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This report presents a summary of the results of 
 audit of four

AID-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 Ibased 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 livestock production. Also,

Missions did 
 not take action to correct implementation problems

and projects continued, making little or no 
 progress. In

general, Missions had not systematically reevaluated 
project

assumptions, 
 measured progress against objectives nor evaluated
 
project 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 problems 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 
 your intent to

simplify project desigr and increase the number of 
 management

indicators. Future audits will consider how this strategy is
 
implemented.
 

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

During 1984-1985, the Office of the Regional Inspector General
 
for Audit/West Africa reported on four livestock 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 is characterized by low 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 everything.

Coupled with losses in crop production, famine resulted. The
 
international community spent about $1 billion in emergency aid
 
for food and rehabilitation. Realizing such costs inevitably
 
would recur unless Sahelian countries were better prepared, the
 
donor countries developed a long term strategy to provide
 
sustained resources to the Sahel. In line with this and with
 
its own strategy, 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 its 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
 
drought on development projects, and (2) the capability of
 
Sahelian markets to absorb increases in livestock production.

The audits found the lack 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 lack of capability of markets to absorb
 
increases ia production greatly undermined the effectiveness of
 
the Mali and Senegal projects.
 



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

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

This report includes recommendations that the Assistant
 
Administrator, Africa Bureau (1) require 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 rccongnized that
 
the problems reported by this :udit 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 this report. 
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SUMMARY REPORT ON AID ASSISTANCE 
TO DEVELOP LIVESTOCK IN THE SAIEI, 

PART I - INTRODUCTION 

A. Background
 

The Sahel is 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 low 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
 
international community spent an estimated $1 billion in
 
emergency a4id for food and rehabilitation.
 

Realizing such costs inevitably would recur unless the Sahelian
 
countries were better prepared, donor countries developed 
a
 
comprehensive strategy to provide sustained resources to the
 
long-term development of 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 en host country governments to implement
 
the projects through their institutions. AID overseas Missions
 
monitored 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 AID-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.
 



It. 	 Audit ObjectivVsand Scop! 

During 1984-1985, the Office of the 1nspectoi General for 
Audit/Wert Africa reported oil four livestock projects in Mali,
Niger and Senegal (see Exhibits I and I]). They were: 

-- the Senegal Range and Livestock Project (Bakel) 
--the SODESP Livestock Development Project (SODESP)
 
--the Mali Livestock Sector II 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 limited 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.
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SUMMARY REPORT ON AID ASSISTANCE TO
 
DEVELOP1 L]VESTOCK IN TIIE SAIIIJ.
 

PART 1] - RESULTS OF AUD]T
 

A. 	 Findings and Recommendations 

1. 	 Improved Sahe] 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 t:) succeed.
 

AID revised its development strategy in 1984 making good use of
 
the lessons learned on previous projects. However, project

design and development strategy could be improved by better
 
recognizing (1) the impact of 
 drought on development projects

and (2) the capability of Slhelian 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 th" 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 the project zone could be
 
controlled to balance with available forage 
and water, (2) no
 
drought would occur during the life 
of the project, and (3)

livestock production increases could be marketed.
 

Overall guidance for project design originated from the Sahel

Development Strategy formalized 
 in 1980. Livestock strategy

emphasized 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
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con t I ol I ed, (3 ) If' ( ot (1i1c'l ;i i oT could(I . ('f I ct iv ,, (4 ) hei (I 
11IIa (1cflIc it C.OUl I ))(('" ('Ill(1 eiit , an11d ( t he p1 i vit c sect ol 
could Ibv mol e (. (,ct i v ill ma1 ket, illq ci]t t I. A]lt louhg ovci a II 
Sahe I st rat eqy I ('coqill 'd the ipot (it i;I f ol pro] onqed €lrouqhI 
t hel e wof; Io 1 I i on t d(tdaI wi t i It i I t lie Iiv st ock 
subsecto0. 'l'' st I at (.'( y a] so pI ovi (ed f ol tli moderni zat ion of 
market ing, but did liot adequatlcy cons. der the capa))lIit y of 
the market to ahso 1l, i ncrca scd product ion. 

Experi ence soon pi oved interventions based on some of these
 
assumptions were not successful . A 1980 Inspector General
 

/
audit report! noted th ,t large feedlot operations or attempts
 
to control livestock in ranch type operations were neither
 
economical nor effective.
 

The more recent reviews of four livestock projects disclosed
 
(I) 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 livestock in the
 
project zone could be controlled to balance with available
 
forage and water.
 

The audits found this assumption faulty because the range
 
control component of the project could not be successfully

implemented. For example, in 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 is to undertake projects which include control of
 
liv,-stock population, it mist. find means to protect the zone
 
from outside migration. Without better protection as
 
experienced in Senegal, such iterventions will fail.
 

Assuming No Drouqht
 

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

1/ Audit report No. 80-67, dated June 6, 1980, "Problems in
 
Implementing AID's Livestock Sector Project Activities in Mali"
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project activities were sevr]y di srupt ed. The inilted 
increases in livestock population achieved by the projects were 
wiped out and the herders' we] 3-bei ig jeopardi zed. Had a 
drought 
process, 

contingency plan!/ 
these disruptions 

been 
might 

included in 
have been 

the 
less. 

planning 
Conditi ons 

found at three projects reviewed illustrate. 

In the Bakel area the livestock needed water, but forage was 
available. In the SODESP area there was no forage, but deep
 
wells provided water. During 1984, lack of forage or water
 
created an exodus of project cattle south to areas already
 
short of forage because of competing cattle from other areas of
 
Senegal and from Mauritania. Donors undertook an emergency
 
program to bring food to the cattle, and USAID/Senega] 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 life of the project. Considering the
 
project was designed in 1983, a severe drought year, the "no
 
drought" assumption was a serious design flaw. 'ne country,
 
including the project zone, experienced large herd moement,
 
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 know 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 to promote the growth of livestock in the Sahel, it
 
cannot incre2ase 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.
 

l/ 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.
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Assuming Increases in Production Could Be Marketed 

Audi t s of I i vest ock projects in Mali and Senegal disclosed t he 
traditional market could not absorb the increases in production 
generated by these projects. 

In Ma]i, 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 replicaLle. In May 
1984, 20 to 50 percent of the livestock could not be sold in 
two areas visited by the audit team. Sales difficulties had 
been encountered for several years. Limitations in local and 
export markets for the type of cattle produced through 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 livestock 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 livestock 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 Strateq
 

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

AID concluded that many interventions such as firebreaks,
 
ranches, range control and most supplemental feeding were
 
uneconomical, even when production was increased. AID also
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concluded that traditional herd/range management!/ and
 
marketing systems were efficient and seasonal migration

provided for natural and best use of range resources. This
 
latter concept was incorporated in the Viger 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 livestock production, but
 
limited interventions to water development, animal health, and
 
production research. We believe 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 in 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 increasingly 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 August 5, 1985 cable addressed to AID/AFR principal
 
officers.
 

l/ 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 seasonal migration to more fertile pastures. 
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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 is a long range
 
drought contingency plan. As noted in the report, the overall
 
Sahel strategy recognized the potential for drought. However,
 
this wes not translated into specific guidance for the
 
livestock subsector including how planners were to consider
 
prolonged droughts in project aesign. The clarification
 
provided by the Bureau in its reply to the rerort 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.
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Recomm~'id ati on No. 2 

We rucOIliimtii(I t lie Assiast ant Admi i st rat or, Africa Bureau 
reemphasize to Missions in the Sahel thc need to reevaluate 
project desi gn assumptions periodically and amend objectives 
and imp]ementat ion plans. 

Discu. sion 

Assumptions are, used to help determine the feasibility of 
project objectives. If invalid, most often the objectives will 
be unrealistic and project imp] emenita ion decisions and 
accompl ishments jeopardized. Because assumptions can he 
erroneous 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
 
needed to help mission managemert identify program
 
implementation problems.
 

Audits of livestock projects showed that 3lthough significant 
changes in the environment had occurred, Missions did not 
systematically reevaluate project design assumptions. Some of 
the questions which should have been considered were: 

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

-- was livestock marketed at the predicted rate? 

-- was project livestock overloading the range? 

-- was the project controlling the range? 

-- was trie project achieving e:pected production increases? 

Early in the ipJ loiir it at ioi of the projects, enough information 
was available to thle Mi ssions; t:, demonstrate assumptions were 
invalid, and that the projects could not possibly succeed 
without significant redesign. 
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ineffect ive project act ivi tis conti nu ed T Cesese] ect ed 
Cxamples i ] ustrate. 

SODESP and Bae- Project s 

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

The Bakel project design assumed increases in livestock could
 
be marketed. An AID 19b0 mid-project evaluation questioned the
 
lack of marketing potential of the region. The project
 
continued essentially 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 isolation of the project zone from large commercial 
markets, and the traditional reluctance of herders to sell 
cattle.
 

Niger Livestock Project 

The Nicer project design assumed no drought would occur during 
the project life. This assumption was not valid even when 
project activities began in 1.983. Py September 1984, after two 
years of drouaht, most of the ivestock had left the project 
zone, yet project activitie:s co tine 6. 2r. Sopremher the 
Mission began to reas.ess the ploject to deal with the drought
and to -crMinate ine fective project activi ies. An earlier 
reevaluationL of the "no drought" assumption may lave resulted 
in a more orderly and ?,ffective tra-, s~tJon of planned project
activities to an emergency posture in 1984. 
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Project derI. 't 5; 1'(col.i ' ictc1tJ, ]l Letiiu oh]ems iut(1 i tatet't 
assumed the i o,] .,ti,.woul le I('.solved a;. het d si 7C a nclteased 
and healthI .i lO\vevd. ThO (lqh .i t r I1,jct n11011ii in. system, 
the Mi ssi on found the farmers., could not se;ell al] of theii 
production. The Mai,5,1on conc]uded thin wa : lbcaue the iaimet. , 

could riot reach out side lrkt .;. At i (mpIt n to create new 
markets were unsuccessful. 

A reeva]uation of the aumptli ion that war Let i n( lrol ems; cou Id 
be resolved shoul d have uncovered limrited local and export 
sales markets. looki ng for markets; in Mnai (utsi(C the toject 
zone was not viable. It negatei the lon(er t(rm objectives of 
the project to demons.trant the pr oj'ct could be suppo tivc 
within the project zone and repi]cated throughout Mal. In 
fact, by seeking such markets, the project esscntja]ly would 
compete against those very fa rmers it ultimately sought to 
benefit. 

We believe design assumpti ons def ine the envi i ornnt within 
which a project can effectively oprate. If their vilidity is 
not periodically reevaluated, project activities can become 
totally disassociated from what is realistically achievable. 

Manaqement Cemments
 

The Africa Bureau agreed with the issues discussed in the
 
report draft, and reemphasized to the Missions the need to
 
continually reevaluate project assumptions and amend objectives
 
and implementation plans. The Bureau expanded this guidance to 
cover all projects and ugstc.3 this process cculd be greatly 
facilitated by the semi-annual project implementati on report 
currently used by the Missjcns. 

Office of I_ pector C',r:cra _ nts:5C0 m -_s
 

We concur with the Africa Bureau's action, and consider this
 
recommendation closed upon issuance of this report.
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R('ComeiC]dat 011n No. 3 

We recommend the Assi slant Administrat o , Africa Bureau, 
reemphasize to Missions in the Sahel, the requirement to 
establish effective systems to measure project results. 

Di sco s s ion 

Because of uncertainties inherent in development programs it is 
necessary to continuously measure project results. AID 
Handbook 3 establishes the need for measurable project 
objectives and for monitoring performance against these 
objectives. Without this, AID and project management cannot 
effectively determine if the project is having an impact or 
reassess the validity of project assumptions and objectives. 
Also, opportunities to improve project effectiveness cannot be 
identi fied. 

The projects audited did not have adequate systems to measure
 
project resuJts, even though information to establish such
 
systems was generally available. For example, projcct papers 
quantified objectives to be attained, and data to periodically 
look at performance were available from field and other 
activity reports. Better measurelment systeCms would have 
alerted the rt i.si ons that the projects were achieving marginal 
results and corrective actions were necess1dry. 

In Senegal, the audit disclosed Bakel and SOPESP project
objectives were quantified in the project pper and data on 
results could have been obtained by analyzing AID and host 
government project files. T1'hese results were not organized and 
presentd in .uch a way that mission management could gauge 
progrc sv in product ion, mortal ity, 1 rth 1ate, and sales 
objectives. By colpa ring the objectives ustablished in SODESP 
project ap',,s with projoct 1wrformuance data, the audit found 
the project was far from nweting project objCect i,'es. In some 
cases, partly beec Use of drought, indicators were lower than 
when the piuject b.gqan. Those results .slionId have demanded 
dec i on s ,Lout t he u . fu ] ness of lhe pro j'c . lowever, 
missi on Ilnhyrnjmli t had not focused on thin s ue. 

In Niqger, t he r;sni on iio(qjii z( c the need for a i.easurelioent 
tystem and devoted $5 million to a phase I effort partly to 
compile base Iine data again st which pl)ase 1I could measure 
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rsults. Although conteiipJat ed it) the phase, 11 projrct paper,0~~ ~~~~~~n-.... a ot- im ',eliwilt v6, As--th IN in -984ilelutmni_:_ssi~. 

drought worsened, there wai no data showing progress agailist
project objectives. Had Such dcata been available it would have
highlighted the impact of the drought on the target
population. When the Mission decided to deal with the drought
in September 1984, insufficient information was available about 
the condition of the target population to select a course of 
action. 

Without a good system to measure results, Missions cannot take
 
timely action to ensure effective project activities.
 

Management Comments
 

The Africa Bureau recognized the need to focus attention on the
 
measurement of project results and reemphasized this concern to

the Missions. The Bureau noted its continuing efforts to

develop more accurate and reliable verifiable project results
 
indicators. It suggested the key was in maintaining simplicity

of project design and indicated this objective was being

encouraged by AID management and 
 host country leaders. The

Bureau observed 
many AID projects have been de'.L.ned with too
 
many components, variables, assumptions and too few key

management indicators. The Bureau suggested the resolution of
 
this issue could not be accomplished by any single action but
 
required continuous agency-wide attention.
 

Office of inspector General Conments
 

We concur with the Bureau's action and support the Burea,'s

effort to develop more accurate and reliable verifiable project

results indicators. Simplicity In proj(.tLt design should also
facilitate the development of such in6icat ors. We will 
continue to include these aspects in future audits and report
on conditions found. The reconu endation is closed upon

issuance of this report.
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11. c ml t]tu Iij c? 11teC-_t1 (,u _1t 

coramp1j1al1c' 

Overll] t the thi(, alu(dit i('Clw tv showed an a(eCquate ]leve] of 
compl i anc wa t I Al 1 t anlards and t he Project AcqtI- cnItm . . 
Audit tests made dulin 9 oui i tvi ,ws reflected a con .st et Iy
satisfactory level of comp]iance. Other tihan conditions cited 
in the reports, not hingq came to our at tention which would 
indicate untested ite.ms were not in compliance with applicable 
laws and regulations. 

Internal C-nt rol 

Internal controls were found to be weak and not operating in a 
sati sfactory manner. The two major instances of internal 
control weaknesses wer the absence of a system to reevaluate 
project design assumpt ions and to measure p-oject results. 
Minor instances dealing with controls over advances and use of 
project assets were brought to management's attention in the 
audit reports and corrective action was initiated. 
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SUMMARY R];,'OIl'i' ON A]l AS;],TANC:
 
TO )EVI-1l' IVIS'1LCK IN Ti: SAIII'A.
 

Part III - EXHIBITS AND APPENDICES
 



Descri ption of 'ioje.cts Reviewod 

The Senegal Range and Livestock Developnient Project in Bake],
Eastern Senegal, was established in 1975 to manage a grazing
 
reserve of 110,000 hectares, increase cattle from 11,200 to
16,000, develop year-round water resources, and provide
veterinary care. Amendments increased the range to 220,000

hectares 
and cattle to 25,000. The project was completed in
January 31, 
1985 and about $5 million had been obligated.
 

By December 1983, most of the funds had 
 been spent to develop

at most 110,000 hectares of range, instead of the 220,000 for
which the project was ultimately justified. Cattle population

increased by 
 less than a thousand instead of several thousands,
and other production factors had not increased 
 appreciably. In

March 1984, year-round water resources had not been developed

and herders were short of water. 
 Range deterioration had not

been checked. The veterinary health program, however, had
 
shown positive results.
 

The SODESP Livestock Development Project in Northern Senegal

was established in 1978 to provide livestock 
production by
financing production and commercialization activities. About
6,250 cattle and 4,950 sheep and goats 
were to be sold. The
project was also to develop a system for water and range

management, forestry, 
improve the quality of life of the
herders' families and create a data 
base for research and

monitoring. The project was completed June 30, 1984 and aboui
 
$7 million had been obligated.
 

By 1984 most of the project funds were spent on livestock
production, essentially supplemental feeding and marketing.

SODESP had sold 263 cattle. Qualitative factors such as weight
and birth rates had declined. Other aspects of the project
i.e., range management, improvement of the quality of life of

the herders, and research and monitoring, were either not
implemented or reduced to a point 
where their contribution to
 
the project was minimal.
 

Mali Livestock Sector II, was established in 1982 to promote

animal health, provide a cattle feeding program during the dry
season, conduct forage production research and improve the
participating country's 
 managerial capabilities. As of

September 30, 1984, $15.7 million of the $17.5 million granted

had been obligated and about $3.2 million had been spent.
 

Since this was a fairly new project, we limited our audit to
the most active components-- the management development

assistance team, and cattle feeding 
and related research. We
found the Mission, through the team, had resolved many of the
 



probl]ems noted ln past evaluation.; and audit of Iivc,; ock. W, 
found that cat t I c f ('Cdi nq and rel ated rescarch could not b, 
succcssful because salc(; ](Vel]s couIld noi be reached d1uc to 
limi ted local and LXI)O1 t mrkcet. 

The Niger lnteg rated I.i vest ock Product i on Pro, ct , wa S 
established in 1983 to improve the economi c we] -bei ng of 
indigent herders in the project zone by increasing Ilivestock 
productivity and expanding the herders' health care. As of 
August 31, 1984, AID 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'; cbjectives. They signed the 
grant agreement to avoid losng funds at the end of the fiscal 
year; but they could not agree 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. 



,(lol ]".U('(I hY t _ht' 1wI;p('c'to r Gen-,w a]i 

Audi t Report 7-68'.-8l4-4 (lilt d July 20, 1984 - "Bet t Int.erna] 
Control . Cou Id Lav , 21111,1i oVed All) m.anac~lme'it of the I,ivestock 
Progi am j n Scici I" 

Audit Rpoli t 7-6E3- 8 5-4 dated Flebruary 28, 1985 - "Need to 
Rec si gc t I , Nj qL'r Integrat ed L,ivc,.c;tock Product ion Poject" 

Audit Report 7-688--{ 1-5 dated March 27, 1985 - "Progress and 
Problems i-n Managing the Mali Livcstock Sector 11 Pro3ect" 
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RrrCC(NIZIS TfIt..T T".1FF IS A CON"11NUIN3 NF11- Tf) IXTr 
AT'llillON CV* TH FP r~M~. OF PEOJ ECT Ri l'U'TQ INr,i"'' TL 
1I.' AFOFFllFl*!I: '?-,*. SEP-iFL, FYThSSTHA CF' I~ WEI IA 

TRY I-'PORTANrv Cl MISSIO"NS PF-PARIN'T FP0.;FCT COv'PLrTICk' 
FFPORTS I.1 PACCO FDANCt WITH GUIDANCE S .T F'u1:T" IN FAINI)OO 

ii01 AF'RICA 'AS Al-SO Pl, COMCFPNIT~i'Vi?, Tli ?UhFAU 
rF0T' SC"m'Y TIIMF AIOUT F PfiOllLP'$ ASSCCIATF' *ill Tn?; CP1T­
vxIrSTIN, PTdiF' Trl- INPUTS ERVIFW (Al2 ERFL1CT D INi TE' 
PIP PEC.'ES~r) U0J MAC.?LFEL ICT ASSFFISrMFfil. 11 ' 
C'U'ST VITdIN AID T-' FINTP AP ACCJRATFLY DT CPII QIUOTV 
rC)PJECT IVFi. 'f V1.iRI FlIAt INDI CATORS UIIYJOTF IS I' ITIF 

ivAIUPq'I)hs AE! STILL SJUGI TO hYiINF THIS 'hiOCfF.
 
TRY PNFWifi T147T SFFI,, P ZREIA.SIKNLY P.',1'Af [A Ic 'Ii
 
TE7 -,v T,'- FSTrAFlLPIhIN- RFLIPILF MFAJRh'-:,71 I,")ICAT)?.S
 
IS IN r&.:NTUINI; 2orSl' FLlrITY o) YF'%oJFcT NT)
A's' 
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IN KEMNG MISSION PROJECT PORTFOLIOS THIN SO AS TO
 
.NrMIZV TPF NUMBEF OF UNITS OF MANAGrMENT AND TEF 
CONSFlUFT WOT LOAD gr MISSION RROJFCT MANAJrFRS AN)D 
FVALUATO; :. TBE OfJECTIVE OF KEEPIN G PROJECTS AS SIMPLF 
AS 
A!' A 

'iSIBlT XS 
FFNT FJU 

BFIN[; FNCOU,AGED NOT ONLY PY AIl 
BY RFOT COUNT T Y LEADEES TrEtSE. VES. MPNY 

Oq O;F PROJECTS FAVF IFFN DES., NEP WITH TOO MANY 
COrP0NFNIS, TOO MANY VARIA LFS, TOO MANY ASSUMPTIONS ANT; 
700 FYW WFY MFASURFMFNT INDICATORS. THE RFSOLUTION Oy 
THIS ISSUF CANNOT BD ACCO PlISFED BY ANY SINOIFl ACTION O1 

:SERiTS OF ACTIONS ON TIE PART OF AA/AFr, T'.T REQUIRFS 
CONTINUOUS AGFNCY- 'FI-: ATTENTION. HOfVEf, 11 SHOULD 1r 
NuTED THAI THF INTYRNP.TIONAL D VELOFMFNT COMMUNTIY --
1',DTP THE IILATFRAL AD THF MJLTILATEIAL DONO1-S -- hiEGA±-T' 
A.I.D. AS ONY OF THY FORPIrVST RrPOSITORIES OF FXPFETISF 
IN T!., lFFFET TO ACPIEV. IMPROVFT. DESIGN/YVALUATION 
INDICATC2S. END QUOTF. 

F. Ti TEXT OF AFRICA BURFAU'S RESPONSE TO F.I!A/WA 
(RFFTFrL) HAS BEFN R'PFATFD TO ALl S.EEL MISSIONS. SHULTZ 
BT 

UNCLAS SECTION 02 OF 02 STATF 2 9125
 



LIST OF REPORT RECIPIENTS
 

Assistant Administrator - Bureau for Africa 

Assistant to the Administrator for Management 

AFR/CONT 

AFR/PD 

AFP/CCWA 

AFR/SWA 

XA 

LEG 

GC 

OPA 

OFFICE OF FINANCIAL MANAGEMENT (M/FM/ASD) 

FVA/FFP/I 


PPC/CDIE 

M/SER/MO 

M/SER/EOMS 

USAID/Praia 

UWAID/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 

IG 

Assistant Inspector General for Audit 

IG/PPO 

IG/EMS/C&R 

AIG/1I 

RIG/I I/Dakar 

RIG/A/Wash inqton 


RIG/A/Cal ro 

RIG/A/Mani la 

RIG/A/Middle East 

RIG/A/Na i.
r€obi 

RIG/A/Peqn iqa Ipa 
REDISO/WCA 
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