commodity Manager, will monitor these subactivities to assure 
their implementation actions conform to their respective design plans. 

V. FINANCIAL ANALYSIS
 

This project will provide $425 thousand in technical nsr!stance and
 
support to the GOC over a one year period to aid Its relief and rehabil
itation, and reconstruction efforts to move forward in a timely manner.
 
The GOC will provide in-kind contributions of personnel, warehouse space,
 
and some equipment.
 

The A.I.D. contribution will be obligated and disbursed In FY 1984.
 
The budget below shows that the proposed funding is adequate to accom
plish the project putpose In a tirely manner.
 

'1
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- Assessment of the methods of implementation and financing
 

Method of Method of Approx. Amt.
 
Implementation Financing -(U.S. DOLS)
 

TA (PSC and IQC) Direct Pay 342,500
 
Commodities Direct Pay 75,000
 
Other Costs (TA
 

Support: Direct Pay 7,500
 

Total Life of
 
Activity Funding 425,000
 

All payments made under this Activity will be made directly by USAID.
 
This is the method of financing preferred by the Agency because it allev
iates most cash management and overall accountability problems.
 

I. 	Technical Assistance
 
A. 	Project Manager: project design and implementation
 

specialist, 14 person months at yearly rate (150,000/
 
year inclusive of housing). $183,750
 

B. 	Commodity Manager: 7 person months at yearly rate
 
($150,000/year inclusive of housing) 96,250
 

C. 	IQC Consultants: 62,500
 

Total technical assistance salaries plus housing 342,500
 

II. General Support
 
A. Equipment (scales, warehouse hardware) 	 25,000
 
B. Materials and Supplies for U.S. Technicians 	 5,000"
 
C. Secretarial Services for U.S. Technicians 	 4,000
 

Total general support 	 $34,000
 

III. Vehicles and Vehicle Related Expenses
 

A. 	Two four-wheel drive heavy duty diesel
 
passenger vehicles at $16,500 per vehicle $33,000
 

B. 	Spare parts at 1,000 per vehicle 2,000
 
C. 	Gas, oil, other expendible supplies
 

at $1,500 per vehicle 3,000
 
D. 	Maintenance cost per 1 year at $3,500
 

per vehicle. 7,000
 
E. 	Two drivers at $160/month x 21 mnnths 3,500
 

Total vehicles and vehicle related costs 	 $48,500
 

Life of Project Funding (I - III) 	 $425,000 



-14-


This Activity will have substantial monetary and even greater unquanti
fiable value to the direct participants and will not incur significant

recurrent costs. Accordingly, it is financially viable. 
 During the life
of Activity, the ONC and the participating ministries will in effect have
 
additional expert salaried personnel on hand at 
no cost to them. Because

these consultants will streamline GOC procedures, GOC operating expenses

and recurrent costs may be reduced. 
 The proceeds of the wholesale sale
of the rice are estimated at $1.75 million. 
These funds will finance
 
rehabilitation and reconstruction subactivities such as procurement of
medicines and medical supplies, equipment for reconstructing roads, crop

protection materials and materials for refurbishing warehouses and offices.
 
The counterpart generations will not support activities which build new
facilities which then must be maintained, but rather they themselves will

contribute to and sometimes make an initial effort toward maintenance.

In the case of procuring medical commodities, no recurrent cost is in
curred and the managerial task of assurlng efficient distribution is
 
minimal and of short duration calling upon a cadre of experienced per
sonnel of proven competence. Throughout the Activity GOC 'uses personnel
already in place and works with existing institutions; it does not
 
create new cadres or institutions which would be an additional fiscal

burden on the GOC in the future. This Activity streamlines GOC proce
dures by providing consultants to work with concerned GOC entities and

it helps the Chadians to help themselves by giving prudent direction to

rehabilitation and reconstruction activity design and implementation.

Taken in this light, this Activity is a resource which will both con
serve Chad's resources and yield additional productive resources. These
will themselves yield resources into the development stage of Chad's
 
movement beyond recovery to stability and developmental growth.
 

Title to Property:
 

All commodities for this project will be titled in the Government of
 
Chad. 
However, USAID/CHAD also will retain administrative control

for the life of the Activity of the following equipment/commodities:
 

Vehicles, household furnishings, and office equipment/supplies.
 

USAID/CHAD will retain adminis-rative control of warehouse equipment

and scales during the period of wholesale sale of the five thousand
 
metric tons of rice granted under PL 480, Title II, in conjunction

with this Activity.
 



VI. BCCtNOIC SOUN S ANALYSIS 

The econanic soundness of this Activity can be viewed in various 
ways. Starting with the accamplishment of the Activity purpose, 
two U.S. grants contribute to its being realized - - the P.L. 480 
Title II grant of the rice and the SDP $425 thousand grant for this 
project. The P.L. 480 grant can be valued at $2,850,000 which in
cludes the rice itself and U.S. payments for its transport. Then a 
total investment of $3,275,000 is contributing to realization of the 
following benefits: increased supply of food in N'Djamena with a re
sulting improvement in the diet of those receiving the rice; tangi
ble progress towards Chadian rehabilitation and reconstruction by 
the prudent design and disciplined implementation of subactivities 
financed by the proceeds of the wholesale sale of the rice; insti
tution building and hunan resource strenthening inherent in rehab
ilitation itself, and also accruing from the CNC, Ministry of Plan, 
and sectoral ministries' participation in managing the rice sales and 
in developing sub-activities; standardized management practices for 
food aid programs and for ccmnxlity storage and distribution at the 
ONC set forth in an Operational Plan for Carridity Managenent; and, 
an enhanced GOC capability to design and implement activities - 
both for rehabilitation and for development- - with a reference docu
ment, the Activity Design Plan, ready for future application. The 
Life of Activity funding , $425 thousand, is approximately 13 per
cent of the total expenditure of $3,275,000. An expenditure of 13 
percent of the total contribution is a modest investnent to realize 
this Activity's wide reaching and often unquantifiable benefits. If 
all the benefits could be quantified, the $425 thousand would be 
a very snail percentage of the total. 

The $425 thousand also can be considered a managment fee. Seen as 
a percentage of the total U.S. investment contributed to realize this 
project's purpose ($-V75,000), "_ie $425 thousand is about 13 percent, 
below the lowest of the fees presently being charged on AID projects 
in Chad. Seen as a percentage of $4,600,000 representing the value 
of the imported rice ($2,850,000) and the funding of the rehabilita
tion subactivities ($1,750,000 estimated wholesale proceeds), the 
$425 thousand is 9 percent, even further below the lowest of the range. 
Seen as a percentage of the value of the imported rice, $2,850,000, - 
i.e. from a narrow perspective of solely managing the rice sales with
out considering the institution and human resources strengthening 
and the rehabilitation achieved by subactivities - - the $425 thous
and is 15 percent of the value, still well within the competitive 
range. 

Accordingly, as seen fran a variety of angles, this Activity is a 
cost effective endeavor. It represents a miniscule investment to 
realize a broad spectrun of urgently needed benefits, and it is al
ways within the competitive range when seen as a management fee. 

'2/
 



VII. TECHNICAL FEASIBILITY ANALYSIS 

This Activity has been designed to provide the optimal cambination 
of GOC and A.I.D. resources for effective implementation. All GOC
 
personnel and institutions are presently viable and functioning,
 
with previous experience in executing the responsibilities required
 
of them under this project. No new cadres of institutions will need to be
 
- - nor will be - - created. The PVO's which are already in place can
not be used either because they have expressed disinterest in this kind
 
of project or because they would overextend themselves if they took on
 
an additional activity at this time. As a result the most expeditious
 
and feasible means available of procuring expatriate consultants has been
 
selected.
 

Among the GOC entities with proven capability is the CNC. In 1979 and
1980 it received a total of 15,000 metric tons of P.L. 480 commodities,
 
most of which was used for emergency food sales (some w-as distributed
 
through another government service, without charge). The CNC was respon
sible for the grain's receipt, storage, fumigation, sales and, as required,
 
transfer to the designated government entity for emergency relief. It
 
reported to USAID/Chad each quarter on beginning stocks, arrivals, distri
butions, sales, damaged stocks, currencies generated, and deposits and
 
disbursements. According to a December, 1979 USAID/Chad staff m3worandrf,
 
the CNC served as a "model of stock management for the other two organ
izations" sharing its warehouses. During the 1979 civil war, many ONC
 
personnel trained and directed by FAD consultants in food aid management
 
fled to safe havens in the south. By 1984 a large number had returned.
 
Their skills are understandably rusty because of little need for prac
tical application since 1980. The very existence of a sizeable food aid
 
program will be a motivating source to trained personnel eager to use
 
their skills. The added impetus of expatriate leadership and guidance
 
will catalyze a restoration of skill use and, therefore, of competence.
 
This leadership will have a similar effect on personnel in the Ministry
 
of Plan and in the sectoral ministries which are similarly situated
 
in that they recently have been required to employ their skills after
 
a long period of inactivity. Participating in this Activity will give
 
them a guided, disciplined, practical experience which they can put to
 
good use inmeeting the heavy demands of rebuilding their country. They
 
will be refreshing those skills most critical to the reconstruction
 
effort and to the development endeavor which will follow - - activity
 
design, implementation. and monitoring. Both the CNC and the Ministries
 
will have written plans to guide their activities in the future.
 

The technical assistance funded by this project will asstue that the 
basic existing institutional and human resource capability is organized
 
and channeled to maximize the outputs realized by the cabined A.I.D. 
-
GOC input and to achieve the project purpose as efficiently and effec

tively as possible.Because there is a foundation of an existing skills
 
base, it is not necessary to have a large number of consultants essen
tially inplementing the activity themselves. On the other hand, be
cause skills may need direction and strengthening due to inactivity,
 



the provision of selected consultants in the core areas of activity design and implementation, financial controls and accounting, and stockmanagement is preferable to GOC personnel trying to undertake the Activity unaided. The Activity has been designed for implementation by an
optimal mix of previously applied skills and reinforcing guidance.
 

Similarly, the technical assistance being procured is deeme best suitedto serving the needs of this project. Among all theoretical alternatives the most obvious is a Private Voluntary Organization already inplace in N'Djamena. CARE, which has considerable experience in foodaid management, has expressed a lack of interest in managing a foodsales program. Africare, another possible candidate, is just beginningits Chad operations and would overextend itself and strain its resourcesbeyond an ability to perform effectively if it implemented this project.
Accordingly, it is not a viable candidate at the time. Another theoretical alternative is seeking out a PVO which is not yet in place inChad. This alternative becomes unrealistic because of the mobilizatior lead time which would be required for a new PVO to establish itself in Chad. Procuring technical assistance through an IQC and Personal Services Contracts is the manner most likely to give timely andeffective implementation. As shown in the Econmic Soundness Analysis,this manner also is cost effective. Accordingly, USAID/Chad believesnot only that the Activity is technically feasible but also that themeans chosen for implementation are the best among the available alter
natives. 



VIII. SOCIAL SOUNDNESS ANALYSIS 

This Activity, by providing technical assistance in conjunction ith a grant of rice, assures that the benefit of an increased supply offood is distributed egutably among the target population. Certified
retail merchants, in order to became certified, will have agreed tosell at a price decreed to be reasonable and to sell a limited quan
tity per customer. Safeguards will be implemented to prevent custam
ers from circumventing the systen, and the consultants will monitorrice sales to assure compliance. The consultants, by assisting the
CNC to upgrade its grain distribution system will help create condi
tions for an increased, reliable food supply at the consumer levelin the N'Djamena area. The assistance which they provide relating tostorage will minimize the amount of spoilage and thereby contribute 
to an increased food supply. By working with the consultants, ONCpersonnel will strengthen their skills for continued application in
the future. Similarly, participating ministry personnel will acquire
a solid competence in activity design, approval, and implementation
which will contribute to future rehabilitation and development endeavors. The subactivities thenselves will provide emplo ent for those
implementing them and will strengthen the managerial skills of those 
in charge. 

Thus, the direct beneficiaries of this Activity widespread.are Theyinclude those receiving the rice, the ONC and ministry personnel work
ing with the consultants, and the subactivity managers and employees.
Indirect beneficiaries include all Chadians able to take advantage
of the improvements resulting form the subactivities and those who will
be helped in the future by improved grain distribution and activity design and implementation procedures. The benefits are cumulative and
the presnece of one does not preclude another. To the contrary, benefits yield benefits. Also, the Activity does not realize institution
alize dependencies but assists the Chadians in helping themselves. 

Additionally, the Activity is not depriving sane groups to benefit
others, nor is it creating new structures which would fit clumsily
with present entities. Rather, present entities and their existing
personnel are being strengthened for their mutual benefit and the
benefit of society at large. 

There are no social or cultural constraints to implementing this
Activity. The Chadian people are eager to begin effective rehabil
itation efforts and will benefit constructively fram any participation
in these efforts. Activities such as this, which strengthen capabili
ties to manage subsequent development endeavors, are of special value. 



IX. ENVIRMtrAL ANALYSIS 

through this subactivityAll operational activities to be undertaken 
relate only to the management systems and operational activities de

voted to the importation and marketing of a staple food cmodity. 
Therefore, there will be no significant (i.e. hannful) effects on 

either the natural or physical envirorment. 
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ANNEX A, 

ACTION MMRAODU FOR n USAID REPRSNATVE 

Fran: Les McBride, Food For Peace Liaison 

I. 	 PROBLEM 

A procurement source/origin waiver from AID Geographic Code 000 (U.S. only) 
to Geographic Code 935 (Sezial Free World) is requested to permit the par
chase of two heavy duty four-wheel drive passenger vehicles and spare parts 
under the Chad Relief and Rehabilitation P.L. 480 Title II Managerial and 
Financial Support subactivity (677.0041.11) 

II. BACKGRUN
 

A. 	 Cooperating Country : Chad 

B. Authorizing Document : 677.0041, 1982 Project Paper;
 
677.0041.11, 1984 Activity Justification
 
Paper authorizing P.L. 480 Title II 
Managerial and Financial Support sub
activities in the imount of $425,000. 

C. 	 Geographic Code : 000 for vehicles 
- 941 + Chad for other commodities 

D. 	 Name of Cammodity Dporter USAID/Chad or an organization contracted. 
by USAID/Chad
 

E. 	 Description of Comicdity Sought : Two heavy duty four-wheel drive passeng'er 

vehicles and spare parts 

F. 	 Manufacturer of Commdity Sought : T.iota or Peugeot 

G. Approxmate value of Ccmrodity
 
Sought : Vehicle : $33,000
 

Spare Parts : 2 000
 
,35,000
 

H. 	 Nature of Funding : Sahel Development Program grant 

I. 	 Procurement Origin : Japan or France 

J. 	 Procurement Source Nigeria, Cameroon, or France 

K. 	 Is the camodity sought fron a Bids only can be solicited fram the only 
sole source or fron more than autambile dealer in Chad, Afrique Service 
one 	source Auto in N'Djamena. Accordingly bids will 

not be sought fram multiple sources. 

http:677.0041.11
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III. DISCUSSICN 

The Chad Relief and Rehabilitation Master Project was authorized in 
Septemnber, 1982 in the amount of $2,822,000 Econamic Support Funds (ESF). 
This amount financed four Activities. A June, 1983 amendment added a 
second tranche of Sahel Development Program (SDP) funds in the amount of 
$2,000,000 which financed a follow-on of one Activity and two new Activities. 
A 1984 second amendment adds a third tranche of SDP funds in the amount of 
$2,225,000 which will fund this Activity in the amount of $425,000. Approval 
of a procurement source/origin waiver in the curmlative amount of $600,000 
was included in the authorization of the 1982 master document to permit 
procurement of vehicles which had their source and origin in countries in
cluded in Geographic Code 935. The $600,000 has long since been exhausted. 

The purpose of this Activity is to assist the Goverrinent of Chad (GOC) in 
creating the conditions for Chadian relief and rehabilitation activities 
to go forward in a timely manner, generally, by identifying and by making 
significant progress toard resolving managerial, technical and carodiity 
constraints in the food supply sector, and, specifically, by assisting the 
GOC to improve and standardize procedures for the receipt, storage, distri
bution, marketing and effective use of sales proceeds of food aid. The 
Activity finances the services of four consultants to work with personnel 
at the GOC National Cereals Office (CtC) and at participating ministries 
in achieving the Activity purpose. To accomplish these tasks, these consul
tants will need to travel throughout the N'Djamena area to various govern
ment and other donor offices and to authorized retail sales locations to 
assure that proceeds from the wholesale sale of food aid granted by the 
United States are being used as intended. 

Roads in this area, if they exist, are very rough, with clear evidence 
of the destruction effected by the armed conflict which began in 1979, and 
with sizeable potholes from both the conflict and the climate. Often roads 
have been completely destroyed. In order to carry out their scope of work, 
the consultants will need tw heavy duty four-wheel drive passenger vehicles. 
Because the sub-project is part of a relief, rehabilitation and reconstruc
tion effort which, by nature, must have a manifest impact within 12-24 
months, much of the rationale for its undertaking will be lost if implementa
tion is delayed. Accordingly, downtime of vehicles for maintenance and 
repair in this land of rough terrain must be kept to a minimum if sub
project implementation is going to proceed according to schedule. 

Therefore, maintenance and repair capability and spare parts availability is 
of central importance. There is no representative for U. S.-manufactured 
vehicles in Chad, nor is there maintenance and repair capability or a spare 
parts inventory for U. S. vehicles in Chad. However, due to a historical 
pattern of considerable imports of Japanese- and French-made vehicles into 
Chad, an extensive service and repair network and an adequate spare parts 
inventory exist in the subproject area. Accordingly, a Japanese- or 
French-made vehicle is best suited to serving the transport needs of this 
Activity. 

IV. JUSTIICATION 

Section 636 (i) of the Foreign Assistance Act of 1961, as amended, re
quires that in order to be eligible for AID-finanoed procurement, motor 



vehicles must be manufactured in the United States unless special
circarstances permit a waiver. AID Handbook 1, Supplement B,
Chapters 4C2d and 5B4A (2) set forth special circumstances under 
which a waiver may be justified. The special ciroanstances which 
are directly applicable in this case are: first, an inability of a 
U.S. manufacturer to provide a particular type of vehicle per Hand
bood 1, Supplement B, Chapter 4C2d (l)(a); seccnd, there is a present 
or projected lack of adequate service facilities and supply of spare
parts for U.S. manufactured vrehicles per Handbook 1, Supplement B,
Chapter 4C2d (1)(b); and, third, "the commodity is not available from 
countries included in the authorized Geographic Code" per Handbook 1, 
Supplement B, Chapter 5B4A (2). 

V. 	 RED2ROMATIM 

For the above reasons, and pursuant to Redelegation of Authority 140, 
as amended, it is recommended that you: 

1. 	 Conclude that special circumstances exist which merit a waiver of 
Section 636 (i) of the Foreign Assistance Act of 1961, as amended; 

2. 	 Waive the procurement source and origin requirements set forth in 
Handbook 1, Supplement B Chapters 4 and 5 to permit procurement with 
AID grant funds of two heavy duty four-wheel drive passenger vehicles 
in the approximate amount of $33,000 with spare parts of about 
I Z000 fron 	countries included in A.I.D. Geographic Code 935; 

3. 	 Certify by signature below that, pursuant to Section 5B4B of A.I.D. 
Handbook 1, Supplement B, exclusion of procurement of this project
vehicle fram Free World countries other than the Cooperating Coun
try and countries included in A.I.D. Geographic Code 941 would ser
iously impede the attainment of U.S. foreign policy obje and 
the objectives of the foreign assistance program. 

Disapproved 

Date
 

Clearance: 	 CONMHfCDorcuo 4P11 
E-XO:RMThacher -a -j/ 

REDSO concurrence provided
 
in Abidjan 11505.
 



ANNEX B 

":CI IT DESI PL,AN 

Introduction 

The United States Government (USG) has approved a P.L. 480 Title II grant 
of five thousand metric tons of rice to the Govenrent of Chad (GOC) for an 
emergency sales program in the N'Djamena area. The USG, through the Agency 
for International Developent, has approved a Sahel Development Program 
grant to finance the Chadian Relief and Rehabilitation Project Subactivity, 
the P.L. 480 Managerial and Financial Support Activity, 677-0041.11. Tech
nical assistance funded by this Activity will aid the National Cereals Office 
(CNC) to establish and implement procedures for managing the rice sale effec
tively with firm financial controls. The proceeds from the wholesale sale 
of the rice will be deposited in a segregated bank account. These proceeds 
are projected to be $1.75 million. The GOC, in signing the Sub-grand Agree
ment for this P.L. 480 Managerial and Financial Support Activity, 677-0041.11, 
and in signing the Transfer Authorization concerning the rice agrees and 
covenants that the proceeds fran the wholesale sale of the rice will be ime
diately deposited in a segregated bank account and will be used only in accor
dance with the plan set forth below, referred to as the Activity Design Plan. 

Section I: National Cereals Office (CNC) Limited Preferred Claim 

The National Cereals Office (CNC) shall have a preferred claim on the pro
ceeds of the wholesale rice sale not to exceed Chadian CFA 80 million (U.S. 
$200,000). The amount may be used for activities which will contribute to 
the rehabilitation and reconstruction of the CNC, including warehouse con
struction and office repair. The activities financed by this claim must be 
completed within ten months of the initial capitalization of the segregated 
bank account for the wholesale sales proceeds. Any amount not used will be
cxne available to finance relief and rehabilitation subactivities according 
to the provisions set forth in the following sections. 

Section II; Subactivity Criteria: Only subactivities conforming to the 
criteria set forth herein will be eligible for authorization by the Ministry 
of Plan. 

Subsection A. Authorized Funding Levels 

Funding for any subactivity must be no less than CFA 200 million 
(U.S. $500,000) and not more than CFA 360 million (U.S. $900,000). 
If the wholesale sales yield about CFA 700 million (U.S. 1,750,000), 
then between two and three projects will be financed. Any interest 
accruing fran the deposit of sales proceeds in the segregated bank 
account will become available for funding of subactivities. 

Subsection B. Life of Activity 

Unless otherwise agreed in writing all Subactivity Completion Dates 
will be no later than eighteen months after the date of 
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the initial capitalization of the segregated bank account' for 
the proceeds of the wholesale rice sale. 

Subsection C. Permissible Geographic Area for Subactivity Im
plementation 

Given that the primary . .asis of the Rice Monetization Pro
ject is to provide rehabilitative assistance, and given the exten
sive war-related damage which occurred in and arond N'Djamena,
higher priority will be accorded those subactivity proposals
which focus upon activities centered in N'Djamena. 

Subsection D. Pennissible Subject Areas of Subactivity Imple
nentation 

Subactivities may be authorized only in the folloing areas: road
rehabilitation and reconstruction; crop protection and food pro
duction; and procurement and distribution of medicines and medi
cal supplies. 

Section III: Subactivity Design Plan Format 

Ohly Subactivities with Design Plan Formats in accordance with the requireinen'ts set forth herein will be eligible for authorization by the Ministry ofPlan. All Subactivity Design Plans must clearly set forth the following in
formation: 

1. 	 The Subactivity Purpose mist be stated. 

2. 	 The indications of End of Subactivity Status must be set forth. 

3. 	 The 0C entity charged with implementing the subactivity must
by identified. It be shownmust that the subactivity will not
overburden the identified G0)C entity, that the GeC personnel
charged with implementation are sufficiently trained and experienced to do so, and that the subactivity is administratively
feasible. 

4. 	 The Life of Subactivity, Geographic Area for Subactivity Im
plementation, and Subject Area of Implementation must be set
forth and must confom to the requirements set forth in Sec
tion II, Subsections B, C, and D above herein. 

5. 	 A Subactivity Implementation Plan and Scbedule must be set
forth. Entities and individuals responsible for each imple
mentation action must be identified. 



6. If procurement is contsr!!ated, a prt plan mast be set 
forth. 

7. 	 The Life of Subactivity Funding must be s'et forth and must be 
within the limits prescribed herein at sction II, Subsection A. 
A detailed badget by line iten which can be used for management,
tracking, and monitoring must be set forth. In addition to whole
sale sales proceeds, the budget must set forth GC contributions 
to the subactivity. 

8. 	 The subactivity must be shown to be profitable and of value to 
its direct beneficiaries. 

9. 	 The Subactivity Design Plan must show that the proposed subac
tivity uses existing institutions and local skills. Preference will 
be given to proposed financing for activities which already are
underway which could be accelerated or expanded for greater effect 
on the capacity of the affected peoples to cope with civil war and 
drought related problems. 

10. 	 The subactivity must be shown not to incur recurrent costs. Pre
ference will be given subactivities shown to incur no, or only
minimal, recurrent costs. 

Section IV: Submission and Authorization of Subactivity Design Plans 

The following procedure is to be followed to obtain authorization to im
plement Subactivity Design Plans. 

1. The appropriate sectoral ministry shall prepare a Subactivity
Design Plan in accordance with Section III herein for each proposed
subactivity. The sectoral ministries most likely to be preparing
Subactivity Design Plans are Public Works, Agriculture, Health, 
and Natural Disasters. 

2. 	 Subactivity Design Plans shall be submitted to the designated office 
in the Ministry of Plan, which shall establish a comittee to auth
orize implementation of proposed subactivities. Designation of 
committee nnbers shall be jointly agreed upon by the Ministry of 
Plan and USAID. 

3. 	 No subactivity may be authorized for implementation before one 
month after the initial capitalization of the segregated bank 
account for the proceeds of the wholesale rice sales. However,
subactivities may be submitted to the Ministry of Plan before 
this date and the Min:.stry of Plan may begin its review of sub
mitted Subactivity Design Plans before this date. The Ministry
of Plan must rank all Subactivity Design Plans submitted before this
date. On this date it immediately may authorize the top ranked 
subactivities considered to have sufficient merit to warrant im
plementation up to the availability of funds. 



4. 	 Subactivity Design Plans submitted after one month following
 
the initial capitalization oZ the segregated bank aocnt for
 
the proceeds of the wholesale rice sale may be considered by
 
the Ministry of Plan on a first care, first served basis and
 
after review, included in the ranking of the already reviewed
 
subactivities.
 

5. 	 The Ministry of Plan may authorize implementation of proposed 
subactivities only after the segregated bank account is capital
ized in an amount sufficiently in excess of Chadian CFA 80 mill
ion to permit full funding of the first proposed subactivity 
without using first deposited Chadian CFA 80 million for sub
activity financing. This first deposited Chadian CFA 80 million 
will be at the exclusive disposition of the CNC for the first 
ten months of the bank account's capitalization, at the end 
of which any amount not yet drawn down by the CNC will be 
available for fundin subactivities. As additional wholesale 
proceeds are deposited in the bank account, implemntation of 
new subactivities may beauthorized if they can be fully funded 
provided that, for the first ten months of the bank account, 
the initial Chadian CFA 80 million will be at the exclusive 
disposition of the CNC. 

6. 	 Authorization of implenentation of all subactivities mist be 
explicitly, quote, subject to the availability of funds, unquote. 

7. 	 All subactivities must be authorized for implementation with 
initial full funding. 

8. 	 All unacceptable and unauthorized Subactivity Design Plans 
shall be returned to the sectoral ministI*which submitted then. 



ANNEX C.
 

SCOPE OF WORK- P1DJECT MAGER 

I. Background: 

In conjunction with a Grant of Title II food aid and the Chad Relief and 
Rehabilitation Subactivity, (the PL 480 Title II Managerial and Financial 
Support Activity), the Government of Chad (GOC) and the Agency for Interna
tional Devglopment (USAID/CHAD) require the services of a Project Manager. 
The Project Manager will assist the personnel of the Chadian Government's 
National Office of Cereals (ONC) to (A) establish systematized management 
procedures, (B) use these procedures to manage and control the receipt, 
storage and sale of five thousand metric tons of PL 480 rice in the N'Djam
ena area, and (C) establish fiscal control procedures covering the deposit 
of the sale proceeds. The procedures will be set forth in a written Opera
tional Plan for camodity and financial management. In addition, the Pro
ject Manager will assist all participating sectoral ministries and the 
Ministry of Plan to plan, to approve subactivities, and to disburse the 
sales proceeds in accordance with an Activity Design Plan for implementa
tion of these approved relief and rehabilitation subactivities. In doing 
so, the Project Manager will assist GOC personnel to establish systenatized 
procedures for the planning, authorization, amd financial disbursements 
which may be applicable to other assistance projects. 

II. Specific Duties
 

Under the direction of USAID/CHAD, the Project Manager's duties shall in
clude but not be limited to the following specific duties: 

1) Coordinate between GOC and an A.I.D. Contract Management Team carry
ing out a task order to (A) review the existing GOC commodity and financial 
management systems and procedures; (B) revise existing systems and/or devel
op supplemental records, procedures, docunentation formats, reporting and 
control procedures as appropriate to assure compliance with A.I.D. manage
ment criteria, and (C) introduce the revised systen to appropriate GOC per
sonnel charged with managing the PL 480 Food Aid Program. 

2) Assist the COC personnel to establish and implement an operational 
plan for commodity and financial management, setting forth standardized 
management practices and control procedures for the receipt, storage, con
trol and sale of a homogeneous food commodity and the receipt, accounting 
and deposit of proceeds generated fron the sale of these commodities. 

3) Assuxe that the management practices and control procedures corfonn 
with sound project management practices in general and with the A.I.D. 
managanent criteria set forth in A.I.D. Handbooks Nine and Nineteen, Reg
ulation 11, and management directives as may be issued by USAID/CHAD. 
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4) In consultation with USAID/CHAD, incorporate any required changes 
into the Operational Plan whi%-h will cover, inter alia, administrative 
directives to guide O]c management operations, docunentation fornats, 
iiscal procedures, reports scheduling, and qualification criteria to 
be applied when certifying retail merchants. 

5. Assist the ONC personnel to develop criteria to be used in certifi
cation of retail merchants who will participate in the rice sales pro
gram, provide guidance for the certification of these merchants, and
 
monitor compliance under the certification criteria.
 

6) Brief appropriate CNC personnel concerning the implementation of 
the Operational Plan and, with the Cocxity Manager, monitor its im
plementation and provide reinforcing guidance as necessary. 

7) Verify with CNC executive personnel that a segregated bank account 
is established for the wholesale sales proceeds of the rice and monitor 
deposits to and withdrawals from this account to assure proper manage
ment. 

8) Monitor periodically the disbursement of sales proceeds for approved 
sub-project purposes, i.e., the procurement of the equipment, materials 
and services by the designated agencies, and t:ha delivery of the procured 
items. 

9) Brief personnel of participating sectoral ministries concerning the 
provisions and requirenent of the Activity Design Plan; assist these 
sectoral ministries in the preparation and proper submission of their 
subactivity plans; assist the Ministry of Plan during the authorization 
of subactivities for funding from sales proceeds; and assist GOC sub
activity managent personnel in the initial implementation of the sub
activities. 

10) Consult with otherA.I.D. contractors, A.I.D. staff, and with per
sonnel from the Sahel Regional Financial Managemnt Project who are 
working with the same ministries to assure mutual reinforcement of ef
fort and to avoid duplication of efforts or inconsistent efforts. 

11) Assist the GOC agencies to prepare periodic reports for USAID/CHAD 
on the Title II ccrmodities and the generation, deposit and use of the 
local currency sales proceeds as required to satisfy PL 480 and A.I.D. 
reporting criteria. 

12) Submit quarterly reports to USAID/CHAD, the Ministry of Plan and the 
ONC, describing activities undertaken during the quarter, project progress 
to date, any impediments to successful implementation, and proposed 
methods of dealing with the impediments, and a final report as a sum
mazy of activities undertaken. 
Qualifications 

The Project Manager must be a senior development technician with a 
strong financial background and a French Language capability of S:3 
R:3. Candidates must have demonstrated experience in project planning 

2 
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and implementation in less developed countries, preferably in the 
Sahel. Candidates should have at least a bachelor's degree in 
Management or equivalent and at least three years' experience is de
sirable in accounting, financial managenent and control, project
development planning or equivalent. Candidate will also be exper
ienced in and knowledgeable about application of financial controls 
and accounting practices to food aid prograns. 

IV. Conditions of Emplonent: 

1) It is anticipated that the Project Manager services would be 
required for a period of fourteen (14) months in Chad starting O/A 
August 1, 1984. 

2) In-country housing and furnishing to be provided by USAIc/.HAD. 

3) in-country transportation to be provided through USAID/CHAD motor 
pool for perfonrance of contractor services. 

4) In-country support services to. be provided by USAJD/CHD. 

91
 



SCOPE OF W. - t* IY MANAGER 

I. Background: 

In conjunction with a grant of Title II food aid and the Chad Relief 
and Rehabilitaion Subactivity (the PL 480 Title II Managerial and Fin
ancial Support Activity), the Government of Chad (GOC) and the Agency 
for International Development (USAID/CHAD) require the services of a 
Commodity Manager. The Commodity Manager will assist the personnel of 
the Chadian Government's National Office of Cereals (CNC) to A) estab
lish systematized management procedures, and B) use these procedures 
to manage and control the receipt, storage and sale of five thousand 
metric tons of rice in the N'Djamana area and the materials and commod
ities procured from the proceeds generated fram the sales. 

The procedures will be set forth in a written Operational Plan for con
modity and financial management. In addition, the Ccmmodity Manager 
will assist all participating sectoral ministries and the Ministry of 
Plan to disburse these sales proceeds in accordance with an Activity 
Design Plan to achieve relief and rehabilitation subactivities. In 
doing so, the Commodity Manager will assist GOC personnel to establish 
systematized procedures for materials and ccmmodity management which 
may be applicable to other assistance projects. 

II. Specific Duties: 

Under the direction of USAID/CHAD, the Commodity Manager's duties shall 
include but not be limited to the following specific duties: 

1) Coordinate between the GOC and an A.I.D. contract management team 
carrying out a task order to A) review the existing GOC commodity and 
financial manageant systems and procedures; B) revise existing sys
tens or develop supplemental records, procedures, documentation formats, 
and reporting and control procedures as appropriate to assure compli
ance with A.I.D. management criteria; and C) introduce the revised sys
ten to appropriate GOC personnel charged with managing the PL 480 food 
aid program. 

2) Assist the CNC personnel to establish and implement an Operational 
Plan for commodity and financial management setting forth standardized 
management practices and control procedures for the receipt, storage, 
control and sale of a homogeneous food commodity and the receipt, account
ing and deposit of proceeds generated from the wholesale of such cammod
ities. 

3) Assure that the management practices and control procedures conform 
with sound project management practices in general and with the A.I.D. 
managenent criteria set forth in A.I.D. Handbooks Nine and Nineteen, 
Regulation 11, and management directives as may be issued by USAID/CHAD. 
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4) Assist the CaC personnel, especially warehousN~enand other ad
ministrative personnel, in systaatizing procedures for the rec-eipt, 
storage, control, and sale of food grain and in applying those pro
cedures to the receipt, storage and sale of the PL 480 rice granted 
in conjunction with this project. 

5) Instruct the CNC warehousemen thoroughly as to the procedures to 
be followed and the forms to be completed at all stag.s between the 
rice receipt and sale and rehearse these procedures with the ware
housenenbefore the arrival of the rice. 

6) Monitor warehouse and wholesale sales operations daily to assure 
they conform to the directives set forth in the written Operational 
Plan for commodity and financial management. 

7) Verify that rice is sold only to certified retail merchants, and 
periodically monitor retail sales to assure that rice is being sold 
at retail at the agreed upon price. 

8) Monitor periodically the procurement of equipment, materials and 
services by the designated GOC agencies, which are financed with sales 
proceeds for approved subactivity purposes and the delivery of the 
procured itans. 

9) Assist the GOC agencies to prepare periodic reports for USAID/CHAD 
on the Title II commodities and the generation, deposit and use of the 
local currency sales proceeds.
 

10) Furnish USAID/CHAD and the chief CNC executive with a monthly re
port describing activities undertaken during the month, activity pro
gress to date and impediments to successful implementation and pro
posed methods of dealing with the impediments, and a final report or a 
summary of all accomplishments and activities undertaken. 

III. Qualifications: 

The Commodity Manager mst have French language capability of at least 

S: 3 and R: 3. A college degree in administration or equivalent is 
desirable. Candidate must have a minimum of three year's experience in 
ocamodity receipt and dispatch procedures; warehouse facilities, equip

ment, procedures, and reporting; bagged grain storage practices; com
modity and materials stock records, and reporting; and funds control 
and deposit procedures. Previous experience with managing a PL 480 
food aid program is desired. 

IV. Conditions of Employment: 

1) It is anticipated that the Ccmmodity Manager's services would be re
quired for a period of seven (7) months in Chad starting 0/A August 1, 
1984.
 



2) In-ccuntry housing and f1Unishing to be provided by uSAMD/OAD.
 

3) In-country transportation to be provided through USAID/CHAD motor
 

pool for performance of contractor services.
 

4) In-country support services to be provided by USAID/asA.
 



ANNEX D 

MINIMAL COTET
 

OF 

OPERATIONAL PIAN FOR COCDITi MAACENT 

To 	be drafted by 677.0041.11 Technical Assistance Team with the Aooountant/ 

Financial Management Specialist as primary drafter 

The Operational Plan for Camiodity Management shall address, at a mininn: 

1. Prescribed procedures for:
 
a. Grain Receipt and receipt accounting
 
b. Grain storage and preservation
 
c. Periodic grain checks while stored
 
d. 	 Grain wholesale sale and accounting 
e. Grain retail sale and monitoring
 
f. 	 Criteria and method for certification of grain retail merchants 
g. 	 Criteria and method for wholesale and retail price determination 
h. 	 Funds deposit and control of wholesale sales proceeds . 
i. 	 Applying sanctions on grain retail merchants who abrogate the terms 

of their sales agreement with ONC 

2.- Accounting procedures and forms for: 

a. Grain receipt
 
b. Grain storage
 
c. Grain losses and claims
 
d. Grain spoilage
 
e. Crain wholesale sale
 
f. Grain retail sale
 

3. Reporting procedures, including a specification of what information is 
to be reported to whon, and when - ocerning: 

a. Grain receipt
 
b. Grain storage
 
c. Grain loss
 
d. Claim for lost grain
 
e. Grain spoiled
 
f. Claims for spoiled grain
 
g. Wholesale grain sale
 
h. Retail grain sale. 
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ANNEX E 

NARRATIVE SLM 

Progran Sector Goal: The broader objective to which the project contributes: 

Amelioration of conditions within Chad created by more than four years of inten
sive fighting (1979-1983), over eighteen years of civil strife, the 1969-1974
 
Sahelian drought, and continuing periodic drought;
 

Contribution to economic, and thereby, political stability to facilitate growth
of danestic and foreign confidence in the government of Hissein Habre, and as a
 
consequence, improvement in the quality of life of the rural poor;
 

Project Pupoe:
 

To assist the GOC in creating the conditions for Chadian relief, rehabilitation,
and reconstruction activities to go forward in a timely manner, generally, by
identifying and by making significant progress toward resolving managerial and tech
nical constraints in the food supply sector, and specifically, by assisting the GOC
 
to improve and standardize procedures for the receipt, storage, distribution, market-
ing, and effective use of sales proceeds of food aid.
 



Establishment of and adherence to adequate managerial, financial, and inventory 
procedures and controls for food aid programs, and establishment of and adherence 
to procedures for assuring that financial resources generated by food aid programs 
are used for legitimate, well reasoned and approved subactivities. These controls 
and procedures are to be set forth in a written Operational Plan developed by the 
technical consultants re receipt, storage, wholesale sales and distribuiton of and 
the use of wholesale sales proceeds of the food commodity granted by U.S. to GOC 
under P.L. 480 Transfer Agreemnent. 

AID 

1. 	 Four technical assistance personnel, their international transport, and their 
in-country support.
 

2. 	 Two heavy duty four-wheel drive passenger vehicles. 

GOC 

1. 	 Salaried counterpart personnel. 

2. 	 Short term storage facilities and equipment of the CNC to handle P.L. 480 
Title II food caiin dities granted to Chad in conjunction with the activity. 



OBJECTIVELY VERIFIA= MICATORS, 

Measures of Goal Achievement: 

Development of physical, institutional, and human infrastructure of food supply 
sector to solidify resolution of identified constraints. 

Improved capacity of Habre , nerrment to resist political threats and attract donor 
funds and private capital so that the GOC focus can shift froin rehabilitation and' 
reconstruction to development. 

Conditions That Will Indicate Purpose Has Been Achieved; End of Project Status: 

Food grain granted by U.S. to GOC pursuant to US/GOC P.L. 480 Transfer Authorization has 
been distributed according to procedures (conforming to AID management directives set 
forth in AID HB 9, Regulation 11, and in Management Directives of USAID/Chad set forth 
in written Operational Plan. 

Procedures have been established and implemented - (at the CNC and elsewhere) - and are 
in place to be inplemented as needed for effective management of future food aid en
deavors. The procedures shall cover at least the following areas: 

-food comodity receipt and dispatch 
-warehousing and storage practices 
-stock records and controls 
-distribution 
-marketing 
-sales documentation 
-funds control and deposit 
-reporting and record keeping
-design, implementation, and monitoring of rehabilitation and reconstruction projects 
-and sub-endeavors financed by sales proceeds of food aid. 

GOC capactiy to design, implement, and monitor projects, including development projects, 
is inproved. 

Two to four rehabilitation and reconstruction subactivities ccmpleted. 

All "conditions" will be manifest within 24 months of the signing of the Subgrant Agreement. 
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.a.g-tide of Outputs: 

-1: ritten Operational Plan resulting in establishment of: 

-1: 	 Food cumrdity warehouse stock control systen in CNC, including formats 
for fonTs, accounts, and reports, - - and written directives for 
standard operating procedures. 

-i: 	 Food comodity wholesale marketing system including financial mnlageent 
procedures in N'Djamena area for a single staple cereal grain with 
written directives for standard operating procedures. 

-1: 	 Financial management system for local currency sales proceeds incluing 

formats for forms, accounts, and reports, - - and written directives 
for standard operating procedures. 

All outputs should be verifiable within 24 months after the onencement of this 1 
project. 

IDTleentation Target Type and Quantity: 

See AJP Financial Plan and Analysis and Implementation Schedule. 



1MS OF VERIFICATIM 

Absence of manifest armed conflict or ease of resistence to any armed threat by 
Habre government.
 

Increased influx over ten year period of donor assistance and private investment (es
pecially return of private investment terminated during civil insurrection) per donor, 
IBRD, UN, and GOC records, and per private comercial records. 

U.S. Government reports and data concerning Chad. 

Design documents and implementation reports for U.S. funded relief and/or developent 
endeavors (public or private) in Chad.
 

Site inspection of CNC premises; verification of CtC adherence to procedures directed 
by written Operational Plan by consulting CNC records, reports, and data, and by ob
serving OC operations. 

Reports, records, and data of technical assistance personnel financed by this project. 

Project evaluation.
 

Site inspection of food grain warehouses. 

U.S. reports on Chad. 



Inspection of Operational Plan.
 

CW records, reports and data.
 

AID records, reports, and data.
 

Records, repor-ts and data of technical assistance personel, finance ~by this project.
 

observation and ironitoring of prjet plermentation by AID pers.onnel
 

Project evaluation.
 

U.S. reports on Chad.
 

AID, GOC, and technical coonsultants'recordseo a financia do-ments.: 

Project evaluationv.
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I1MWORIT ASSJ4PTI'CNS-

fo-ndation of domestic and foreignGc0e_.rn-nt of Hissein Habre has a sufficient 
and administrative ,etence and integrity to be ableconfidence, and of mwngerial 

use them confidence above an elementaryto assi.ilate resoarces and to aug7-ent 
survival level. 

CtC and other involved GOC entities have sufficient experienced personnel with enough 
and eventually manage and o.nitor effectivelyappropriate training to participate in 

and the approved use of the
by thenselves the administration of food aid programs 

sales proceeds generated by those programs.
 

N!o severe drought and/or other natural calamity.
 

Continuation of AID bilateral presence in Chad during this project's 
active life.,'
 

providing infcuration to project related personnel.
Chadian officials cooperate freely in 

Ass.rmptions for Achieving Purpose: 

foreign co.fidence,
Gcverrnent of Hissein Habre has a sufficient foundation of donor and 

to assS-ilate 
and of managerial and administrative competence and integrity to be able 

surival level.them to augment confidence above an elenntaryresources and use 

CNC and other involved GOC entities have sufficient experienced 
personnel with


The 
enough appropriate training to participate in and eventually manage and monitor 

effectively by themselves the administration of food 
aid programs and the approved use
 

of the sales proceeds generated by those programs.
 

TA procured is qualified to help identify and resolve food 
supply sector constraints,
 

especially as they impinge upon administration of food 
aid programs.
 

Continuation of AID bilateral presence in Chad during 
this project's active life.
 

Antecedent and related to this project, food grain is
granted to the GOC 1by U.S.
 

for an erergency food sales program.
pursuant to P.L- 480 Title II 


Chadian officials cooperate in providing information 
to project related personnl.,
 



Ass-tions For Achieving Outputs: 

Government of Hissein Habre has a sufficient fou.'dation of dxmestic and foreign 
-_nfidence, and of managerial and adinistrative cnipetence a.nd integrity to be able 
to assimilate resources and use them to augment confidence above an elementary 
survival level. 

ONC and other involved GOC entities have sufficient experienced personnel with e.-aigh 
appropriate training to participate in and eventually manage and monitor effectively 
by tlha-,selves the adninistration of food aid programs and the approved use of the 
sales proceeds generated by those programs. 

TA procured is qualified to work with GOC counterparts, draft an effective Operational 
Plan, atd assure adherence to the Plan during the implementation of this project. 

Technical consultants financed by this project are effective in working with WC and 
other GOC personnel. 

Continuation of AID bilateral presence in Chad during this project's active life. 

Antecedent and related to this project, food grain is granted to GOC by U.S. prsuant 
to P.L. 480 Title II for an emergency food sales program. 

Chadian officials cooperate freely in providing infonmation to project related
 
personnel.
 

Assurrptions for Providing Inputs: 

AID and GOC proposed funding levels are approved by their respective gcovern-nts, 
and obligations and disbursements are made on a timely basis. 

GOC satisfies conditions precedent on a timely basis. 

Appropriate consultants can be recruited to provide the required technical assistance. 

Antecendent and related to this project, food grain is granted to the GOCby the U.S. 
pursuant to P.L. 480 Title II for an emergency food sales program. 
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ACTIVITY JUSTIFICATION PAPER
 

SUBMITTED BY CARE-CHAD 

ACTIVITY TITLE FY'85 RURAL RECONSTRUCTION FOOD-FOR-WORK-PROGRAM. 

I. INTRODUCTION 

The program of activities proposed in this document constitutes an
 

extension and expansion of Rural Reconstruction efforts undertaken by CARE-


Chad in recent years with U.S. Government financing. In particular, the
 

proposed program builds on the base of experience gained under USAID's FY
 

'1984 grant to CARE-Chad for the restoration of agricultural and sanitation
 

infrastructure. This grant was signed in October 1983 and, in the November
 

1983-May 1984 peroid, eleven projects were implemented in five prefecutres..
 

This first program, implementation of which will continue until April 1985,
 

has permitted CARE to refine its operational approach to the execution of
 

such projects and has also allowed for the:identification of those
 

'
 additional projects proposed for the current program.
 

For its FY'85 program, CARE-Chad proposed continuation of the
 

agriculture and sanitation components, the addition of a forestry component,
 

increased geographic concentration of sites within a slightly expanded
 

project zone, a doubling of CARE expatriarp field staff, enhancement of COC
 

counterpart participation, and an increase in USAID funding to $1,275.000
 

from $950,000 in FY'84.
 

The sectoral, geographic, and urban/rural distribution of the
 

proposed activities is as follows : a) Sector - 60% agriculture, 20%
 

forestry, and 20% sanitation ; h) Region - approximately 70Z of project
 

resources will be devoted to zones receiving less than 900 - 1000 mm of
 

rainfall per year and c) Urban-Rural - 100% of planned activities are
 

.located outside of N'Djamena and only approximately 20% are located in
 

Yb,
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secondary urban areas of 20.000 or more inhabitants. This distribution of
 

activities is consistent with USAID/N'Djamena's recently prepared FY'86
 

Country Development Strategy Statement*
 

If all approvals of the present Activity Justification Paper are
 

secured by August 1984, the proposed program can be operational for the full.
 

1984-85 dry season ; during this peroid, the FY'85 program will be
 

implemented in conjunction with the last phase of the FY'84 program.
 

Implementation of this program will then continue independently for a second
 

cycle, i.e., until mid-1986.
 

A number of points highlighted by the USAID-CARE mid-term evaluation 

of theproject (See Attachment One.) in May - June 1984 have been taken into 

explicit consideration in the elaboration of this Activity Justification 

Paper. These are summarized below: 

A. LOGISTICS
 

The FY'84 project zone was situated along an axis stretching
 

approximately 350 Km. to the northwest of N'Djamena and 500 Km. to its
 

southeast. Road conditions along all but the shortest stretches are very
 

poor at best ; considerable areas of the country are completely inaccessible
 

from N'Djamena, even by all-terrain vehicle, for a period of 2 - 5 months
 

each year.
 

Ta adapt its operations more efficiently to these considerations,
 

CARE-Chad will modify the operational plan for its reconstruction efforts in
 

numerous ways
 

1) Given the increased budget for the FY'85 program, and its
 

conurrent implementation with th3 second half of the FY'84 program, the zone
 

of intervention will be slightly expanded. To the list of five prefectures
 

covered under the FY'84 program (Lac, Chari-Baguirmi, Mayo-Kebbi, Tandjile
 

and Logone Oriental) will be added an additional two (Logone Occidental and
 

.qJ
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Moyen-Chari). Such an extension will do little to exacerbate logistical
 

problems as these new areas are continguous to the current ones and linked
 

to their southern extreme (Doba) by the Sarh - Moundou road, currently under
 

improvement (project financed by F.E.D.). (See maps - Attachments Two and
 

Three). Any further geographical expansion, however, is deemed
 

ill-advised. (Note that FY'84 continuation activities are fully covered by
 

the earlier grant and require no additional funding.)
 

2) Within the defined zone of operation, increased attention will be
 

paid to the geographic concentration of sites. This will permit increased
 

efficiency in food and material deliveries and site supervision as well as
 

the integration of the various program components (especially forestry and
 

agriculture);
 

3) Secondary bases of operation will be set up in areas of project
 

concentration (Guelendeng, Bongor, Lai, Doba, Koumra, Massaguet and Bol
 

among others). These bases will have modest staff housing , storage
 

facilities, one or more full time-resident national staff, and whatever
 

means of transport deemed necessary. From each such base, one or more
 

project activities will be implemented and monitored. In addition to these
 

secondary bases, a primary base of operations will be set up in the south to
 

facilitate coordination of activities during the critical period of the
 

implementation cycle (November - June).
 

Houndou, the capital of the prefecture of Logone Occidental, has been
 

tentatively selected as the location of this base. This base will have a
 

full-time resident international Staff person, one or more national support
 

staff, light and heavy transport capacity, storage facilities, and
 

rudimentary sub-office financial and administrative systems. Moundou has
 

been selected for the following reasons:
 

a), reasonably reliable and inexpen3ive connections by air from
 

N'Djamena and by road to Sarh and Cameroon;
 

b) telecommunications facilities;.
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c) large commercial and industrial presence offering good
 

possibilities for procurement (at .lower cpst than in N'Djamena for many
 

items) check-cashing, and other similar facilities; and
 

d) living conditions appropriate to the full-time assignment of an
 

International Staff person.
 

B. STAFFING 

The increasing number of projects, the expansion of the project zone,
 

and the intensive requirements of such activities (as per the experience of
 

the FY'84 program) for international technical and managerial supervision,
 

.necessitate an expansion of the expatriate technical assistance component of
 

the project. Four full-time project staff will be involved in the field
 

implementation of the FY'84 Rural Reconstruction Program (including the
 

.second half of the FY'84 Program) as opposed to two under the FY'84
 

program. Of the four, three will be based in N'Djamena and travil
 

extensively. In addition to this field staff, there will be an
 

N'Djamena-based project manager; the project will also occupy-CARE-Chad
 

international administrative personnel on a part-time basis.
 

C. OTHER CONSIDERATIONS
 

While the basic formula of the FY'84 program has proven to be a viable
 

one, at least one modification, in addition to those listed above, is
 

planned in order to increase the impact of CARE-Chad's intervention. The
 

essence of this modification is that an increased effort will be made to
 

more fully integrate counterpart agency field and central staff in the
 

implementation of activities. Attention will also-be paid to the provision
 

of key but limited material inputs directly to such counterparts so as to
 

provide both an incentive and the means to more fully participate in the
 

proposed activities. It is hoped that counterparts will be prepared to put
 

more into the projects if they perceive immediate, tangible benefits to such
 

participation.
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I. ACTIVITY DESCRIPTION 

A. PROJECT GOAL 

1. OVERALL
 

The physical infrastructure of Chad's rural areas and secondary urban
 

centers underwent extensive deterioration during the country's most recent
 

phase of civil unrest. The present program proposes to undertake a
 

selective rehabilitation of infrastructure basic to the reestablishment of
 

normal economic activity. CARE-Chad's'experience in FY'84 indicates that
 

the need for such rehabilitation is enormous and the potential benefits
 

large; furthermore, virtually no external assistance (central government or
 

international) is at present being directed into reconstruction efforts in
 

the project zone.
 

The program presented in this Activity Justification Paper, is
 

designed to improve socio-economic conditions in Chad's rural and secondary
 

urban areas in the following ways:
 

a. Render more efficient on-going economic activity, particularly in
 

the agricultural sector, through the repair or upgrading of public or
 

otherwise shared facilities or structures (e.g. repair of irrigation
 

structures to increase the efficiency with which scarce water resources are
 

utilized);
 

b. -Directly and indirectly stimulate expanded production in the
 

target local economy. Modest capital investments are expected to stimulate
 

production via a multiplier effect. Production in the agricultural and
 

forestry sectors will be directly stimulated by bringing new surface area
 

under irrigated cultivation, reclaiming additional such areas, and reviving
 

a system for the production and distribution of fruit and agroforestry
 

seedlings. In addition to these direct benefits, significant indirect
 

benefits will result from the extensive backward linkages of such projects
 

to the local economy (demand for such local goods and services as mud and
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baked bricks, simple tools, gravel extraction, carpentry and masonry

services, etc.). Further, it is hoped that, by stimulating some such
 

activity in areas where virtually none is presently occuring, some tangible
 

material (and intangible moral) support will be provided to local officials
 

and the population at large in their efforts td rebuild the Chadian
 

economy. It is also hoped the successful implementation of such
 

reconstruction activities will attract future interest and investment on the
 

part of the central government and international donors. In these ways, it
 

is hoped that modest investment in physical infrastructure can serve as the
 

basis for long-term development efforts;
 

c. Provide modest support and encouragement to national and
 

counterparts so as to strengthen their now virtually non-exIstent capability
 

and motivation to participate in the country's reconstruction;
 

d. Improve living conditions of Chad's rural and secondary urban
 

population through the rehabilitation and upgrading of public sanitation
 

facilities and services;
 

e. Generate short-term (esp. off-season) employment opportunities
 

for large numbers of skilled and unskilled workers; and
 

f. Inject PL 480 commodities into local markets where basic
 

food-stuff deficits remain the general rule on a basis other than that of
 

free emergency distributions.
 

2. SECTOR-SPECIFIC STATEGIES
 

The following three sectors were selected for inclusion in the
 

proposed program: a) agriculture; b) forestry; and c) public
 

hialth/sanitation. These three sectors were selected jointly by CARE/Chad
 

and USAID/Chad with the following considerations in mind:
 

a) Agricultural development is judged by both the CARE and USAID
 

missions in Chad to be the country's top development priority; furthermore,
 

the experience of the FY'84 agricultural restoration activities provides a
 

solid base of suacess upon which to build;
 

5 1
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b) Forestry was selected for its potential long-term effects on
 

rural income generation and environmentel degradation. An emphasis on fruit
 

and agro-forestry species reinforces the emphasis on food
 

production/agriculture; furthermore, CARE has considerable experience (in
 

Chad and elsewhere in the Sahel) and expertise in this sector upon which to
 

draw; and
 

c) Sanitation was selected in light of the priority placed in the
 

umbrella Chad Relief and Rehabilitation Project on this sector, the priority
 

placed on it by local municipalities, and the considerable long-term public
 

health benefits to be derived from improved drainage conditions in areas of
 

significanz population concentration. Also, the experience of CARE's FY'84
 

.involvement in this area has been positive and has permitted the refinement
 

of an appropriate technical approach.
 

The following are summary statements of the strategy propo,ed by
 

CARE-Chad for each of the selected sectors:
 

a. Agriculture
 

i. Introduction 

Years of civil unrest and unreliable rainfall have wreaked havoc on
 

Chadian agriculture. This is particularly true of the food production
 

sub-sector where chronic deficits havt necessitated large-scale importation
 

of emergency food assistance during recent years. The commerical
 

agriculture sub-sector, primarily sugar and cotton, has been largely
 

reestablished but such has not affected staple food production significantly
 

as the cash crop sector has its own independent systems of supply,
 

extension, processing, and marketing. While the most recent cotton crop
 

reached record levels, cereals production in the same zones has been poor
 

due to unfavorable rainfall conditions and the lack of resources and
 

attention devoted to the sub-sector.
 



ii. Coal
 

The goal of CARE's intervention in the agricultural sector is the
 

expansion of agricultural, particularly food, production. This is to be
 

accomplished through the rehabilitation of existing irrigated production
 

areas, the expansion of surface area under irrtgation, and the provision of
 

material assistance both to cultivators and the local agents of the Ministry
 

of Agriculture.
 

iii Approach 

CARE-Chad has been involved in an extensive program of agricultural
 

infrastructure rehabilitation since November 1983. During that period, the
 

focus has been on the rehabilitation of irrigated perimeters, ranging in
 

size from parcels of several hectares to rice production areas of thousands
 

of hectares. Neglected irrigation canals have been repaired, damaged
 

erosion control structures rebuilt, and pumps overhauled. The emphasis has
 

been on upgrading or extending existing infrastructures rather than creating
 

new ones. These improvements were carried out exclusively with local
 

skilled and unskilled manpower, consequently their maintenance is within
 

local means. Most of these sites are located near Lake Chad or along the
 

banks of Chad's two major rivers, the Chari and Logone.
 

This approach has proven to be basically sound and, as such, will be
 

continued under the new program. Emphasis will: continue to be placed on
 

food (especially cereals) production and, as rainfall variability is viewed
 

as a key constraint, the rehabilitation and expansion of the country's
 

surface area cultivated under irrigation wiill be accorded priority. The
 

program will be managerially and logistically self-contained, but increased
 

attention will be paid to the participation of counterparts in project
 

execution. It is expected that one or more of the activities undertaken in
 

fiscal years 1984 and 1985 will serve as the basis for the future long-term
 

agricultural development projects of CAIRE (and other agencies).
 



b. Forestry. 

L. Introduction
 

Activity in forestry, like that in the food-production sub-sector of
 

agriculture, has been virtually non-existent since the iutbreak of
 

hostilities in 1979. While the consumption of wood 'for fuel, 'construction
 

and other purposes has continued apace, tree-planting activity has remained
 

at a very low level.
 

Of the extensive network of nurseries functioning.in 1979, practically
 

none is functioning (apart from that of N'Djamena) today* This imbalance
 

between the depletion and regeneration of Chad's forest resources is a
 

serious one, and, if permitted to persist, vll contribute to further
 

environmental degradation and concommitant declines in the country's
 

economic carrying capacity.
 

ii. Goal
 

The goal of the proposed intervention in the forestry sector is one of
 

narrowing the growing imbalance between the demand for and supply of
 

forestry products, doing so in such a way as to produce the maximum possible
 

economic benefits for low-income rural Chadians.
 

This goal will be pursued in the following ways:
 

1. Reestablishment of part of Chad's forestry infrastructure through
 

the rehabilitation and operation of selected nurseries;
 

2. 	Improvement of land-use through the introduction and/or
 

reinforcement of agro-forestry techniques:
 

3. 	Enhancement of rural income-generating opportunities and
 

achievement of increases in the quantity and variety of local food
 

supplies through the production of fruit-bearing trees:
 

vi 

http:functioning.in
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4. 	The maintenance and exploitation of forestry assets inexisting
 

plantations and the development of new assets in'the form of
 

orchards and plantations; and
 

5. 	 Practical trnining of Government forestry personnel., 

iii. Approach 

The basis of CARE's proposed approach to the forestry component of
 

this program is that of taking maximum advantage of the basis established
 

and experience gained under CARE-Chad's large-scale involvement in forestry
 

in the mid-to-late 1970s (especially the USAID - funded Accacia Albida
 

.project). All nursery sites selected are ones which operated under this
 

program; selection was done on this basis of remaining physical
 

infrastructure, surviving forest resources, and apparent receptivity of the
 

local population, as well as a concern for a rational geographic
 

distribution of nurseries. A site-specific strategy has been duSveloped for
 

each nursery based on rainfall conditions and assessment of what had or had
 

not 	previously worked in that location; varying mixes of fruit,
 

agroforestry, firewood, and construction wood species will be tested. The
 

conscious focus of this strategy is one of improving directly (fruit tree
 

seedling production) and indirectly (productioa of agroforestry species to
 

reduce environmental deterioration) the long-term income-generating
 

potential of low-income Chadians.
 

c. Public Health/Sanitation
 

I. Introduction
 

In most of Chad's larger towns, a common sight during the rainy season 

is that of large pools of standing water. The absence of adequate drainage 

facilities not only renders life in Chad's town and cities unpleasant during 

the rainy season, it also constitutes a major health problem. Drinking
 

water supplies becomes contaminated and pools of standing water become
 

breeding grounds for insects; the result is high incidences of almost the
 

entire range of water-related diseases.
 

91 
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ii. 'Goal
 

The goal of this activity is the reduction of conditions in Chad's
 

secondary urban areas which .contribute to the current high rates of
 

morbidity related to water borne diseases. The focus of efforts to achieve
 

this goal is the reduction of standing water in areas of significant
 

population concentration through the upgrading of old drainage systems and.
 

the construction of new ones. Other ancillary benefits, such as improved
 

vehicular traffic in major arteries, are also expected.
 

Ill. Approach
 

The basic technical approach adopted for last yearis intervention in
 

this sector has proven valid and will be continued. Trenches will be dug by
 

hand, correct slopes established by surveying, brick-lined drainage canals
 

constructed. The technology is appropriate in that the necessary skilled
 

labor and key construction materials (e.g. baked bricks) can be found
 

locally.
 

B. Project Timing
 

Implementatiion of the proposed activities in the agriculture,
 

forestry, and sanitation sectors, particularly in a country with virtually
 

no paved roads, must conform to a well-defined seasonal schedule. The bulk
 

of field $mplementation must occur in the period from October/November to
 

May/June. The June-October rainy season renders much of the country
 

inaccessible and is also the peak season for agricultural activity; it is
 

thus an inappropriate time for food-for-work projects in most parts of the
 

country. In order for the proposed program to be operational in time to
 

take full advantage of the 1984-85 dry season, all necessary approvals
 

should be obtained by August 1984. At least two to three moiths of
 

lead-time is necessary for start-up activities (especially staffing and
 

procurement). A pointed out in the Implementation Progress Evaluation of
 

the FY'84 progcam, most implementation shortfalls for 1983-84 dry season
 

activities were attributable to a later than desirable start-up.
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The duration of the proposed program is 24 months, thus permitting two
 

full cycles of project activities. The dry seeason will be devoted to the
 

implementation of the majority of the project's sub-activities in the
 

central and southern parts of the country. During the 1984-85 dry season,
 

the last phase of activities under the 1984 program will be implemented in
 

conjunction with those of the presently-proposed program. The rainy season
 

will be devoted to the implementation of a limited program of activities in
 

the northern part of the country (plus the outplanting phase of the forestry
 

component) as well as project planning and other preparatory activities.
 

C. Project Location
 

As discussed n che introduction to this Activity Justification Paper,
 

the proposed program will be operational in the same zones as was the FY'84
 

program; in addition, the project's area of operations will be somewhat
 

expanded at its southern extreme. To the FY'84 list of six prefectures
 

(Kanem and Lac in the North, Chari-Baguirmi in the Center, and Mayo-Kebbi,
 

Tandjile and Logone Oriental in the South) have been added the prefectures
 

of Logone Oecidental and Moyen-Chari. (See map-Attachment Two). To render 

this expanded project zone manageable, several modifications in logistical
 

arrangements, staffing pattern, and implementation plan will be introduced
 

in the FY'85 program. The key elements of the strategy (discussed at length
 

in the introduction) are: 1) Increased geographical concentration of
 

sites; 2) Increased staffing level; and 3) The establishment of a
 

southern logistical based for the October-June implementation cycle. It is
 

also hoped that the installation of recently purchased two-way radios, and
 

the expansion of this network, will ease communications problems and
 

contribute to improved efficiency in operations. This distribution of
 

project activities would seem to strike the appropriate balance between
 

excessive concentration of efforts, on the one hand, and excessive
 

dispersion on the other. The program, while logistically feasible, offers
 

an attractively wide distribution of benefits; furthermore it builds upon
 

the solid foundation of experience established under the FY '84 program.
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D. Project Selection
 

Withinthe program's geographic zone of operations and sectoral
 

priorities (agriculture, forestry, and public health/sanitation) projects
 

will be selected, to the extent possible, with the following criteria in
 

mind:
 

1. Emphasis will be given to the rehabilitation, upgrading, or
 

extension of existing facilities rather than the construction of new
 

facilities;
 

2. Projects which benefit large number of people, in terms of both
 

.Food-For-Work laborers and ultimate beneficiaries, will be given preference;
 

3..Emphasis will be placed on the infrastructure of production and
 

.proJects of some durability requiring little sophisticated maintenancenand
 

low recurrent costs will be the rule;
 

4. The ideal project will be one utilizing large numbers of unskilled
 

laborers (perferably those likely to benefit from the activity) and locally
 

available materials (sand, gravel, bricks, etc.). Project. requiring
 

considerable imported materials (other than hand tools) and highly skilled
 

labor will be given lower priority.
 

It should be noted that all of the projects included in this proposal
 

had as their genesis formal and/or informal requests from Chadian
 

counterparts. These counterparts range from local and regional
 

administrators (Mayors and Prefets for the most part) to local and national
 

representatives of technical Ministries. The principal national ministerial
 

counterparts, the Ministry of Agriculture, and the Ministry of Water and
 

Forestry have expressed strong interest in the program and have actively
 

particpated in the identification and design of sub-activities.
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E. 	 Implementation Plan
 

The experience of the FY'84 program has allowed CARE/Chad 'to define
 

its approach to the identification, elaboration, and implementation of
 

sub-activites. The steps involved in this process are the following:
 

1. 	 The range of potential counterparts (at both the national and
 

local levels) are informed of the general nature (especially
 

sectoral 4. 4 geographic priorities) of CARE's program for the next
 

cycle of project implementation and project ideas and proposals
 

are solicited;
 

2. 	 From among the project ideas put forward, CARE selects those most
 

in keeping with the above defined sectoral and geographic
 

priorities and project selection criteria for further elaboration
 

through field visits and discussions with counterparts;
 

3.-	 From this process emerges an initial list of activities to be
 

included inthe program (see the Objectives/Targets section of
 

this document);
 

4. 	 Prior to the planned start-up of implementation, each proposed
 

activAty is subjected to intense scrutiny. Numerous site visits
 

are made and further discussions held with the appropriate national
 

and local counterparts.
 

5. 	 From this process of review and discussion emerges the activity work
 

plan. Work plan formulation consists of several stages: a) The
 

first stage is that of Description. In this first stage of work plan
 

formulation, the activity is described in general terms and its
 

rationale is discussed. Explicit attention will also be givento the
 

likely benefits of the project and the individuals to which those
 

benefits are likely to accrue (e.g. questions of land tenure will need
 

be explored for both agriculture and forestry projects). If the
 

sub-activity rationale is judged to be sound (i.e. the intervention is
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judged to be valid in and of itself) and consistent with overall
 

project goals, and if the distributional implications of the activity
 

are judged acceptable by CARE and USAID standards, the second stage of
 

work plan formulation is undertaken; b) The second stage is that of
 

Analysis. During this stage the feasibility of the proposed
 

sub-activity is assessed. The principal components of this Assessment
 

are: i) Technical Feasibility. A determination must be made that one 

or more technically feasible solutions for the problem at hand exist 

and that such solutions can be implemented at a reasonable cost, 

within a reaonable period of time, and in light of known constraints 

(e.g. proaurement); and ii) Environmental Impact - A determination
 

must be made that the net effect of the Activity on the environment
 

will be a positive one or of an unsignificantly negative nature in
 

relationship to likely benefits. Appropriate authorities (especially
 

in the field of public health) will be consulted where necessary
 

during the course of this review. If the activity is judged to be
 

both technically feasible and environmentally sound, the third and
 

final stage of work plan formulation is undertaken; c) The third
 

stage is that of elaborating a detailed Implementation Plan. This
 

plan will include the following elements: i) the specific activities
 

to be undertaken and the targets for each; ii) the estimated duration
 

of work on site; iii) precise estimates of skilled and unskilled labor
 

requirements (on which recruitment will be subsequently based); iv) PL
 

480 commodity requirements based on proposed manpower levels; v) a
 

detailed list of all materials and services required on site for the
 

implementation of the activity. .(Experience has shown that many
 

contingencies cannot be anticipated and that considerable flexibility
 

is required to assure project success; nonetheless, estimates of
 

material requirements can be expected to become increasingly
 

meaningful as project technical staff now have a full year's
 

experience behind them); vi) based on estimated requirements for goods
 

and services, an estimate of direct costs is calculated; vii) proposed
 

engineering designs for structures/works to be undertaken; and viii)
 

additional information on likely project benefits and beneficiaries.
 

In that this area (beneficiary specification) was defined as the major
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weakness of the FY'84 program, increased attention to thisaspect of
 

project identification will.be required under the new program.
 

Short-term consultancies .for the collection and analysis of'such
 

information are included in the present proposal; this should allow
 

project staff to overcome the constraints which at present impede the
 

collection of the necessary data for on-going, completed,- and.proposed
 

activities;
 

6. 	 The complete work plan is submitted to USAID/N'DJamena for review and
 

approval.
 

7. 	 The approved work plan is discussed one last time with the concerned
 

counterparts and an agreement between CARE and the appropriate
 

'counterpart (usually at the national Ministerial level) is drawn up.
 

This agreement defines the work to be undertaken (as per thework
 

plan) and the inputs and responsibilities of both parties. Once such'
 

an agreement is finalized, work can begin on the site;
 

8. 	 Project start-up activities (assignment of on-site supervisors,
 

purchase and delivery of materials, securing of necessary on-site
 

storage and housing facilities, etc.), which should already be well
 

advanced, must then be completed;
 

9. 	 Once activity is begun, regular visits by project International Staff
 

are required to assure timely and correct implementation of the
 

technical work plan. A regular schedule of food deliveries and
 

distributions is established and, when possible, such distributions
 

are also supervised by International Staff. Once again, considerable
 

flexibility is required in responding to each project's evolving
 

material, logistical, and personnel requirements. The on-site
 

residence of a Chadian employee of CARE and frequent site visits by
 

International Staff are viewed as the single most important means of
 

assuring project success;
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10. 	 Upon completion of work on each individual sub-activity, a site
 

completion report will be prepared and submitted to USAID/N'Djamena.
 

This document will give the following post-project status information:
 

a) physical accomplishments; b) actual duration of work on site; c)
 

total skilled and unskilled workers employed; d) amounts of PL 480
 

commodity distributed as wages; e) a list of materials delivered to
 

the site and contractual services engaged; f) value of direct project
 

materials and services utilized, and g) information as to the number
 

and characteristics of direct and indirect project beneficiaries.
 

Fe 	 Economic/Social Soundness and Financial/Technical'Feasibility
 

Technical feasibility
 

Although the data required to perform thorough analyses, particularly
 

as regards financial and-economic rates of return, is not available, there
 

are nomerous factors which contribute to an overwhelmingly favorable
 

assessment of the proposed project. Among those factors are the following:
 

1. 	 All projects will utilize technologies presently known and
 

practiced in Chad. In this way, problems of short-term technical
 

feasibility,and social acceptability and long-term operations and
 

maintenance will be avoided;
 

2. 	 Non-monetary and monetary benefits of all componentsof the
 

program are expected to be considerable. The bulk of the program
 

will.focus directly on the infrastructure of agricultural and
 

forestry production;'thus tangible financial benefit will be
 

realized by a considerable number of people. Projects involving
 

the rehabilitation of social rather than economic infrastructure,
 

while generating limited financial benefits, should exhibit very
 

high rates of social return. Finally, infrastructure projects, by
 

definition, are durable; thus project benefits can be expected to
 

continue for a number of years;
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3. 	 The cost/benefit calculus for this programwill be further enhanced
 

by the emphasis on the rehabilitation of existing infrastructure.
 

Projects of this sort normally exhibit very high Internal rates of 

return; and
 

4. 	 The agricultural component of the program will focus largely on areas 

historinally devoted to cereal production (rice in the south; corn and 

wheat around Bol, and millet/sorghum elsewhere). Estimates as to the 

gap between domestic production of and demand for cereals in Chad have 

ranged as high as nearly 200,000 tons per annum. No new crops are to 

be introduced so no problem of acceptability/marketability are
 

expected. The emphasis on cereals also renders less important
 

considerations of farm-to-market transport, storage, and perishability.
 

III. 	CASH AND IN-KIND INPUTS
 

The overall cash budget for the program is $ US 1,325 million, of 

which USAID will provide $ US 1,275 million. Payment shall be made to CARE 

in accordance with the standard provisions concerning "Payment Federal 

Reserve Letter of Credit (FRLC) Advance". A detailed presentation of the 

proposed USAID and CARE direct cash inputs, as well as a discussion of 

indirect and in-kind inputs of CARE and the COC, follows.
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A. Budget - USAID Input
 

The following is a line item breakdown of the proposed USAID input of 

$ 1,275 Million: 

1. Project Materials, .quipment and Services
 

a. Site-specific 'materials and services
 

1. Agriculture .............. ..0000 200.. 

11..aoieetry .......... 00.............. .. $..7..00
i.  75,000
ii. Fresty ~ 

75000

iii. Sanitation .......................... 


b. Vehicles
 

i. Heavy vehicle - One 4 X 4 Dump truck .. $ 63,000 

ii. Light vehicles - One 4 X.2 Pick-Up 

- One 4 X 4 station wagon 

- Three 4 X 4 Pick-Ups 
$ '87,200.....
motorbikes
-Twelve 


$500,200
Line item Total 


2. ,lnternational Staff (including all benefits)
 

a. Long-term direct project staff (100Z 

upon completion of FY'84 grant except 

project manager at 80Z)-Project Manager, 

3 technical advisors, and 1 field 

coordinator ........................ $ 130,000 

b. Long-term In-country Administrative 

Staff ............................ ... . 55,000 

c. Short-term Consultancies (16 weeks
 

Sociologist/Demographer/Geographer and
 

oo .25,000
.4 weeks Agronomist) ........ ..... e ..o .**. 


$,210,00
Line Item Total ................................. 
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3. 	National and Locals-Hire International Staff (including benefits)
 

a. 	Local-Hire Internationals (Chief of Garage
 

Operations and Assistant Logistical Coordina
tor) ........... 	 30,000
 

b. 	Direct Project Staff (12 full-time site
 

Supervisors) .......... ..................... 55,000
 

c. 	Project Support Staff (main office, ware

house, and garage) o...................... 75,000
 

Line Item Total ..............	 $ 160,000
 

4. 'Travel and lodging-National and International
 

Staff (including camping equipment, meals and
 

accommodations and per diems for 311 in country
 

and.intra-regional travel)
 

Line Item Total .................	 50,000
0......0...0.0........... 


5. 	Garage and vehicle operations
 

a. 	Garage Rental and Improvements ...... $ 15,000 

b.-Light and heavy vehicles Operations
 

(including fuel, lubricants, spare parts,
 

tires, and insurance) .......... ............. $165,461
 

Line ItemTotal ....................... 	 ...... $ 180,461
 

6. 	Indirect Local Operating Expenses (including
 

office supplies, furnishings, and equipment,
 

utilities, office and staff house furnishings
 

and upkeep, telecommunications, and miscellaneous)
 

Line Item Total ............................................ 60
 

Total Expenses (Sub-total) 10. o oo o..o,165,661 
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7. 	CARE headquarters Administratives recovery
 

Z 9.38 (as fixed by USG) ........................ 109,1391 


CRAND TOTAL ................................... 1.275,000
........... 


B. Budget - CARE Direct, Cash Input 

J50,000 direct
The breakdown of the proposed 


cash input of CARE is as follows:
 

1. 	Vehicles - 2 4 X 4 .6-cylinder Toyota 

Land-Cruiser Diesel vans
 

for new te.hnical advisors . ......... . 35,000.
 

2. 	Garage Equipment . .... . . 00.... 0. 15 000 
50'-000: 

C. Other Inputs
 

Additional important inputs to the project which are not reflected
 

in the above budgets are as follows:
 

1. 	In additon to its t 50,000 Direct Cash Input into this 

project, CARE/HQ has allocated CARE-Chad an additinal 

150,000 for FY'85 (July 1984-June 1985)-to defray overall
 

mission personnel and operational expenses.
 

2. 	CARE already has a large and very well-established base of
 

operations in N'Djamena. Host presently occupied facilities,
 

including the main office compound and five warehouse for
 

commodity and materials storage have been provided rent-free to 

CARE-Chad by the GOC. Under another U.S. Government grant, CARE 

has repaired and is now occupying a large garage facility; under 

yet another grant, all warehouse facilities have been recently 

repaired.
 



22.
 

3. While vehicle purchases are foreseen under the current grant, the
 

bulk of both material and commodity transport capacity and light
 

logistics and project supervision capability will be assured by CARE's
 

existing fleet. CARE-Chad's vehicle fleet has, for the most part, been
 

provided for by grants (directly or indirectly) from the U.S. Government.
 

4. The project will be implemented and supported by a large, experienced
 

CArX national staff. In addition, counterpart GOC agencies will be
 

required (as a condition of sub-project agreements) to assign technical
 

personnel for project implementation and supervision.
 

5. Finally, the single most important non-cash input to the program is
 

that of PL 480 Title II Commodities. As in previous years, sorghum and
 

vegetable oil are the commodities which have been programmed as
 

Food-For-Work rations. The standard monthly rations remains at 200
 

pounds of sorghum and two gallons of edible oil per head of household per
 

month; higher rations or a cash supplement are provided for skilled
 

laborers. This ration level will be reviewed by CARE-Chad in
 

consultation with USAID/Chad during FY'85. The total minimum commodity
 

requirements for those activities already identified (See Section IV
 

below.) are estimated as follows (including neither continuation
 

activities under the FY'84 program nor FY'85 Food-For-Work activities yet
 

to be identified) : a) sorghum - 750 MT and b) oil - 60 MT. Given that
 

CARE-Chad's 1984-5 consignment of 5,000 MT of sorghum and 500 HT of
 

vegetable oil arrived later than expected (Hay-July 1984), allowing only
 

limited distribution of this commodity prior to the rainy season, more
 

than adequate stocks will be in place prior to the start-up of the
 

proposed program. To assure adequate commodity availability in the later
 

stages of-this program, CARE-Chad has submitted an FY'85 Annual Estimate
 

of Requirements for an additional 3,000 MT sorghum and nearly 200 MT of
 

edible oili.
 

For up-to-date details of CARE-Chad's commodity management practices,
 

please see the attached FY85-86 Operational Plan For PL 480 Title II
 

Commodities.
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IV. OBJECTIVES/TARGETS
 

The following activities are indicative of the types of project to
 

be undertaken in each sector. Further activities will be undertaken:if
 

the project budget so permits. New activities will be subjected to the
 

same rigorous screening process described above.
 

A. AGRICULTURE
 

1. Construction of an Earthen Dike atMani
 

A 50 m. long earthen dike is to be built to control flooding in a
 

reach of the River Chari. The reach stretches for 3 Km. and represents
 

190 ha of fertile river bottom. The inhabitants of Mani (pop. 1400)
 

suffer crop losses with the early rise of the river. One small dike with
 

a flood-gate would allo them to delay flooding until after mid-August
 

corn harvest. This is followed by a rice cycle.
 

One hundred workers will be needed for 2 months.
 

2. Construction of an Earthen Dike at Guitte
 

Lake Chad annually floods 2000.ha of fertile land at Guitte,
 

permitting year-round cultivation (rice, corn, vegetables, melons). As
 

at Mani (above), the residents in the vicinity.(approx. 2300) want to.
 
delay flooding until after the corn harvest. This can be done with a.100
 

m. dike reinforced by split-palm logs. One hundred workers will be
 

needed for two months.
 

3. Irrigation Canals in Southern Lake Chad Area (Karal)
 

The Southern Lake Chad area has long been recognized for its great
 

agricultural potential. While it has tradtionally benefitted from its
 

rich water and soil resources, the dropping lake level has required new
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techniques for continued exploitation. The retreating shoreline has left
 

large fertile plains without connection to the Lake. Wet season
 

cultivation is still possible, but this provides little consolation for
 

area residents when there is the potential for year-round production.
 

Using irrigation, a typical cycle includes corn (May-July), rice
 

(August-October) and vegetables and melons during the dry season.
 

Area farmers are adapting to the changing environmental conditions
 

by digging irrigation canals to convey Lake water to the now isolated"
 

plains. Their method is simple flooding or wild irrigation. The
 

sub-suiface moisture is retained over entire growing seasons, permitting
 

rich harvests.
 

The continuing influx of displaced persons from Kanem, victims of
 

-warand drought, has given added urgency to the need for putting more
 

land under full exploitation.
 

The canals already built, and those'to be undertaken, are 3 m wide
 

and 1 m deep. As part of last year's Food-For Work program a canal at
 

Karal reached 2,5 Km and brought 50 ha under cultivation. Local
 

agricultural associations are organized and work supervised by the
 

resident technical agent of the ONDR. Area farmers have been eager to
 

participate in these projects.
 

The canals planned for the Nov. 1984 - June 1985 season are as 

follows: 

A. Baltram Canal
 

Baltram (Pop. 1600) is located 10 Km. from Karal. Interested 

farmers have started the first 1000 m. of a 4.5 Ka canal destined to 

connect a finger of Lake Chad with a 45 ha arable plain. Manpower 

requirements are 200 workers f~r 4 months. 
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B. Chidide Canal
 

A 3 Km. canal is planned for Chidide, located 16 Km. east of
 

Karal. Approximately 800 residents in the surrounding villages would
 

benefit from the increased irrigated surface area.
 

Approximately 240 workers will be employed for 3 months.
 

C. Alkouk Canal
 

A 1200 m. canal would water the Am Himero plain. There are 520;
 

farmers in the area ready and willing to contribute labor to this
 

effort.
 

One-hundred and fifty will be needed for 2 months.
 

D. Gredaya Canal
 

A canal at Gredaya (40 Km. east of Karal) has the potential to
 

innundate a vast area of arable farmland. It would be 3 Km. long and
 

would water 5 depressions totaling 40 hectares. The Gredaya area is
 

particularly affected by the constant arrival of displaced persons
 

seeking a new home. The population which would benefit is approximately
 

6000.
 

Two-hundred and forty workers .willbe employed for 3 months.
 

4. Experimental farm at Kandili
 

An experimental farm operated by the Hinistry of Agriculture is
 

located in south Chad, between Koumra and Sarh. Since the war,
 

operations there have been suspended. The principal crops grown on 50 ha
 

are rice, sorghum, peanuts, and millet. Also a palm oil plantation
 

covers 10 ha.
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Activities required to start up field operations are as follows:
 

a. Cleaning irrigation ditches
 

b. Re-building ditches
 

c. Maintenance to palm plantation
 

d. Repairs to/purchase of motor,pump.
 

Approximately 60 workers ill be employed for,2 months.
 

5. Experimental Farm at Deli
 

The crop experimentation station at Deli is located 30 Km. from
 

Noundou. Like many other farms operated by the Ministry of Agriculture,
 

it has suffered from lack of funds and technical support.*
 

The station has a water system which requires extensive
 

rehabilitation. A small earthen dam 80 m. long forms a pond which
 

supplies water to the farm. Two pumping methods are utilized: a
 

hydraulic ram and a motorized pump.
 

The ram provides water to the fruit orchard and the motor pump
 

feeds the water tower for the farm's water distribution system.,All
 

components of this system require repairs or replacing.
 

Besides crop research on sorghum, millet, and peanuts, there,isa
 

fruit-tree orchard which before provided a substantial income,,for the'
 

farm. 

a. The dam was breached and is only partially repaired. A new 

spillway needs-to be installed, and the 360 m. breach filled. 

bo The hydraulic ram has ceased to function and will be. 

repaired, if possbile, or ,replaced., 

The motor pump:needs replacing,. and the distribution system
c. 


must be checked for leaking pipes.
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d. The fruit orchard was partially destroyed bja bush-fire.
 

Trees need trimming and replacing._The fruit trees nursery will be
 

re-established.
 

An estimated 50 workers'will be'employed 2monthsto complete this
 

work.
 

6. Rural Development Association of Mukul, Canton of Benoye
 

The Rural Development Association of Mukul serves the Benoye area
 

of Logone Oriental (pop. 1600). It has an ambitious agenda of
 

reforestation, agriculture, animal husbandry, and primary education.
 

This year they focused their attention on school and water well
 

construction.
 

CARE-Chad has been approached for assistance in the agricultural
 

sector. The Association has 300 ha under development for community
 

cultivation. Targets planned are
 

a. Establish tree nursery and plant fruit-tree orchard.
 

b. Prepare land for rainy season rice farming.
 

Approximately 150 workers will be employed for 3 months.
 

7. Rehabilitation of Bongor Irrigated Rice Production
 

Area 'A'(Casier A)
 

Casier A covers an area 10,000 hectares, extending for 70 Km. along
 

the Logone River north of Bongor. This year CARE-Chad conducted a
 

selective program of rehabilitation of the perimeter's infrastructures.
 

However, due to the immense size of Casier A, additional activities are
 

planned for continuing this process.
 

a. Primary canals will be cleaned and deepened. 10,5 Km. were
 

restored this year; a similar distance'is'foreseen for next.
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b. Casier A's experimental farm will continue to be the focus
 

of work on secondary canals, small dikes, and bridges.
 

c. Portions of the 40 Km. dike separating theLogone River
 

flood plain from the rice fields appear to need'-reinforcement.:
 

d. Casier A's heavy machinery (tractors and bulldozers) will
 

be examined land steps taken to repair them.
 

Five hundred workers will be employed for.4'months.
 

NOTEZ: The rehabilitation of Casier A would be a massive undertaking.
 

'The proposed intervention is primarily a selective restoration
 

of water control structures; extensive,preliminary studies would
 

e required before undertaking a more comprehensive program.
 

8. Centre Horticole de Mandiago
 

Bougoumene is one of many Chari River irrigated gardens
 

incorporated into the Centres Horticoles de Mandiago, a private
 

organization also involved with community grain storage, organizing
 

farmers and womens groups, It is partially supported by the Eglise de
 

Dieu. In 1984, CARE-Chad provided sorghum for tho 2 hectares extension
 

of the Koutoumissiri perimeter, allowing 37 more farm families to
 

initiate gardening on the perimeter. CARE's experience has been that the
 

people were very eager to carry out the activity with a minimum of
 

assistanca and are willing to undertake further ventures.
 

In 1985, 3 more perimeters will be enlarged by 2 ha each. The work
 

vill include land clearing and leveling, canal lengthening, and. thorn
 

fence construction with the goal of bringing additional farm families.
 

intQ garden productioa.
 

One hundred and fifty workers will be needed for 3 months.
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B. FORESTRY
 

1. N'DJAMENA GREENBELT
 

N'Djamena has currently around 740 hectares of greenbelt
 

plantations dating from the mid-1970's. These palantations ease the
 

pressure on firewood supplies and ameliorate the city's climate.
 

Properly managed, they could continue to supply the city through the
 

1980's. What is needed now is a management plan, cutting regime, and
 

species evaluation (mensuration). Certain areas of the greenbelt need to
 

be replanted and certain other areas need thinning and/or cleaning. Some
 

species are reaching rotation age and will be harvested and marketed.
 

One hundred workers will be needed for 4 months.
 

2. TOURBA GUM ARABIC
 

There currently exist, in and around the town of Tourba in northern
 

Chari-Baguirmi Prefecture, 20 hectares of Gum Arabic plantations sown in
 

1974. The plantations have need of extensive thinning and clearing and
 

installation of protective thorn fancing followed by selective
 

fertilizations.
 

A second expansion phase, upon completion of the thinning and
 

clearing process, will be considered. It would involve clearing, seeding
 

and, maintenance of new Gum Arabic stands.
 

The first phase will require 50 workers for 3 months.
 

3. NURSERY REHABILITATION AND PRODUCTION
 

All of CARE/USAID's former Acacia albida nurseries have fallen into
 

serious disrepair and inoperability. Three of these will be
 

reestablished to produce tree seedlings.
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Rehabilitation will include construction and/or repairs of nursery
 

buildings and facilities, installation of water systems and fence
 

construction.
 

Production targets by site are as follows:
 

a.MAILAO
 

PRODUCTION
 

Khaya 10001piants
 

Parkinsonia -,2000
 

Neem ^4
 

Eucalyptus 2000
 

Guava 
 3000
 

Mango '2000
 
Lime 
 3000
 

TOTAL 
 15000
 

Twenty workers will be required for two months for the
 
rehabilitation phase. Six workers will be needed for eight months for
 

the tree production and outplanting.
 

B. GUELENDENG (SAliMAN) 

PRODUCTION
 

-Acacia Albida 
 :6000 plants
 

Eucalyptus 1000
 

Neem 
 1000
 

Tamarind 
 1000
 

Mango 2000 
Guava 
 2000
 

Lime 
 2000
 

TOTAL .15000 plants 



The Acacia albida will be used in an agroforestry component. This
 

species gave good results here in Chad.
 

Fifteen workers will be utilized for two monthson.the
 

rehabilitation phase, while six will work for eight months in the
 

production phase.
 

c. BONGOR
 

PRODUCTION
 

Teak i000 planta, 

Cashew 1000 

Neem 1000 

.Tamarind 1000 

Lime 2000 

Mango, 3000 

Guava 2000 

.TOTAL 11000 plants
 

Fifteen workers will be needed for the two months rehabilitation 

period. Five men will be !needed for the eight 'months imiplementation 

period. 

4. MASSAGUET
 

Although also an Acacia albida nursery, Masaguet will be the
 

object of'a more ambitious plan. In addition to the reestablishment of a
 

functionning nursery, a 63 hectares area will be utilized as a combined
 

woodlot - agroforestry tract. 

Nursery rehabilitation will take place, involving the construction
 

of a tool shed and watchman's quarters, and the tree production phase
 

will follow. Lastly, the transplanting to a prepared
 

uoodlot/agroforestry tract will occur.,
 



PRODUCTION
 

Neem 7000 plants
 

Khaya 1200
 

Acacia albid4 2000.
 

Parkinsonia 3500
 

Guava 1000
 

Lime 1000
 

TOTAL 15700 plants
 

Twenty workers will be needed for the rehabilitation phase (2 

months), six workers will be needed during the production.period (6 

months) and twenty workers will be needed for the preparation of terrain 

and outplanting activities (3 months). 

C. PUBLIC HEALTH/SANITATION
 

1. Construction of Drainage System in Koumra
 

Koumra is the second largest town in the Hoyen-Chari Prefecture,
 

with a population of roughly 20,000. It is in the extreme south-center
 

of the country (annual rainfall + 1000 mm) situated midway between Sarh
 

and Doba on the Sarh-Moundou axis. Because Koumra does not currently
 

benefit from any but the most rudimentary drainage facilities, CARE plans
 

to implement a modest urban sanitation activity there.
 

a) Install 600 m of brick-lined drainage ditches along
 

Koumra's major thoroughfare and around the market. Construction of
 
drainage outlets.
 

b) Filled-in culverts will be cleaned and repaired, or
 

replaced if necessary, and new channelling structures will be added to
 

complement the drainage system to be installed.
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Locally manufactured baked-bricks will be a major material input
 

for the construction of Lhe ditches. One hundred workers will be
 

employed for three months on this activity.,
 

2. Extension of Bongor Drainage System
 

Bongor, capital town of the Mayo-Kebbi, has a rain-runoff system
 

It is still in very good condition, but could be
installed in 1959. 


extended to better drain the town. Presently, 3 cement-brick channels
 

totalling 820 m. carry rainwater from the market and hospital area to the
 

Logone River. Extensions of each one would vastly improve the seasonal
 

flooding problem in the residential neighborhoods.
 

The following work is planned:
 

a. Extension of 3 existing channels for combined distance of:
 
1160 =. 

b. Install 12 culverts.
 

c. Repair one erosion-damaged outlet.
 

One hundred workers will be needed or 5 months. 

V.Implementing Entity 

CARE/Chad will assume full responsiblity for project adinistration
 

.under a Cooperative Agreement with USAID; all standard CARE
 

administrtive and financial management procedures will be applied.
 

CARE/Chad is one of the largest and most well-establised relief and
 

development assistance organizations operating in Chad. CARE established
 

its presence in 1974 and, since that time, has implemented a large
 

variety of programs, including school repairs and.construction,
 

reforestration, refugee repatriation &.d rehabilitation, clinic
 

construction, emergency food distributions, grain storage, environmental
 

sanitation, and agricultural infrastructure restoration. During these
 

years, CARE has implemented programs financed by a wide range of
 

bilateral and multilateral agencies. CARE-Chad has particularly
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extensive experience in the management of USAID grants; at present, five
 

such grants are at various stages of completion.
 

CARE-Chad's capacity for program implementation rests on its
 

considerable human and material resources. Current staffing consists of
 

eight internationals, involved in various aspects of project
 

implementation and administrat-on, as well as some 135 National Staff.
 

CARE-Chad possessess all necessary facilities(offices, garage, avd
 

warehouses) and operates a vehicle fleet of 19 heavy trucks and 15.light.
 

vehicles (12 of which are 4 x 4).
 

VI. Social and Environmental Implications
 

A. Socio-economic Impact
 

The anticipated socio-economic effects of the project are
 

overwhelmingly positive. Thousands of workers, drawn from the neediest
 

unemployed and underemployed segments of Chad's rural and secondary urban
 

population, will be employed at any given point in the project's life.
 

The payment of these workers with staple foodstuffs (sorghum and
 

vegetable oil) contributes to a reduction of deficits of such commodities
 

on local markets. Furthermore, this is accomplished without the stigma
 

and counter-developmental effects of free distributions.
 

The socio-economic benefits of the program, however, extend far
 

beyond the short-term relief of food deficits and the direct employment
 

of thousands of workers. Projects in all three sectors, agriculture,
 

forestry, and public health/sanitation, will benefit a much wider group
 

of persons than those employed in construction activities. The entire
 

populations of the secondary urban centers in question will benefit from
 

the improved drainage fp.cilities foreseen under the public
 

health/sanitation component. The agricultural and forestry efforts, for
 

their part, directly address the country.'s most basic need - the
 

reconstruction and revitalization of indigenous production capacity.
 

Rural producers, far in excess of the number emplyed as laborers, will
 

benefit from such activities as the rehabilitation of irrigation
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structures and the production of tree seedlings. The revitalization of
 

the food production sub-sector of agriculture, while obviously of
 

benefit to the producer group, also promises benefits for consumers in
 

the form of lower food prices. The only alternative to stimulation of,
 

local food production is long-term national dependence on international
 

food aid.
 

No major negative social effects are expected to result from this
 

activity. Distributional effects are expected to be positive, given the
 

nature of Chadian social and economic organization (e.g. land tenure
 

system) and given and the project's heavy reliance on unskilled labor.
 

Nor are problems of social acceptance anticipated, either as regards the
 

commodities to be distributed nor the technologies to be employed.
 

B. Environmental Impact
 

The anticipated overall environmental impact of the program is
 

highly positive. These positive effects are unambiguous in the cases of
 

the proposed intervention in public health/sanitation and forestry. Both
 

have as one of their principal motivators the elimination or control of
 

negative influences on the physical environment. The improvement of
 

drainage facilities leads to a direct reduction of standing water in
 

residential areas, thus in turn greatly reducing the exposure of the
 

local population to a whole host of water-related diseases.
 

The resumption of seedling production and outplanting actvities
 

likewise has unambiguously positive environmental implications. If,some
 

balance between tree cutting and tree'planting activities is not
 

restored, the vicious cycle of environmental degradation and decreases in
 

agricultural production can only continue.
 

The effects on the physical environment of the proposed
 

agricultural component, in that focuses on water resource management, are
 

potentially more complex. CARE-Chad is aware of the potential negative
 

effects of such activities (eg. changes in water, soil and other
 

ecosystem characteristics or the creation of conditions conducive to the
 

4g
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breeding of insects, snails, and other water-related disease.vectors) and
 

will assess them in relation to likely benefits prior to project
 

implementation. Current CARE-Chad staff includes a Water Resource
 

Manager/Biologist who will assess potential environmeutal impacts at the
 

work plan stage of each sub-activity. Given, however, that the emphasis
 

of this program is the rehabilitation of existing structures and
 

facilities (based for the most part on traditional and/or time tested
 

technologies), any negative effects on the physical environment are
 

expected to bc very limited in nature and scope.
 


