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Fingneipl Hanpgement SubsActivity

Ao locossity and Justification

Tha successful implementation and operation of USAID's dovel oprent
rregeens under the Helmand=Arghandab Valley Regional Developmont (HAVID)
nrcject bave been complicated and delayed by the difficulty the HAVA has
exporicoced in managing its financial operaticnse Consocuently, the
LUA has not Daen able to got prompt allotments of its cuarterly develope
ment bidoot, thus, delaying local currency support for USAIDeassisted
activitics as well as many [AVA activities with which the former are
coordinatede This, in turn, has provented the timely expenditure of
budgeted funds and caused corresponding delays in the accomplishment of
physical pregress on developnent projectse

e Significance cf Intendod Results

o e eier o

The successful implementation of this joint HAVA/AID activity will

pormit the Land Detterment and Agriculture i'regrams in the !IAVA axea to

‘ pregress more rapidly, thus helping to meet profact, sector and national

'& goals and objectives in a timely mannore The significance of achieving

d the goals of the {IAWD project takes on additional importanco vhien it is
raccgnized that the degrec of success of the project is being continuolly
cvaluated by the RGA as it detormines the scope and form of similar
additional projects which it is centemplatinge

The significance of the Financial Managament Activity i1l be particularly
felt in the 1NVA agricultural sectorj a successful agricultural program will
beth help the RGA moet its natlonal selfesufficiency in foodgrains goal and
permit the diversification to crops which will help to carn the foreign
exchange upon which Afghanistan®s future dewvelopment will be basede

Ce Nctivity Goals and Targets

The geals of thls activity are to create a sufficiont cempetonce within
the AVA to onablo it to administer effectively its financial operations
aixl to carry out wore efficiently the financial aspects of ocenouic devilop=
ment planninge [
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The follovdng ceneral taro b5 have heen ostablished ogainst vhich to
measure the progress of the actiw.tye

le¢ Creaticn, through participant and enwthe=jci: training, of an
officient and effactive 50 man HAVA financial staffs

2¢ llore efficient and timely implemontation of exlisting procedures
and methe”., of operation in ordor to comply with 1XGA deadlines
and to cvold unnecessary progran del ayss

3¢ Comploto receipt and exponditure by the HAVA of its budgots;

4e Inclusion in the UAVA Dudget of a foreign exchange component
in ordor to meet the AVA's need for foreign source ecuipnent
and gpare parts!  Tais tarpet could also be et by assuring that the

HAVA has acccas to such funds in the overall I'GA buiget.
5e Crecation within the !AVA leadership of an urt!orstanding of the

nead to moare closely coordinate the various financial respcnsie
bilities of the IIAVA, and to create the milicu in chich it may,
at some future date, be possible to combine the {AVA's disporsed
financlal responsibllities urder a single “Finance Department.

De Minimum Levels of Output To Be Met

In arder to justify the continuation of the activity the HAVA must,
by Decerber 31, 19¢(0¢

le Provide at least two candidates for participant trainings

2¢ FProvide counterparts for the R from its Planning, Dudgeting
and Accounting Divisionsy and

3¢ Take over the major responsibility for the preparation and
publicatlon of Budget Comparison Reportse

USAID/A rust, by the end of FY 69, involve itself in tho [IAVA budget
process sufficiently to assure, to tha oxtent possible, that the HAVA's
budgetad funds ave received and exponded in a timely mannera

Ee Geongral Approach_and Plan of Action

Worling with counterparts from the IAVA*s planning, accounting and
hudgeting divislions, the Financial Management Advisar has made a cursary
analysis of the i18VA%s financial operations to identi fy pretlen areas and

to provide an ovor=all riciure of the !'VA o 1140u, arely Initinllyy concene
tratcd on the nost qom:us prcblors roequiring irreds u..o attontione  Luch
rroblems have included iho failure Ly the ilxVA tec cltain a sulficleittly
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large budget, tho HAVA's ingbility to obtain allotnent of its budlgotod

funds, fallure to prepare in a timely manner required RGA reports, and

an unusually high level of undereexponditurc as a result of peor plaminge
thile involving himself directly in these seocblens the FA has also attempted
to create within his countesparts an appreglation of these problens and how
they can be resolvede The assistant FI'A will be focusing his maln attention
on the inegervice training of the lowor level finarcial technicionse

The cperaticns procedures of thrn HAVA financial systom have hoen establ ished,
and the I is now attempting to motivate the !A\VA to capoy them out in
the proper monnere Once tho proper officials of the {1AVA becomo fully aware
of the importance cf correctly iImplementing these procedures and the HA
and his assistant are able to convey to these men and their staffs the
requisite shills to implemont them, the !AVA's financial managerent prabloms
should be well on their way to beling resolvede

SETTILG (i E!NVIRGETLT

Within the !IAVA structure, financial activities are somcthat dispersed
and lack sufficicent coordlination, despite the existence of standardized
proceduros installed carlier under an AID sponsored Fublic Administration
Service (rAS) contract teamas

The major portions of the I!AVA's financial affairs are located in two
places:s the Planning and Statistics Office;y and in the Administrative
Departrment, vhere the Dudgot and Accounting Divisiong are aong cight other
divisicnse

STRATEGY
Aes Strategy Statement and I"et_gd

USAID strategy in this activity is to bocome involwed as a catalyst
in the HAVA's financial praoblems to the maximum extent necessary to secure
effective financial support of !IAVA and AID prograns, and, through such
involvenent, crcate a trained and skilled cadye of IAVA employees vho can
carry on fcllowing the termination of AID asslstancoe

The methods under vhich this strategy i1l be carried cut include the
contracting for tho Financial Monagement Advisar, his preparation of
Dudget Comporison Staterents with vhich to 1llustrate to the (nVA these
actions wich it must toke, and close cooperaticn with the UG INesiyncrted

public Adrinistraticn Service and fiohert 'lathan and Assccizics toams in
the LG\ rinistries of Finance and Plamning, rcspect vcl,, In czder to uver!
out ap; roaches, or solutions, to preblons Lofore thoy lave \ ored tholy
way through the scmotinmes curborsome and slow bureaucraey of ©ho 1Ll
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An Assistant FMA vwill woerk directly with the lowor level financial
rechnicians, instructing them in office procedures and basic toechnical
+killse Deing rell versed in the technical aspects of the local language,
ne will be able to provide assistance and advice on specifi. problems as
tell as run clascregm and onethesjob training programse

Adlitionolly, participant training at the Iranian Departront of public
Administraticn in Tchran will bo used to dovelop further the necessary
sitills to pormit the advice given by the FE'A and his assistant te he
undorstoed and apprecicteds

Be Cooperaling Country Leadership

At the highest levels the financial problems of the HAVA are recogrized,
if not fully aprreciated, but insufficiont trainod personnel have been
assignod tc resolve themg arkl the organizational framework through which
these persofinel operate is scmowhat cumbersomos

Counterparts from the ,mwx bhudget, accounting and planninr arganizations
have been assignad to the Financial Manogerent Advisor, but they are not all
sufficienitly qualified, and thore is a language problens

Finally, thero is an apparent lack of oxecutive coordination Lotwcen
the various i1nVh Divisions concerned swith financial affairs, as woll as
betweon the 1V and the Minlstries of Planning and Financee The Financjal
Management Advigor has been worlddng actively to improve this situations

Ce Grogs Holationships with Cther AID Programs

The Financial Managemont Advisor works closely with USAID centract toams
in both the liinistry of Finance and the Ministry of Plomning in carrying aut
the purposes of the activitye

De Plgnned Targots, Rgsults apd Outputs

In support of the overeall targets cutlined in IC., actions have been,
or will hey, taken te achieve, by April of 1971, the follawring results and
outputs, vhich are listed in a priority order of their irportance to the
activity:

| ?cg vlar preparation and publication by the JAVA of Dudgot
Corparis en fleports for the [AVA ardinary and developrent hul'sets
Lhrotehy which {lnancial preblons can be ddentified and nanagar: ent
decisicne made (these ro \crt ave rresently Leing pzenarod by

’
\
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2¢ Tho campletion of successful participont training programs;

3¢ The achicvament by the IIAVA of 100% budgeting, allotment, and
expenditure rocordse (in AFY 1347 a 98% record was achioved)s

4¢ The attaimment of a foreign exchange component in the '"AVA budget
vhich will permit the IIAVA to procure essential spare parts and
minor materials necded to keep the IAVA project moving forv -ard
at a steady rate & i
HAVA has alccess 1;:0 é&c ﬁ%r uéd oega.ﬁ% Bg bt¥ S f puring the

Se The developmont of close 1.'orlcing relationships betveen the AV
and tho various entities within the RGA and AID uhiich can be of
assistance to the AVl is resolving its financial proidlenss and

tbe The creation of an atmosphore which in the long run (post project)
may rosult in a reorganizatlon of the !IAVA to corbin: oll its
financial olements in a unified Finance Dopartmente Such a
department would centralize financial responsibllities and the
IAVA®s 1imited talent, as well as Improwve internal [¥WWA coordinae
tione liciiever, such a change may be difficult to bring abcut duc
to the lengthy bureaucratic procodures required for recrganizaticne

CCURSE CF ACTICA]

As Us5. Inputs

A Financial 'tanagemont Advisor is presontly worl:ing fulletime with
the IIAVA tc incrcase the efficioncy of its financial manageronte In Y 70,
it is plammed to provide the services of an assistant financial nanogement
advisor vho i1l concentrate on ineservice traininge

Participan

Under this activity it 1s plamned to send. .m 10 IAVA persomel
each year to the Iranian Department of Public ‘Adninistration in Toberan
for tralning.

De RGA_Inputs

The TAVA is presently providing 4 particlpents, 30 onetheejob trainces
and 3 counterparts, as well as offico space for the Financial Fanagerent
Adviser and his secretarye In the futuro it will be requlred t» provide a
foreign oxchange allccation to the !AVh for offshere precurcment of
essential spares and materialse
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Table I ' NCNCAPITAL PRCJECT XUNDING (CBLIGATM NS IN $000) PRCP DAL culy 1u6d
Criginal s
Project Title: Heuuand-Arghendab Vailey Regional Dev. Rev, L.

CLUNTRY: AFGHANISTAN (Financial Manageiient) Proj. he. oUb-. =yud-uyl

Eiscau Personncl sSexv. Participants ggyodxttes ¢ ther Costs

Years Ap  1/G Total Cont—/AID PASA CUNT U.S. CONT Dir.  CCNT Dir. COnT
Ag‘ u‘&As U- Sc Ago

Prior

through

Act, ¥Y 69 TC G 96 88a/ - - 88 8 - - - - -

(per.

FY 70 TC G 50 30 - - 30 20 - - - - - Q

Budg. =

FY Tl TC G 50 80 - - 30 20 - - - - - 4

B3+1 E

FY-

B+2

n_

B+3

FY_

All Subs.

Total Life TC G 196 148 - - 148 45 - - - - -

1/ Memoranduu (nonadd) coluiun
a8/ Represents esti.uated costs for thie activity under the J, G. White contract
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Tablel Excag rate pl=Ails, 75 Projeci No. 2Ub-ii-3yo-uul
Helinand-Arghandab Valley Regiousl Deve opr.ent (¥inancial sanagement)

AID-contro:led (ther Cash Cther Food for Frecdou. Coua.cditios
Tiscal ioval Cusrency Contribution Donors Metric CCC hworld
Years U.S.- Country- Cooperating Funds Tons Value «  .iarket

owned owned Country (5 Equiv. ) ~ (000) Treight Price

($000)  (£000) ($000) (5000) (3000) (5000)
Prior
througia
ACtu fY 69 - - - ) -
Cper.
¥Y70 - - - - g
FY71 - - - - z

‘ bl

B+1 <
FY 5
B+2
FY___
B+3S
¥Y
Al. Subs.
Toual iife - - - -





