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The Onera® on Haote Vallee Project has achieved few results after almost four
voees of AID support and the expendituce of $8.% million. Nov is the situation
lileiv to improve »s the project is now designed. TIn our ricw, the lack of
results ' due to:

-~ the project being toe large and complea with an unrealistic assumption of
what could be accompliclied vithin the existing institutions) and financial
contraints; ana,

c

-~ a2 purbor of uncueusenhly faulty assessments in the Project Paper on which

some key project selivities werc developed.

ATD needs to redesipa the project making it simpler and more manageable by
focvrsing on those oapects related te food erop procaction.
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THE OPERATION HAUTE VALLEER
PROJECT IN MALI I8
EXPERIVNCING SERIOUS PROBLEMS
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EXECUTTVE SUMMARY

In'roduction

Agriculture is Miuli's most important economic scctor and the one with the
greatest potential for growth., Achieving self-sufficiency in food grain: is
an important factar in Mali's development stratepyv. To assist the country in
this task, AID and the Covernment of Mali  (GOM) entered dinto a project
apreement on Septetber 29, 1978, to dncrease food production in the Haute
Vallce repgion. ATo=financed activitices to be carrvied out under the project
include aninal triotion, training and rescarch, agricultural credit, road
construction, irri-sted rice production, functional literacy and health. Live
of project fuadine of $16.4 million was approved by AID to be provided
incrementally over o Tive vear period.  Responsibility for implementing the
project wias assirned to Opceration ihute Vallee, a semi-autonomous agency in
the Mipistry of Aoriculture responsible for coordinating and promoting the
Tnteprated developent of the Haute Valleo region.

1

Purpose and Senpe

This review wie unagertaken in respouse to a request receivea from toe
Director, I'SSID/7alie The purpose of the review was to asscege the resut s of
the project's aotivities, to derermine vhether the project was ¢ffectively and
efficiont v rannpe! and to ascertain woother ATD funds were expended properly
and 1 complianes with AID's policies and  procedures. The exmination
ineTadled a revice of Operation Hacie Valloe's and USAID/Mali'e records as well
ae diccrrsions with appropriate host country and USAID officials.  Site visits
were paie to selectod locations in the Haute Vallee region.

The Project Need

The AlL=f{inanced activitices in this project have not achieved any significant
results nor do thev appear litely of doing so. The project, moreover, is
Jithout any defined focus of where it is headed. 1n our
view, this ste rom the projeet heing too larpe and  couplex with an
fe accoeption of  wihat could be acconplished withia the existing

presemc Iy drifting

1

=

unrealis

,
L
fnstitngd

ontl and financizt coastrainte; and a nunber of dinexcusably faulty
assecoments in the Project Paper on which some key project cctivities were
developed,  Alh, therelore, necds to redesipn the project, making it simpler
and  wore manascable by focucing on those aspects related to feod crop
production (pase 3. However, even before AID can redesign the project, it
needs to asaeas wiothnr there are practical solutiens to the followving issues:

== Operation Haute Vallce tacks the financial resources to absorb the
i

recurring casts of the proje.t.  In the past four vears the treand of

the Operation's  oporating  recults hos o been Targer and larger
deficite. Mot even AID's increasing contributions for  opervating
support o adecunte to offoct these billoning deficits. Unlcus the
Gperation g able to conerate rore revennes, and this appoare bhichly
urlibely, it will booanable to continue the project when AID support

I

is phascd-down and/er withivaw, {pase 6).


http:apr,(,.nt

== Operation Haute Vallee has depended on another GOM apency to provide
credit to farmers for the procurement of fertilizers and pesticides
needed for cash crep (tabicco, cotton cnd peanut:s) production froo
which the Operatice’s navketineg revenues are  penerated. With the

bankruptey or thic spency, the Operaticn has becone depoudent op u*inp,
AlID credit vunds tor cash eron fars
i
i

WY G A basic con lict hae arisen
from the f{act bt the ATD ceroedit

unds have heen prinarily tarpeted
for worl an in

Inercace fond vrsia {willet, corchun, coirn and rice) production fron
which the Operoticn derives little i€ any warketine revenues.  Doecause
of the fperation's dive need to obtain credit funds for cash crop

Ay e v g 1o PO .
farmere, the proicoct

mate ond s fario condpument. Thease  inpnts are necded  to

1

~
hanal

ocus on food production has been lost (puape 7).

== Operaticn lHaute  Vallee's  extension  systerm  is  inefficiont  and
ineffective.  Thic condition stens in part frow overloading the poorly

trained with too vany responsibilities.  Ta addition to their
adminictrarive and tochnical voles, the acents must alse administer
the credit program, The result s that this prosranm is neithor
proverly Landled nor has sulicient interaal controls, thus naking it
highly valnerable to fraudulent practices (nage 8).

1

Proivet Yesult. Have Leen Moseor
Throeueh March 41, 19020 4D hod oblicoted apvroxisately £11.9 aillion of which

26,8 i en el heen dicharaed. Decrite the cipnif Hmnt cepoenditures, theroe
is Jittle to chow after aloost fom' vears  of AID support just what  this
projoct has contributed in (he war of Jevelopnent. The oiatus of the varioug

activities fo indicative that this ;\ru_w.-t T in seriouvs troublie:

== Almast noethine hos boen done to dncreace and fnprove the use i animal

Ltoaction, Provic Ine credit funds to Tarners which would enahle then
to purchane  work  aninals his not moved  bevond  the pilet staoe,

presertly dnvolvive 26 farmers. Untll cuch tire that the prohleas of
+ 1

the ~vedit Tund avce resolved, this activeity will remain mired in the
pilot =tupe (page 12).

-—- A viable rr-vo‘.\'in;; AT credit fund has uot heen establicshed.  The fund
is expericacing o nuwber of serious probicos which stem from faulry

ag essments in the Projest Papere The Project Paper, for
statea  that functioning villase councils would assune o lective
1
'

;
ol repayient

wample, had

respousibhility for Joan repivicat, theveby casuring a
rate. heso conacila, contrary to what the Project Papor states, are
not functioning, thue resulting in oan aryollinedy Jow repayvment rate

of 38 percent., Thouph provision was ol for a 12 poreent interest
rate, no interest o owas o chareed to the Soraer . Stibaidics which wvere
provided to S e on the eredit sater of aevicaltural dinputs were
borne b the coredit foad, (hovch Operation Paute Valice should have

refuburaed the credit fund tor the subsidh o (page 15).

== There have boeen nuncrous chanres in the read conetruction progran
which has adversely affected the nurnber of klowmeters to be iwproved.

[N
—
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-= Functionul Literacy.

Purpose: To cstablish functional alphabetira: ion
centers, with Lhe number of such centers reaching
100 by the end of the prejeet.

- Health.
Furpose: To  make an  assessment of  health
conditions  and  to design  a  Jiwited health
intervention. A total of $500,000 is to be

provided for this health component.

GOY responsibilivy for dnpicementing the project was assigned to Operation
Haute Vallee. “he Operation is a semi-autonomocs agency of the GO under the
Ministry of Axrviculture vhich is resnensiblie ior ceordinatineg and promoting
A : ! 3 £
the integrated develepment of the Haute Vallce recion.
s 1] w

Purponse and Scope

This review uvoes undertaken in response to a request received from the
Divector, USAIL/Mali,

The purpece ol tafe review was to assess the results of th2 project's
activitics, to deternine vhether “he project vas offectively and efflciently

y o - P
mieiied cad o ascertein whether ATD funds weve ewxpended properly and  in

complionee with 2ib's policres and procedures. The exaninavion included o
revicw  of  Grevation Haute Vallee's oand VSAID/Mali's records as well  as
divenesions with appropriate hory countrve and USATD (riicicl s, Site visits

vere made to celected locations 1n the Houte Vallee region.
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Roecommendation No. 13

USAl/Hali shonld  determine  the repayments  on
loans aade with AID's MF 52 nilllon ($86,6067)
released tor the 1930/281  season. These  funes
should be deposited to  the  AID  credit fund
account.,

Rocomaendation No. 14

USATD/Mali  should  recover the MF 49 milllon
(581,607) in  AID funds  used to purchase
fertilizer which was not delivered,

Pocorrenlation No.o 15

USATD/Mali stould (1) recover ihoe M 32 milllon
($53,333)  in  reosaveents  that  Operation Haute
Vallee owes to the AT credit fandy (2) obtain a
detailed avcounting (o M9 92 nmillion (5103,333)
that  Operation Boate Valico Y not o accounted
for; aad, (3Y recover these  avoants that the
Operation is vnable to docunent.
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REVERUES
Peanuts
Cotton
Tobocco
Other

Total Revonues

EXPENGES

Porconnel
P
Contract
Travapovt /oy Dicw

Help

yaor e
Hise. Lxpenses
.

Pases

Ot her

Total Lupenses

Operating Profii/(Loss)

OPFRATTON BAUTE VALLEE'S
FINANCTAL RESELTS FOR PERTOD
1977 T¢oraso/n
(T Millions of Y»1ian Frances)

1977 1978

1.979/80

EXHIBIT 2

1980/81

£5.3
64.06
78.8
43,2

40.1
47.6
90.2
27,7

YO
225
17.2
.1 3.4

39.6
3

- 4i -

74.6
111.5
38.7
39.3

2641
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(133.5%)

418.0

(179.3)



Technical Assistance
Acricultural Credit
Construct ion
Particin:nts
Operating Costy

Cevi

adities

Total

EXHIBIT %

OPERATTON
PROJECT
AT MARCH 31,

PALTYE VALLER
FIOATCTAL STATUS
1982

e (Ues. f000)

Oblipat tons  Expenditares

2733
644
3130

2049
543
1039
241 135
16473 1599
350 3399

.
- /I Do

694
101
2091
106
4,
122

_fi 1_/}_5.'5_

Bilanco
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