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Introduction.

This report covers the collaboration between CARE Mozambique and the World Food Program in Chinde district Zambezia province, in response to the flood emergency of 2001. 

CARE Mozambique, through its emergency project office in Quelimane worked with WFP from March until late June 2001 to distribute food to almost 18,000 people living in Chinde district who were displaced by severe flooding along the lower Zambezi river.

CARE operated two IDP camps at Matilde and Luabo, and also carried out food distribution in eleven further locations surrounding Luabo town.

Free food distribution under CARE is due to end by late June 2001, at which point a Food For Work program will be initiated by German Agro Action in the same areas.

Delivery and distribution arrangements

Commodities were delivered to the distribution points at Matilde and Luabo camps in the early stages by Puma helicopters operated by WFP/ JLOC, or later by WFP chartered boats. Deliveries were made from WFP storage facilities in Beira, Quelimane or Marromeu.

A small quantity of commodities originally delivered to Feed The Hungry International in Chinde Town and handed over to CARE were also taken to Matilde and Luabo by Helicopter.

CARE Mozambique was responsible for all food distribution activities, as well as registration of beneficiaries which was carried out in conjunction with INGC representatives when present, and by representatives of the local government. At all times CARE used the WFP criteria for beneficiary selection.  WFP registration cards were used when available. 

WFP staff were not present at any food distributions.

CARE provided secure warehousing in all locations by strengthening and upgrading existing buildings. All stores were securely locked and guarded 24 hours a day. No losses to theft were reported.

All commodities were distributed by CARE staff with locally hired labour. The standard WFP daily ration as stated in the L.O.U was used at all times. Rations were distributed for between one and thirty days depending on available stocks. A final 30 day take home ration was planned for June. 

Operational difficulties encountered and measures taken to overcome them.

By far the greatest difficulty encountered was that of irregular deliveries of commodities to the two camps. The remote location and total lack of serviceable roads in Chinde district meant all deliveries had to be made by helicopter or boat. When helicopter cover was available small amounts of food could be got into the camps, but this was only sufficient for a few days ration at a time. Once helicopter cover was withdrawn in Mid April all deliveries had to be made by boat either from Beira or Marromeu. 

Rapidly changing river levels due to flood water coupled with tidal surges resulted in boats becoming grounded on sandbanks. Poor charts and lack of local knowledge resulted in boats getting lost in the Zambezi delta. Sea conditions often prevented boats leaving Beira when full, or leaving Chinde Port empty for the return trip. In addition very few boats capable of making the full journey seemed to be available to WFP. Deliveries could take far longer than anticipated and the overall result was irregular and unreliable deliveries of food which made distribution planning very difficult.

To overcome these difficulties, CARE was forced to make short term distributions ranging from one days ration to five days ration until there was sufficient stock to make a 15 day ration. Luckily the populations being served were grateful for whatever help they received, and fully understood that the problems were not of CAREs making. 

In the first few weeks, registration figures rose steadily as more flood victims managed to make their way to the camps. The monthly WFP food plan however never caught up with the changing beneficiary figures necessitating the constant re-calculation of available ration /days.

The strict application of WFP beneficiary selection criteria was quite problematic. The entire district of Chinde is recognised nationally as one of the 20 most chronically undernourished districts in Mozambique. The whole district had been impacted by the flooding with normal trade routes and traditional income generating activities interrupted. However, the majority of people were not displaced or totally isolated by the flooding, and therefore did not qualify for Free Food. This often led to problems with registration as local leaders tried to get their people on the lists. In some cases it was reported that leaders had instructed their people to build small houses on the edge of the camps so as to appear to have been displaced. These reports often came from other IDPs who felt they were being cheated by their own people. Such disputes put CARE in a very difficult position as the public face of the relief effort. Repeated requests from CAREs project co-ordinator to INGC in Quelimane to work more closely with WFP in agreeing figures for certain areas went unheeded and in some locations CARE was forced to include people who were not strictly entitled to Free Food. There is no doubt however that they were in need on some type of food assistance, and may be included in the forthcoming Food for Work programme for Chinde district. 

WFP registration cards were in very short supply for the first month of the operation. This made registration difficult as paper certificates issued by CARE were not seen by many IDPs as being as legitimate as the Blue WFP cards. This coupled with very irregular deliveries of food made for a feeling of greater uncertainty amongst the IDPs. The cards were finally delivered from the printers in late April and issued in the field in return for paper certificates. 

In early May 2001 the UN co-ordination body and GoM, having consulted all agencies working on the emergency programme, decided that as flood waters were dropping sufficiently, and there was a need to get the planting season underway, all IDPs should receive a final 30 day free food ration at the end of May. This was to be coupled with a distribution of Seeds and Tools to aid post flood recovery. CARE undertook to provide 2000 S&T kits for IDPs in Chide district. With this package the IDPs would be encouraged to return home, or to areas earmarked for resettlement. 

The pre-positioning of sufficient stocks for a one off 30 day ration had to be synchronised with the delivery of Seed and Tool kits, such that the food ration was distributed just before the S&T kits. The reason was to make sure there was no likelihood of the beneficiaries eating the seeds, as they had no other food available. In the event, this synchronisation proved too difficult for the logistical mechanisms to cope with. Seeds and Tool deliveries were effected although slower than anticipated. At the same time the WFP pipeline broke down totally. By early June the S&T kits were in position but sufficient food stocks for the 30 day rations in both IDP camps were not. Luabo camp with its population of approx 2400 people did manage a 30 day ration and to do the S&T immediately afterwards, but the situation in Matilde with a population of  7600, was more complicated. Had CARE known sooner that the pipeline was in trouble a smaller take home ration, eg 20 days, could have been distributed to a greater number of IDPs in Matilde, and the move home could have started on time. As it was, CARE was not informed about the pipelines collapse until it was too late and 30 day rations had been distributed to approximately 50% of camp inhabitants. There then followed a lengthy wait while the only functioning boat able to make the Beira-Matilde trip was trapped by bad weather in Chinde port and unable to make the final delivery from Beira to Matilde which would allow CARE to close the camps as planned. 

To delay the S&T distribution any longer would have meant risking missing the growing season. To distribute it without a food distribution first would risk the seed being eaten. With no firm guarantee from WFP that the remaining food would arrive in the near future CARE decided to go ahead with the full S&T distribution so as to salvage at least part of the growing season. Although difficult to corroborate, it was thought that many IDP families in Matilde had already made a partial return home, and were keeping a presence in the camp to receive whatever final distributions were made. 

CARE’s emergency project was always planned as a short term operation, and it was necessary to close the Quelimane office and return the staff to their parent projects by Mid June. WFP had not managed to supply all the food on time. Therefore CARE, under its obligation to complete the distributions as planed, was forced to subcontracted the local Mozambiquan NGO Kulima to carry out the distribution of the remaining 127 Metric Tons of food items in Matilde and the Luabo satellite areas under CARE field supervision. CARE remained responsible for all distribution activities, receivals, and reporting to WFP. Kulima supplied the logistical and staff input. It should be noted that CARE has incurred significant extra costs in meeting its obligation to finalise food distributions as per plan in Chinde district by subcontracting the NGO Kulima.

While these costs are unavoidable it is suggested that in future WFP keep its implementing partners fully advised on the status of the pipeline, and aware of all developments which will impact on their distribution activities. The flow of information from WFP to CARE was somewhat lacking at times, occasionally contradictory, and made planning very difficult.

Causes of commodity losses and steps taken to reduce such losses

Very few actual losses were reported except a small number of sacks dropping into the water during unloading. These were retrieved but due to prevailing heavy rain went mouldy during the drying process.

Due to the erratic timings of deliveries it was not possible to weigh commodities on arrival at the IDP camps as scales were often being used for distributions at the time. However, it is not thought there were significant losses in transit, possibly due to the sealed cargo holds on the boats, and relatively little handling involved. 

Acceptability of the food provided

Generally the commodities were well received and the people were grateful to get any help. People in Chinde district are primarily consumers of rice, fish, beans and sweet potatos while the bulk of food aid was Maize. A small bean ration of 50g a day per person was very welcome. Whole grain Maize was a problem in that people often lacked the means to pound it, and were forced to use more firewood to cook it, but generally there were no serious problems with the quality of the commodities.

The biggest problem was not knowing how many days the ration would have to last. For example if a 5 day ration was distributed, it might be a full 10 days before another ration arrived. This made for great uncertainty in managing food stocks.  

Complementary inputs from other sources including implementing partner

Under the terms of the L.O.U. between CARE and WFP, WFP was responsible for delivery of commodities to the point of distribution. In Matilde and Luabo camps this was the case. However, in the Luabo satellite areas, approx 9,000 people were reliant on CARE teams taking food out to eleven isolated locations using a fleet of small boats some of which had to be flown by helicopter from Quelimane. Although costly in terms of time and money, this operation was deemed necessary to prevent the population of Luabo camp growing uncontrollably. Luabo was a highly unsuitable location for a camp having a very high water table, little clear space for building houses, and in constant danger of flooding if the river rose any further. This strategy of “outreach” distribution was successful in that it maintained the beneficiaries close to their normal homes, and enabled them to return home at the earliest opportunity to make maximum use of the growing season. 

Comments on overall situation

Despite severe logistical constraints, problems with the pipeline, irregular deliveries and complex distribution plans using small boats, the emergency project managed to distribute nearly 400 MTs in the period March –May 2001, plus a further 127 MTs in June, to nearly 18,000 people in total. Given the difficulties of operating any type of project in Chinde district this is no small achievement and demonstrates what can be done if sufficient effort is expended.  Without this distribution programme, many people in Chinde district would have suffered severe food shortages, and undoubtedly there would have been many deaths.

Valuable lessons have been learned by all agencies , not least those concerning the logistics of accessing remote areas where boats are the only feasible means of transport. The CARE / WFP partnership has good reason to be proud of their achievements. 

Follow-up programmes proposed.

Free Food distribution under CARE is to end by late June and will be followed by a Food For Work programme run by German Agro Action and local partners. It is understood this will run until the end of 2001.

UNICEF /DPS are planning a province wide nutrition survey although it is unclear if Chinde district will be fully covered. Results from the survey may assist in planning future food aid responses if necessary. Given the regularity of flooding around the Zambezi estuary and the very poor road infrastructure it is reasonable to conclude that any future relief operation in Chinde district will face the same logistical problems.

It is recommended that in future, all pre-positioning of foodstocks for Chinde district should be done as far as possible by road from Beira to Marromeu, and then down stream by boat to Chinde district. Sea conditions and the problems of navigating the Zambezi from Chinde up stream will always make this route unreliable.    
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