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SURKCTI Summary Report on AID Assistance to Develop Livestock in the
Sahel--Audit Report No. 7-625-86-3 dated October 17, 1985

To: Mr. Mark Edelman
Assistant Administrator, Africa Bure:zu

This report presents a summary of the results of audit of four
AlD-assisted livestock projects in the Sahel. .The audit was
made to identify causes of common problems found in individual
projects and to recommend improvements.

The report concludes that design and implementation problems
limited the benefits of AID assistance. Design problems were
largely due to faulty assumptions based on an earlier Sahel
development strategy. These included inadequate consideration
of the impact of drought in these countries, and insufficient
market analysis for increases in 1livestock production. Also,
Missions did not take action to correct implementation problems
and projects continued, making 1little or no progress. In
general, Missions had not systematically reevaluated project
assumptions, measured progress against objectives nor evaluated
proiect results.

Recommendations were made to you in a draft of this report to
improve project design by incorporating drought . and- market
analysis into Sahel development strategy, and improve project
implementation through increased Mission awareness of the
common problemns reported.

We find your comments and actions taken on the recommendations
fully responsive, and consider them closed upon issuance of

this report. Particular notice was made of vyour intent to
simplify project desigr and increcase the number of management
indicators. Future audits will consider how this strateqy is

implemented.

Again, I very much appreciate your interest and support for our
reviews.
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FXECUTIVE SUMMARY

During 1984-1985, the Office of the Regional Inspector General
for Audit/West Africa reported on four 1livestock projects in
Mali, Niger, and Senegal which accounted for about $48 million
of the $67 million obligated by AID as of March 1985 for
livestock projects in the Sahel. The reports disclosed limited
project results primarily due to faulty design and
implementation problems, and included recommendations to the
Missions responsible for monitoring the projects. Corrective
action has been taken or is in progress on these
recommendations.

This summary report addresses the causes of these problems and
how (1) AID strategic planning in the Sahel could be improved
to foster better project design, and (2) project implementation
could be strengthened.

The Sahel 1is characterized by 1low and variable rainfall and
recurrent droughts lasting from one to several years. In 1973,
a drought devastated livestock production. Up to 50 percent of
the herds perished with some herders losing every hing.
Coupled with 1losses in crop production, famine resulted. The
international community spent about $1 billion in emergency aid
for food and rehabilitation. Realizing such costs inevitably
would reccur unless Sahelian countries were better prepared, the
donor countries developed a 1long term strategy to provide
sustained resources to the Sahel. 1In line with this and with
its own strateqy, AID initiated projects to intervene in the
livestock subsector. '

The review of AID assistance showed that livestock projects

were poorly designed, largely because the early Sahel
development strategy, on which they were modeled, included
several unsound assumptions. As a result project assumptions

were also flawed, making it impractical, if not impossible, for
these projects to succeed.

In revising 1its strategy in 1984, AID made good use of the
lessons learned on previous projects. However, the reviews
showed development strategy and subsequent project design could
have been improved by better recognizing (1) the impact of
drcught on  development projects, and (2) the capability of
Sahelian markets to absorb increases in 1livestock production.
The audits found the 1lack of adequate drought planning was a
significant factor impeding the Niger and Senegal livestock
projects during 1983 and 1984 when drought again struck the
Sahel. Also, the 1lack of capability of markets to absorb
increases 1ia production greatly undermined the effectiveness of
the Mali and fenegal projects.



Project implementation was hampered because the Missions did
not systematically reevaluate project assumptions and revisce
objectives and implementation plans. Since some assumptions
were based on invalid strategic planning, their recvaluation as
the projects continued was crucial if the projeccts were to have
a chance to succced.

Implementation problems were compounded because the Missions
did not measure progress against project chjectives and failed
to evaluate results and take timely corrective action. As a
result, projects were continued notwithstanding little progress.

This report includes recommendations that the .Assistant
Administrator, Africa Bureau (1) reguire the design of
livestock projects to include the impact analysis of drought
and marketing capability, and (2) reemphasize the need for
Missions to periodically reevaluate project design assumptions,
measure project results, and amend project objectives and
implementation plans.

The Africa Bureau agreed with the findings and recrgnized that
the problems reported by this zudit will not be overcome in the
short term and will require continuous attention. On August 5
1985, the Assistant &Administrator of the Bureau instructed
AID/AFR principal officers to adopt the report recommendations
for livestock as well as agricultural and other Bureau
projects. The recommendations are considered closed upon
issuance of tnis report.

‘Q‘quu{ﬁu ;Qg\‘)«"m«%&«w
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SUMMARY REPORT ON AID ASS1ISTANCE
TO DEVELOP LIVESTOCK IN THE SAHEL

PART 1 - INTRODUCTION

A. Background

The Sahel 1is a semi-arid zone of about two million square miles
which includes eight of the world's poorest countries: Burkina
Faso, Cape Verde, Chad, the Gambia, Mali, Mauritania, Niger and
Senegal. The region is characterized by 1low and variable
rainfall and droughts lasting from one to several years.

A drought in the early 1970's devastated livestock production--
the second most important agricultural economic activity in the
Sahel. Up to 50 percent of the cattle perished. Some herders

lost everything. Coupled with the drought's impact on crop
production, famine resulted. To alleviate suffering, the
internatioral community spent an estimated $1 billion in

emergency aid for food and rehabilitation.

Realizing such costs inevitably would recur unless the Sahelian
countries were ‘better prepared, donor countries developed a
comprehensive strateqy to provide sustained resources to the
long-term development c¢f the Sahel. Part of this strategy
centered on the development of the livestock industry.

AID began assisting livestock in the Sahel in 1973 and as of
March 1985 had obligated about $67 million for livestock
projects. AID relied cn host country governments to implement
the projects through their institutions. AID overseas Missions
mornitored the projects to ensure they were implemented
effectively, and that the funds were spent in accordance with
AID regulations.

In 1980, AID formalized the Sahel-wide strategy which had
guided project designers since 1974. To provide future
guidance for AlID-assisted projects, AID revised this strategy
in April 1984.

In 1984 the Sahel was in the midst of a worsening drought which
started in 1982 and had reached proportions of the drought of
the 1970's. Cattle losses were significant. Again the Sahel
appealed for help -and donors responded, including the United
States.



B. Audit Objectives and Scope

During 1984-1985, the Office of the 1nspecter General for
Audit/West Africa reported on four livestock projects in Mali,
Niger and Senecgal (sce Exhibits I and 11). They were:

--thc Scnegal Range and Livestock Project (Bakel)

--the SODESP Livestock Dcvelopment Project (SODESP)

--the Mali Livestock Sector 11 Project (Mali)

--the Niger Integrated Livestock Production Project
(Niger)

These projects accounted for about $48 million of the $67
million obligated by AID for livestock projects in the Sahel at
March 31, 1985.

The reports disclosed 1limited results largely due to faulty
design and implementation problems and included recommendations
to the Missions responsible for monitoring the projects.
Corrective actions are in process on these recommendations.
This summary report addresses the causes of these problems and
how:

—-= AID strategic planning in the Sahel could be improved to
foster better project design; and,

—-- project implementation could be improved.

Audit scope was limited to reviewing the three audit reports
covering the four projects . and analyzing support
documentation. The auditors reviewed files pertinent to the
AID Sahel development strategy from 1974 to 1985 and
interviewed AID officials.

The review was made in accordance with generally accepted U.S.
government audit standards for program results audits.



SUMMARY REFORT ON AID ASSISTANCE T0
DEVELOP LIVESTOCK IN THE SAHEL

PART 11 - RESULTS OF AUDIT

A. Findings and Recommendations

1. 1Ilmproved Sahcl Livestock Strategy Can Lead to
Better Project Design

Livestock projects were poorly designed, largely because the
early Sahel development strategy, on which they were modeled,
included several unsound assumptions. As a result, project
assumptions were flawed making it impractical, if not
impossible, for these projects tn succeed.

AID revised its development strategy in 1984 making good use of
the lessons learned on previous projects. llowever, project
design and development strategy could be improved by better
recognizing (1) the impact of drougat on development projects
and (2) the capability of Sahelian markets to absorb increases
in livestock production. :

Recommendation No. 1

We recommend the Assistant Administrator, Africa Bureau require
(a) the design of livestock projects include the impact
analysis of drought and marketing capability, and (b, these
factors be incorporated in the current Sahel Country
Development Strategy Statement.

Discussion

Several design assumptions crucial to the success of the four
livestock projects reviewed were invalid. Guided largely by
the early Sahel development strategy, project designers assumed
(1) livestock population in he project zone could be
controlled to balance with available forage and water, (2) no
drought would occur during the 1life of the project, and (3)
livestock production increases coulcd be marketed.

Overall guidance for project design originated from the Sahel
Development Strategy formalized in 1980. Livestock strategy
empnasized rebuilding the herds destroyed by drought through
increased livestock production, water development, range
management, health programs, large feedlot operations and
marketing systems.

The strategy assumed (1) seasonal migration of herds and
herders could be reduced by developing adequate forage and
water resources in the project zone, (2) cattle ranges could be



controelled, (3) {feedlot operations could be offective, (4) herad
management could be more efficient, and (%) the private sectom
could be more cffective in morketing cattle. Although overall
Sahcl  strateqy 1ccognized the potential for prolonged drought

there was no provision to deal with it in the livestock
subscctor.  The strategy also provided for the modernization  of
markcting, but  did not adequately consider the capability of

the market to absorbh incrcased production.

Experience soon proved interventions based on some of these
assunptions were not  successful. A 1980 Inspector General
audit roportl/ noted that large feedlot operations or attempts
to control 1livestock in ranch type opcrations were neither
economical nor cffective.

The more reccent reviews of four livestock projects disclosed

(1) cattle ranges and seasonal migration could not be
controlled, (2) without drought contingency planning project
benefits were soon lost, and (3) increases in livestock

production could not be fully marketed.

Assuming Livestock Could Be Controlled

The Bakel and SODESP projects in Senegal proposed to sustain
livestock growth and concurrently protect natural resources in
the project =zone. This was only feasible under the assumption
made by project designers that the number of 1livestock in the
project zone could be controlled to balance with available
forage and water.

The audits found this assumpti~n faulty because the range
control component of the projec’. could not be successfully
implemented. For example, 1in Senegal the project zones were
public domain accessible to sedentary and transient herders.
In 1983, the Government of Senegal estimated over 150,000
cattle from Mauritania passed through northern Senegal, in part
through the SODESP project zone. The Bakel project
contemplated changing the legal status of the project area to
set aside the land, but provided no means of enforcement.

If AID 1is to undertake projects which include control of
livestock population, it must find means to protect the zone
from outside migration. Without better protection as
experienced in Sencgal, such interventions will fail.

Assuming No Drought

The 1983 and 1984 droughts devastated the livestock projects in
Niger and Senegal. Livestock losses were considerable and

1/ Audit report No. B80-67, dated June 6, 1980, "Problems in
Inplementing AID's Livestock Sector Project Activities in Mali"
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project activities were severely disrupted. The limited
increases  in  livestock population achieved by the projects were
wiped out and the herders' well-being jeopardized. Had a
drought contingency p]anl/ been included in the planning
process, these disruptions might have been less. Conditions
found at threec projects reviewed illustratece.

In the Bakel arca the livestock necded water, but forage was
available. In the SODESP areca there was no forage, but deep
wells provided water. During 1984, 1lack of forage or water
created an exodus of project cattle socuth to areas already
short of forage becausc of competing cattle from other areas of
Senegal and from Mauritania. Donors undertook an emergency
program to bring food to the cattle, and USAID/Senegal shifted
about $1.1 million of SODESP project funds to meet the crisis.

The situation was somewhat similar for the Niger Integrated
Livestock Project. Here the designers recognized the potential
for drought and included a project component to develon a long
term drought strategy. However, they assumed no drought would
occur during the 5-year 1life of the project. Considering the
project was designed in 1983, a severe drought year, the "no
drought" assumption was a serious design flaw. ‘7Tae country,
including the project =zone, experienced large herd movement,
shortage of grain, forced sales and loss of livestock. The
impact in 1984 was even more severe than 1983 as Niger
experienced its second year of drought.

Since the project had no drought contingency plan, project
activities were suspended in September 1984. By then much of
the livestock population had left the project zone. But
project resources, including a large technical assistance work
force, were still on site. Mission officials did not krow how
to respond effectively to the herders' critical needs, but
began to shift some of the project activities to cope with the
drought.

If AID is tu promote the growth of livestock in the Sahel, it
cannot increase the size and quality of the herds only to lose
them to drought. Some losses will undoubtedly occur, but
advance planning should serve to lessen the effect of drought
and to provide a coherent post-drought program. None of the
projects reviewed adequately considered this question.

1/ Drought contingency planning can involve food supply
monitoring mechanisms, early warning systems, infrastructures
and policies which encourage early destocking, cereal security
stocks, and prior agreements with neighboring countries to
facilitate forced migration.



Assuming Increascs in Production Could Be Marketed

Audits of livestock projects in Mali and Senegal disclosed the
traditional market could not absorb the incrcases in  production
generated by thesce projects.

In Mali, the market could not absorb project production of
farm-fattened cattle. The market was saturated at about 2,500
cattle annually against objectives of 4,000 to 6,000 necessary
to make the project cost effective and replicalble. In May
1984, 20 to 50 percent of the livestock could not be sold in
two areas visited by the audit team. Sales difiiculties had
been encountered for several years. Limitations in local and
export markets for the type of cattle produced throuah the
project were not adequately considered in the design of the
project.

For the Bakel project in Senegal, production could not be
marketed because the project zone was isolated from large
cities and the herders were reluctant to sell livestock.
According to the Government of Senegal Project Director, annual
project sales were about 4 percent of the herds. Project
objectives were set at 14 percent.

The Bakel project design marketing assumption overlooked the
fact herders in the area traditionally sold cattle for
subsistence, not for commercial purposes. Livestock was a
source of personal wealth and savings to the herders. Because
very little 1livestock was marketed in the area, increases in
livestock population, the basic objective of the project,
further taxed forage and water resources in the project zone.

AID projects designed to increase livestock must include an
analysis of the marketing potential. Demand for 1livestock is
predicted to increase in the Sahel because of rising
population. However, this does not mean that within a project
zone, traditional marketing mechanisms, or consumer demand, can
absorb this increase. Project design must recognize these
factors and their impact on project objectives.

Improved Sahel Development Strategy

In revising the Sahel Country Development Strategy Statement,
AID duly considered the lessons learned on previous livestock
pirojects. Assumptions proven invalid were discarded and
interventions were limited to those believed to be beneficial.

AID concluaed that many interventions such as firebreaks,
ranches, range control and most supplemental feeding were
uneconomical, even when production was increased. AID also



concluded that traditional herd/range managementl/ and
marketing systems were efficient and seasonal migration
provided for natural and best use of range resources. This
latter concept was incorporated in the lliger livestock project
which recognized the need for herders to search for the best
pasture in the face of highly variable rainfall.

The new strategy still emphasized 1livestock production, but
limited interventions to water development, animal health, and

production research. We Dbelieve the current Sahel Country
Development Strategy Statement made good use of the lessons
learned on previous AID livestock projects. It limited

projects to those considered more feasible and should
facilitate project design. However, the audit disclosed Sahel
development strategy and project design could be further
improved if drought contingency planning and marketing analysis
were incorporated in the planning process.

Management Comments

The Africa Bureau agreed that drought impact and market
capability analyses must be included in livestock as well as
other agricultural projects 1in the Sahel. (See Appendix I for
detailed management comments.)

The Bureau pointed out the draft report's frequent references
to the absence of a drought contingency plan overstate and
obscure the fact that the entire Sahel Development program is,
ipso facto, a long range drought contingency plan on a regional
basis. However, the Bureau agreed that the Sahel program had
been more optimistic about the course of nature in the Sahel
than was indicated by the meteorological data. The Bureau
observed it was now apparent that the climatological trend in
much of the Sahel was increasirgly for drought years to be the
norm and years of ample rainfall to be the exception.

The Bureau's reply was communicated to all Sahelian missions.
The Bureau indicated its reply would serve to clarify the Sahel
Country Development Strategy Statement approved June 11, 1984.
These actions were reemphasized by the Assistant Administrator
in an Auqust 5, 1985 cable addressed to AID/AFR principal
officers.

1/ By traditional herd management system we mean (1) maximizing
animal production when the nutrients available from the
rangeland are high, and (2) minimizing mortality during dry

periods by scasonal migration to more fertile pastures.



Office of Inspector General Comments

We concur with the Bureau's action on the recommendation and
consider it closed upon issuance of this report.

We agree that the Sahel Development Program 1s a long range
drought contingency plan. As noted in the report, the overall
Sahel strategy recognized the potential for drought. However,
this was not translated 1into specific quidance for the
livestock subsector including how planners were to consider
prolonged droughts in project design. The clarification
provided by the Bureau in its reply to the report draft should
better assure that drought contingency plani ing and marketing
capability analyses become an integral part of the project
planning, implementation, evaluation, and redesign process.

-] -



7. !1‘;-‘,‘-,,"__9“_, Acsumptions Must be Systenatically Reevaluoted

Project  anmplementotion was  incficctive  proimarily  becavse the
Missions didd noet systematically recvaluate  project  assumptions,
and revise  objectives and dmplerentation plans.  Since many of
these assumptions  were basced  on dnvalid  stiategic planning,
their  rccevaluation during  pooject  dimplementation was crucial
1{f the projects were to have a chance to suc teed. This problem
contributced to the projects' limited resulte,

Recommendation No., 2

We recommend the Assistant Administrator, Africa Bureau
reemphasize to Missions in the Sahel the need to reevaluate
project design  assumptions periodically and amend objectives
and 1mplementation plans.

Discu: sion

Assumptions are uscd to help determine the feasibility of
project objectives, If invalid, most often the objectives will

be unrealistic and projcct implementa_ion decisions and
acconplishments  jeopardized. Because assumptions can be
erroncous during design, or as social, economic and

administrative environments change, the AID Handbook suggests
they be reevaluated if necessary and the project redesigned.
Once there is project experience, or when conditions change,
periodic and systematic reviews of project assumptions are
neecded to help mission management identify program
implementation problems., '
Audits of livestock projects showed that although significant
changes in the environment had  occurred, Missions did not
systematically recevaluate project design assumptions. Some of
the questions which should have been considered wore:

--was it 54111 reasonable to assume normal climatic
conditions would prevail?

--was livestock marketed at the predicted rate?

--was project livestock overloading the range?

--was thec project controlling the range?

--was the project achieving cxpected production increases?
Early in the implewmcentation of the projects, enough information
was available to the Missions to  demonstrate assumptions were

invalid, and that +the projects could not possibly succeed
without significant redesign.



The Missions  reviewed the projects  bi-annually,  but project
revicws concentrated primarily  on  cvaluating the adequacy of
project inputs. ' oject results reccived  little or no
cemphasis., In those cascs where pertinent information was
provided to mission management, it often was disrcegarded o
misinterpreted.  Project assumptions were not  challenged, and
ineffective project activities continucd. These  sclected
cexamples 1llustrate.

SODESF and Bakel Projccts

The SODESP project design in 1978 assumed no drought would
occur during the project's life. This assumption was not
reasscssed upon  the occurrence of the 1983-84 drought. During
a visit to the SODESP project zone in ecarly 1984 herders were
found to have mitrated south due to a lack of forage for their
livestock. Yet the project was fully staffed. Project
personnel were still enrolling herders in the SODLSP program,
but now hLad to sceck them outside the project zone. Since the
project zone was designed to provide feeding, enrolling herders
without forage was a poor use oi project resources. As drought
conditions worsencd, project personnel began taking part in an
emergency food program for livestock which had migrated toward
southern Scnegal.

The Bakel project design assumed increases in livestock could
be marketed. An AID 1960 mid-project evaluation guestioned the
lack of marketing potential of +the region. The project
continued esscntially as planned and by 1984 there was still no
strong marketing program for the project. In our opinion a
reassessment of the marketing assumption would have shown that
a marketing program was not likely to be effective because of
the 1i1solation of the project zone {rom large commercial
markets, &and the traditional reluctance of herders to sell
cattle.

The Niger project design assumed no drought would occur during
the project 1life. This assumption was not valid even when
project activities bcgan in 1983. Py September 1984, after two
years of drouaht, most of the livestock had lci* the project
zone, yet project activities continued. Ir. September the
Mission began to reassess the project to deal with the drought
and to :tcrrminate ineifective project activities. An carlier
reevaluation of the "no drought” cesumpticn may have resulted
in a more orderly and ={fective transition of planned project
activities to an emergoncy posture in 1984.

-10-



Mali Livestock Preject

Project designers recognized  potential  marketing problems but
assuncd the problems would be resolved  ase herd  gize increascod

and  health  dmproved. Through  dts project monitoring system,
the Mission found the farmers could not scll all  of  thein
production. The  Mission concluded this was because the farmers
could not rcach outside markets, Attcmpts to create new

markcts werce unsucceassful,

A recvaluation of the assumption that markceting problems could
be resolved should have uncovered limited local  and cxport
sales markets. Looking for markcets in Mali cutside the project
zone was not viable. It ncgated the lonaer toerm objectives  of
the project to demonstrate the project  could be supportive
within the project =zone and replicated throughout Mali. In
fact, by sccking such markets, the project essointially would
compete against those very farmers it ultimately sought to
benetit.

We believe design assumptions define the environment within
which a project can effectively opurate. 1f  their wvalidity is
not pecriodically recvaluated, project activitics can become
totally disassociated from what is rcalistically achievable.

Management Cenmments

The Africa Bureau agreed with the iscues discussed in the
report draft, and reemphasized to the Missions the nced to
continually rcevaluate project assumptions and amend objectives
and implcmentation plans. The Bureauv cxpanded this guidance to
cover all projects and suggested this process cculd be agreatly
facilitated by the semi-annual  project implementation report
currently used by the Missione.

Office of Inspector Coneral Comnernts

We corcur with the &Africa Burcau's action, and consider this
recommendation closed upon isscuance of this report.

-11-



3. Project Results Must Be Measulced

Missions did not  cffcectively measure results  against  project
objectives, sSuch a  system was needed to cevaluate progress and
take timely corrcective action.  Because an effective  system was
lacking, preojects  were  continued notwithstanding little o1 no
progress.,

Recommendation No. 3

We recommend the Assistant Administrator, Africa Bureau,
recmphasizoe to Missions in the Sahel, the requircment to
establish cffective systems to measure project results,

Discussion

Because of uncertainties inherent in development programs it 1is

neccessary to continuously measure project results., AlD
Handbook 3 establishes the necd for mcasurable project
objectives and for monitoring performance against these

objectives. Without this, AID and project management cannot
effectively determine if the project 1is having an impact or
rcasscess the validity of project assumptions and objectives.
Also, opportunitics to improve project effectiveness cannot be
identified.

The projects audited did not have adequate systems to measure
projcect results, even though information to ecstablish such

systewrs was generally available. For example, projcct papers
quantified objectives to be attained, and data to periodically
look at pecrformance were available f{rom field and other
activity rcports. Better measurement systeoms would have

alerted the Missions that the projects were achieving marginal
results and corrective actions were necessary.

In Scnegal, the audit disclosed Bakel and  SODESP project
objcctives were quontified in the project paper and data on
results could have been obtained by analyzirng AID and host
government  project files. These results were not organized and
presentod in such a  way that mission management could gauge
progress in production, mortality, birth rate, and sales
objectives. By comparing the objectives c¢stablished in SODESP
project papers  with  project  performance deta, the audit found

the project was far from neeting project  objectives. In some
cases, partly becouse  of  drought, indicators were lower than
when the projoct  bLoaan., These results  should have demanded
decicions about the uvoeefulness of  the project. However,

mission mancegens nt had not focused on thic iscue.
In Niger, the Mission ryecognized the need for a measurement

cystem  and  devoted $L willion to a phase 1T effort partly to
compile base line data against which phase 11 could measure

-12-






R.  Compliance and Internal Contiol

Compliance

Overall, the three audit reports showed  an adequate  Jevel  of
compliancc with AID  standards and the Project  Agreements,
Audit tests made during our 1cviews reflected a consistoently
satisfactory level of compliance. Other than conditions ¢itod
in the reports, nothing came to our attention which would
indicote wuntested dtems were not in compliance with aopplicable
laws and regulations.

Internal Ccntrol

Internal controls were found to be weak and not operating in  a
satizfactory manner. The two major instances of internal
control weaknesses werce the abscnce of a system to reevaluate
project desian  assumptions and to measure project  results.
Minor instances dealing with controls over advances and use of
project asscts were brought to management's attention in  the
audit repeorts and corrective action was initiated.

-14~
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problems noted in past cvaluations and auvdit of  Jlivestock., We
found that cattle fecding and related rescoarch could not be
successful because soles levels  could noi be reached duc to
limited local and cxport markcets.

The Niger Integrated Lavestock Production Project, was
established 1n 1983 to improve the ceconomic well-being of
indigent herders in the project zone by increasing livestock
productivity and expanding the herders' health care. As of
August 31, 1984, Al1D had obligated $10.0 million of the §17.5
million planned and spent $1 million.

USAID and the Government of Niger did not resolve their
differences over the project's cbjectives. They signed the
grant agreecment to avoid los.ng funds at the end of the fiscal
year; but they could not agrce on whom the project would help
and how, and the level of technical assistance. Without
objectives to measure the project's progress and lacking
essential support and commitment by both parties, the project
proceeded on an ad-hoc basis.

In August 1984, +the project came to a standstill when the
current drought caused an exodus of herders and livestock from
the zone. Neither the host government nor the Mission had a
drought plan or sufficient information on the plight of the
project herds to decide on a course of action to prevent
further cattle losses and to effectively respond to the
herders' needs.



EXHIWIY 11

Reports Jssued by the Inspector General

on Livestock Trejects an the Sahel”
Audit Report 7-685-84-4 dated July 20, 1984 -  "RBetter Internal
Controls Could Have Improved AlD Management of the Livestock
Program in Scnegal"

Audit Report 7-683-85-4  dated February 28, 1985 - "Need to
Redesign tl o Niger Integrated Livestock Production Project”

Audit Report  7-688-65-5  dated March 27, 1985 - "Progress and
Problems in Managing the Mali Livestock Sector 11 Project"
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. AL FEFGARTING RVCOMMPNDATICN NO, 1, WF AGRFF NOT ONLY
TFAT TROUAET TMPACT ANALYSES ANI MARXFTING CAPAFILITY
MOST ®* INCLUTY¥D IN LIVESTOC: PEOJECTS FUT THAT TH:SF
STOULT F¥ INCLUDPED IN ALL REFFAT ALL AGRICULTURAL
PRCLUCTION PROJECTS IN SAHEL. TEY AX/RF¥PR IS PY SIPTEL 10
ALL AFRICA MISSIONS ISSUING A REMINDTR 70 GIVE SFFCIAL
CONSTRERATICN TO DEOUGHT IMPACT ANALYSIC IN PRCJECT
PFEIGN, SEPTEL WILL, IN FACT, CONSTITUTT® A CLAFIFICATIOM
CF¥ TPY SPHFEL COJNTIRY DFVELOPMEINT STRATEGY STATEMENT
AFPROVED ON JUNW 11, 19°3%, AND, WF EELIFVF, DIFVCOLY
APTHRESS TEF AUTIT CCANCEENS OF RECOMMENTATION NC. 1. 1IN
TEY AUTIT EFPCRT LISCUSGION STCTION RFLEVANT TC
RPCCMMENDATION NC, 1, THEYE WiRT FRYQIENT PIFEERFKCEZ TOC
TEY APSFENCT OF 2 QUOTE DROUGET CONTINGENCY PLAN UKQUCTY,
A RFIFRENCY WHICE EMYERGFD PRIMAPILY FROM THF SEFAERATE
BILIT PEPORT DCNE ON TFE NIGFR INTEGKATED LIVESTOC
FROTUCTION PROJ=CT AND TO WFICE THF NIGER MISSION IS
EFSPONDPING SEPARATFLY., HCWEVEE, WE FEEL THAT TO SUGGEST
NC DREOUCET EMERGTNCY PLAN WAS ESTAELISEYD IS AN
OVFFSTEATEMINT AND CPSCURES THE FACT THAT THE ENTIRE SAEFL
TFYTLOPMENT PRCGEA™ IS, IPSO FACTO, A LONEZ RANGE
CCNTINGENCY FLAN FOR TEF DRCUGHET CN A REGIONAL BASIS.
MOFTIVER, FASED ON LESSONS LEARNFD ANT HINDSIGHT, WE ARE
[INCLINED T35 AGEET WITE THE AUDITORS TUYAT TEP SAHFL
PROZRAY == BOTH THY FIELD ELEMENTS AND TN WESHINCTON --
JAVE TFNDFT™ TO Pr MORE OPTIMISTIC A®OUT THE CCURSY CF
NATURY IN TEE SAREL THAN IS FRESFNTLY INDICATED TY
FXISTING MITEOUROLOSICAL DATA. IT IS NOwW APLAECNT TERT
T2¥Y CLIMATOLOGICAL TREND IN MUCH OF TEE SAHFL IS
INCFFESINGLY FOR DROUGET YEAKRS TOQ BY TREF NORM AND YEARS
OF AMPIY¥ RAINFALL TC SUPPTET DREYLAND/FAINFZD AGRICULTUERY
TO FFCOME THE EXCEPTION. THIS POINT HAS ALPEADY PEEN
MADT FOTH WITE AID COFFICIALS IN TH® FIELD
ANT IN WASVINGTON ANT WITE HCST COUNTFY AGRICULTURAL
PLANNTES AND WILL P9 REVLICTED IN TCE AR/EFLCS SEPTFL TO
TEY FIELD wEICE WILI BT ISSUED TO FOLT.O¥W THIS CAKLT,

¥. PBYGAWLING RFCCMMENDATION NG. 2, THT SFITEL FEOM
EE/P¥% WILL ALSC KFEWMPrASIZE TO FIFLD MISSIONS THET MIED
TO CUNTINJALLY PEVAELUATE PRCJECT TPEIGN ASSUMETIONS AN
AMTNT PROJEICT OFJECTIVFS AN IMFLYMENTATICON FIANS,
ATTTITIONALLY, TnlS S#ME GUITANCE IS PFING GIVEN FGR ThYF
T¥SIGN OF ALL RUPLAT ALL AFR FUEFAU PROJECTS., IT IS A
COMTINUING PFOCESS WEICEF IS ¥ACILITATED TO # SHFAT DFGRYT
FY OTET SEUUT=AMAUSL PROJFCT IMPLEMFRTATION REPOIT (PIF)
TYPRCISE ¢ I1Cs IS TiING UTILIZEL FY THIS EULRAU,

f. WITE B°
N

FECT T BVCULMMENDATION NO. F, TH™ AAR/AWR
R¥COGNTZY LAY d
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ATTERTION ON ThE MYADULYMINT OF FRHOJYCT HRSUITE AND k1LY,
ILOATORFMERTIONED SEPTEL, FYPIFSS TEFT CONCEREN PE WHLY pC
THY OTMEPORTANCY OF MISEIONT PRYFAVING PLOMVCT COMEPITTICA
FERORTES 1IN ACCORTANCY WITH GUIDAKNCE STT POVTE 1IN KANTTCO¢
. VOYSVEY, TEF AFRICA FUFFIU BAT ALSC YERA CORKCYENRD
POROSONY TIME OARCQUY TER FLOFI NS ASSOGTIATIT WITL TLY Gf)
FYICTIN YVICREN TUF INPUL FRVIEW (/S FEYLICURD IN 9P)
TIV TROCYSS) AN MACEQO=-1VVTL, IMFACT ASSESEMINT,  TIM
CIYST WIGHBIN AIT 00 FIND AND ACCURATERLY DISURIVE (007}
CHIJFCTIVILY VFLIFIATYF INDICITORES UNQUDIY T8 IN ITE
evoCnT TFCADE ANY ALY }ROJFCY TEHRSICNFRS, TRITIMERTIRCE ANDT
YVETULTORD AR STILL STRUGGLING TC RPFRINE TJFIC PROCESE,
Ty ANSwlhk THAT Sr¥ME TO Y INCETASINGLY AFPARVNT 1S TLAT
THY L¥Y 10 FETAYLISHIEC EFLIATILY MEASHEIMERT TRNDICAHIOVE
IS TN MAINTAINING UTMOCT SIMPLICITY OF PECJIY¥ST DISIGKN ARD:
IN “FIFING MISSION FRUTYCT FORTHOIIOS THIN SO RS TO
MIVIMIZE TIF NUFMELL OF UNITS OF VPANAGEMINT AND TP}
CONSFQOUFNT WOR. LOAD ORN MISSION FROJFCT MARNAGFLS AND
FVALUATORS. TEF OXFICTIVE OF RYIEFPING PROJECTS AS CIMPLY
}S POSSIPLY 1S ETUING FNCOURASEL KOT ONLY RY MID
MANAGFMEND FUT EY EDST COUNTRY LEIADYKS TFEIMEITVES, MANY
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QUIJECT: LI0/L/¢A DRAYT RULIT REPORT (N SAFFTL LIVIETACT
PRCIFCTS

KTFS: STATFrzZZ=1z4 NOTAL
 NAEIEDEFI FOE USAID, EEDSC/ESA AND EIG/A
1. T¥ROM AA/AFR TDFLMAN FOL AID ATR PRINCIPAL OFFICERS,

2, T'E PEGIONAL INSPZCTOR GENERAL ¥EST AFEICA OJFFICF
RYCFNTLY SUBMITTYD FOR AFFR/W COMMERT A DRAFT RULDIT
SUMEPEY RETCORT CW EL.TLD. ESSISTAUNCE TO DRVEYLOF LIVESTOCH
IN THY SAETL VZICH CCNTAINED T"RLI RYCOMMENDATICNS,
YEFILY TER REPOKT IS ACTUALLY £ SYKTRRSIS CF FERLIEF AUDIT
RTPORTS DONT IN TEREEF SARELIAN COURTRITIS Ch FOUR
LIVEZTOCY PROJECTS, 1 RXLITVy THF EEVELIEL ACTIONG
CONTIMFLACID FY TE:SP RECOMMTNILATIONS SRECULD ®E RVFLITD
TC ALL ASRICULTUFAL PRCNUCTICN ICxIVITII. (DVPPPDF LVEt
MENY PRCITCTS IN NON-AGICULTURED STCTORE) IN SKEET
ERNT, ILSEvZERY It AFPRICHE YEERY T5t CA”' IND “‘ “r( "ECI
DYSIGN AND IMPLEMENTATION SEORTCOUMINGS TAIET,

o TEV EIlOMMINTATICNS ¥IPE:

EFCOMMENDRATIQN MO, 1 TEET TEL LSSISTANT ADMIKNISTRATOY

AFTICE FURFAU RECUIRY TFAT () TEF DISIGN CF T1V:STOC:

PEOJECTS INCLUTL TEE IMPACT ANALYSIS Of LWOUSYT AND

MEEYETING CAPAFILITY, AND (T} THWSF FACTOLS T

TLOOJFPCRAYTD IN TEE CUFRENT SARFL CCOUNTEY DRVELCEVENT
CSTRATVEY STETIMENT,

-

FFOOMMENDLUICK KC, 2 TELT TEF ACSICTANT AUWINISTLATOR,
LFFRICE BURLED EYIMFEASIZE T2 MISSIOAS IN Tit SARTL TEF
KoPD 70 REEVALETE PRECITCT DrSICh ASSUMPTIONT
PYEIOLICALLY ARD AMPATL CIJTCLIVES AND IMFLYMTRTETION
PLANS ALL CN & TIMELY RASIC,

ETCOMMENTATION N, 3y TYRY TFE ASSISUINT LIWINICTHROCL,
PFeTCd EJRIAU, REEMPRAESIZE TO MISCIONE IN TFEE SAVFD TEF
FEQUIERPENT 10 ESTAFLICSH PFFFCTIVE SYSTVVME TO MELGUNT
PROJEST RESULIS.
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‘4, SINCF THE INCREASYD INTENSITY OF TEE SAEEL T'ROUSET
LAST YELYF, SFVERAL CASFS HAVF COME TO MY ATTENTICN IN
YPICP TFF FASIC ASSUMFTIONS ON WFICH FROJECT DESIGNS
RFSTED PID NJOT SUFFICIENTLY CONSIDEE THE POTENTIAL
CONST¥QUENCES OF A WORSENIMG OF THF DROUGHT. THEEEFCET,
AS ETCOMMFNDEL BY EIG/A/WA, I MUST ONCE AGAIN FEMIND CUk
FIFLD MISSIONS OF THF IMPORTANCEF OF EXAMINING TEFVIE
PCRTYCOLIOS CRITICALLY AND FREQUFNTLY TO ASSURF THAT FASIC
PFQJFCT ASSUMPTICHNS YFET/LRE VALID AND THAT CONDITIONS
WOICF WERY ANTICIPATFD OR TARGETYD HAVF ACTUAILY
MATXLIALIZED.

5. A4S TO INCLUDINS DROIJGET AKD MARKETING IMPACT ANALYSLS
IN TAF DESIAN PROCPSS, WT SHOULD NOT EAVE TO EFMIND
QURSFYLVES CF TWHIS IYPERATIVE SINCF TLF RAISCN D ETRFT FOR
A SAKFL DEVELCPMENT PROGHAM, BOTE AS A SEPARATE LINE ITFVM
IN TPY FAA ANT AS AN IDENTIFIED AND SEPARATE GECGRATEIC
YWTITY, IS ThE THRTAT CF CONTINUEL OR EFPETITIVE DROUGHT
IN THT SEEEL.

£. LFT YE EMPHASIZE ONCE AGATN TEAT TEY CONCERNS EAISFD
*Y THE AUDITCRS IN THF SUBJFCT DRAFT REFORT SHOULD NCT RF
CONFINED TO YOUR MANAGEMENT ANLD OVERSIGHT SOLFLY OF
TIVESTOCY PROJECTS. THEY SHOULD FE PART AND PARCEL CF
YOUR MISSICNS® PROJFCT DESIGN, IMPLEMENTATION, EVALUATION
AND REDFSIGN PROCEZSS FOR ALL TYPES OF PROJFCTS.

7. FOP TEF FENFFIT OF ALI ADDREISEES, SOMY OF ¥ZICH DIT
NCT RECEIVF THFE KREFTEL, wE REPFAT RBELOW ONT PAFAGRAPE OF
RFFTEL DESCRIFRING AFRICA BUREAJ RLSPOMSY TO
FYCOMMENDATION NC. 3:

QUCTE. WITH KHFESPECT TC RECOMMENDATION KO, 3, TEY ARA/AFT
ETCCANTZES THAT THVFE IS A CONTINUING NFVED TO FOCUS
ATTENTION Ch TEF MEASTHREMFNT OF PRCJECT RF¥SULTE FND WwiILL,
In AFOFEMEYTIOMED SEPTIYL, EYPRESS THAT CONCEFRY FS WELL BS
TRE IMPCRTANCY Cf MISCICHS TFEUPARING PROJECT COMPLFTICN
FEPORTS IN PCCOEDANCT WITE GUIDANCE SET FORTH 1IN HAANDEOO!
. HOWEVED, THF AFRICF BUKREAU FAS ALSO FFFN CONCERNED
FOT SOMT TIMF AROUT K} PROFLEMS ASSCCIATED WITE THI CHF
CRISTING EFTWEEN Td« INFUTS EEVIFW (AS RFFLYCTFD IN T&V
PIR PRCCESS) AND MACLO-LEVEL TMPACT ASSESSMENT. THE
QUTST WITHIN AID T2 FIND AND ACCURATELY DESCPIEER OUOTE
ORJFCTIVELY VERIFIARLE INDICATORS UNCUOTF IS IN ITS
CICONT WECADE ANT AT1 PHOJFCT DFLTGHRES, IMPLEMENTFRC AT
FVALUATORS £RY STILL SIPUGGIIAG T0 KY:INF THIS FTHOCECC.
T ANSWER THAT SEFMC 70O FFV INTREASINGLY AVPARTINT I€ ThHe?
TH® +%vY TO BRSTAFLISHING RFLIATLF MFACSURFMZ T INDICATORS
IS IN MAINTAINING UINMGET SIMFLICITY O FROJECT DFSIGN AND

)
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IN KEEFING MISSICN PROJECT PORTFOLIOS THIN SO AS TO
JMINTMIZE TER NUMBEF OF UNITS OF MANAGEMENT AND TEF
CONSYLUENT wOTr LOAD QN MISSION RROJFCT MANAGERS AND
FVALUATOKC, TBE OFJECTIVE CF KEEPING PROJECTS AS SIMPLY
AS v SSIRLT S BEING FNCOUEAGED NOT ONLY FY AID
AANALEVENT FUT BY EBOST CCUNT'Y LEADEES THEMSELVES. MANY
0% O!F PROJECTS HAVFE EFEN DESICGNED WITH TOO MANY
COMPONFNTS, TGO MANY VARIAPLFS, TCO MANY ASSUMETICHS ANT
700 FEW XFY MFASUKEMENT INDICATCFS. THE RESOLUTION O
THIS ISSUF CANNOT BY ACCOMPLISHED BY ANY SINGIV ACTION CK
«SERIF3 OF ACTIONS ON TEE PART OF AA/AFR, FUT REQUIRES
CONTINUOUS AGFNCY-WIDF ATTENTION, HOWEVER, IT SHOULD ET
NOTED THAT TEF INTFRNATIOMAL DFVELOFMENT COMMUNITY --
FOTE THE FILATFRAL AND TEF MULTILATERAL DONORE -~ KEGAFD
A.1.D. AS ONY OF T3FY FOR¥MOST RVPOSITOKIES OF EXMFETIESE
IN THT F¥FORT TO ACRIEVE IMPEOVFD DESIGN/FVALUATION
INDICATCR2S. EIKD QUITE.

€. THFE TEXT OF AFRICA BURFAU’S RESPONSE TO EIG/A/VEK

(RFFTTL) HAS BEEN REPFATED TO ALL SAEEL MISSICNS, SBULTZ
ET
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LIST OF REPORT RECIPIENTS

Assistant Administrator - Bureau for Africa
Assistant to the Administrator for Management

AFR/CONT
AFR/PD
AFR/CCWA
AFR/SWA
XA

LEG

GC

OPA

OFFICE OF FINANCIAL MANAGEMENT (M/FM/ASD)

FVA/FFP/I
PPC/CDIE
M/SER/MO
M/SER/LEOMS
USAID/Praia
USAID/N'Djamena
USAID/Accra
USAID/Conakry
USAID/Bamako
USAID/Monrovia
USAID/Nouakchott
USAID/Niamey
USAID/Freetown
USAID/Lome
USAID/Ouagadougou
USAID/Yaounde
USAID/Banjul
USAID/Bissau
USAID/Dakar

I1G

Assistant Inspector General for Audit
IG/PPO

IG/EMS/C&R

AIG/11I
RIG/I1/Dakar
RIG/A/Washington
RIG/A/Cairo
RIG/A/Mani la
RIG/A/Middle East
RIG/A/Nairobi
RIG/A/Tequciqgalpa
REDSO/WCA
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