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EXECUTIVE SUMMARY

A. Purpose of the Evaluation

In December 1984, the Agency for International Development (AID)
contracted with Devres to carry out a Mid-Term Evaluation of the Grain
Marketing Project (No. 686-0243) in Burkina Faso on behalf of the USAID
Mission.

The objectives of this evaluation were:

o To assess the activities of the project with regard to the
fulfillment of its intcnded purpose and objectives; and

o] To present recommendations as to appropriate activity
modification or future development.

The scope of work (see Annex 1) included:
o Assessment of the project assumptions;

o Review of other grain marketing activities being conducced in
Burkina Faso and presentation of suggestions for better
coordination of research conducted under the project;

o Review of project inputs, including the financial management
and reporting system installed in the National Cereals Office

(OFNACER): and

o Recommendations for improved project implementation,
performance and financial management of OFNACER.

The evaluation took place only a few months before project activity was
expected to be completed (May 1985) so that it represents more an
end-of-project evaluation than one at mid-term.

In discussions with AID officiuls in Washington, as well as at
USAID/Burkina Faso, it was confirmed that the evaluation team should
interpret 1ts mandate broadly. The team was explicitly instructed not
only to evaluate the performance of the different participantsl in this
project, hut also to consider questions raised by USAID"s institutional
support of OFNACER. The team was also asked to provide recommendations
on whether and how the project ought to be extended, or whether a
follow-on project should be considered.

The project was implemented ty a number of contractors--the
Abtdfan office of Deloitte Haskins Sells (DHS), Ronco Consulting
Corporation, and SECID in cooperation with Lincoln University
(Misrouri).

xvid
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The research component was explicitly excluded from this
evaluation, as it had just been completed and no results were available
yet. It was specified, furthermore, that the emphasis of the
evaluation should be on the technical assistance (TA) rather than the
financial components of the project.

B. Procedures
The evaluation methodology consisted of:

o A thorough review of documentation:

o Interviews with the General Director and Techaical Director
of OFNACER, officials in the Government of Burkina Faso,
other donor representatives, technical advisors to OFNACER,
and officials of USAID;

o] Site visits, outside of Ouag~dougou, in Burkina Faso, and to
Southeast Consortium for International Development (SECID)

Headquarters; and

o Frequent review of evaluation activities with
USAID/Ouagadougou.

The evaluation team consisted of Daniel F. Kohler, Agricultural
Economist and Team Leader, and Clive Baker, Financial Management
Specialist. Dr. Kohler was responsible for evaluating the policy and
planning aspects of the project, while Mr. Baker concentrated on the
financial manageuent component. The final report and recommendations
were prepared with the assistance of Devres” Senior Associate Albert
R. Baron and Associate Allen G. Turner

Chapter I provides an introduction to the evaluation and a review
of the project”s background and design. Chapter II in a detailed
review of the project”s implementation, discussed in terms of the
logical framework (log frame), che objectively verifiable indicators
established by the log frame, and the means of verification. Chapter
ITI summarizes the evaluation team”s conclusions and findings and
develops recommendations regarding future US/Burkinabé cooperation for
improved grain marketing and food aid.

C. Conclusions

l. Project design

a. The project design was based implicitly on the incorrect
assumption that strengthening OFNACER was equivalent to
improving the overall grain marketing system

The Project Paper”s (PP) background section (Annex M of
the PP) itself noted the doubtfulness of this assumption. Furthermore,
the project design did not adequately take into account existing

uviid
Devre



empirical studies which strongly indicated that interventions by
OFNACER 1in price stabilization and grain marketing could be
counterproductive to the project’s purpose. Part of this problem lies
in the failure to explicitly include the "immediate objectives"
concerning strengthening OFNACER in the log frame. As a result, the
implicit assumption was never examined as rigorously as it should have
been. (See Chapter III, pp. 50 and 52.)

b. The USAID-sponsored planning unit was not well-placed to
have the desired influence on policy formulation

The USAID-sponsored planning unit, the Cellule d“Etudes
et de Planification Statistique (CEPS), which was supposed tou be the
major conduit of policy advice to the Burkinabé government, was placed
in a subdirectorate of OFNACER. It was too far removed from
policymaking, which takes place in the supervising ministries, to have

much influence at all. (See Chapter ITI, p. 51.)

Ce During the project design, USAID failed to coordinate
its project with other donors

No attempt seems to have been made to develop a common
policy approach in cooperation with other donors or to take into
account that other donors, who were also providing technical assistance
to OFNACER, might be supporting alternative policies inconsistent with
the American approach.

During implementation, this led to unnecessary friction between
the TA teams from different donors, which impeded the project-s
progress. (See Chapter TII, p. 51.)

2. Achievement of project purposcs and objectives

a. The project did not achieve its purposes as stated in
the log frame

The project did not achieve its first stated purpose of
improving grain marketing conditions and increasing food production and
rural security. (See Chapter III, p. 52.) To a limited degree the
project contributed to its second stated purpose of improving the basis
for policy and operational decision making in food grain marketing.

The research nearly completed by the University of Michigan could help
further improve the basis for policy formulation and decision making.
(Sce Chapter II, pp. 42 ff., and Chepter III, p. 53.)

he  The project achieved its "{mmediate objective' of
improving OFNACER”s capability and operating efficiancy

Moat of the objectively verifiable i{ndicatoars in the log
frame have been attained, although not generally to the degree called
for. In particular:

xix
Devros



o The rolling fund which was established is smaller than

planned:
o Grain étocks are avallable;
o Producer prices have increased;
o Fewer warehouses than planned have been built;

o Except for accounting, OFNACER is over-staffed;
o No explicit information system is available; and

o The planning unit, albeit of limited impact, is organized and
staffed.

These achievements are described more fully in Chapter II,
pp. 18-22 and Chapter III, pp. 55-56.

3. Project assets and achievements

a. Contractor performance

In general, the work of the contractors under this
project was found to be satisfactory. The contractors had little or no
input into project design and their performance, therefore, must be
measured by the manner in which they carried out the tasks assigned to
them. With minor exceptions, the contractors in question--the Abidjan
office of Deloitte Haskins and Sells (DHS), Ronco Consulting
Corporation and Southeast Consortium for International Development
(SECID)/Lincoln University--are all considered to have performed well
under difficult circumstances. (See Chapter II, pp. 25-34.)

b. The financial management system

Not explicitly mentioned in the log frame is the new
financial accounting system, which DHS designed and the financial
accounting advisor implemented. Implementation of the DHS system thus
appears to be an "unplanned output'; in many ways it was the most
successful output of all. However, although the DHS financial
acconnting system was well designed and 1s used effectively by OFNACER,
it cannot be considered to have been fully implemented until the
General Accounting policies and Credit Sales policy have been formally
accepted and duly incorporated. These policies have been drafted by
the long-term financial advisor, but OFNACER senior management has yet
to act on them.

Ce OFNACER”8s role and status

In general, OFNACER has been strengthened and is capable
of handling its current work load, despite frequent changes in
leadership. However, OFNACER"s commercial buying and selling
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operations are very costly: it would lose less money by not buying any
domestic grain at all. As a result, OFNACER depends on income realized
from handling food aid to balance its domestic grain marketing losses.
The government is currently considering expanding OFNACER"s control
over food marketing and distribution, diminishing the role of the
private sector. OFNACER and related government activities are
discussed in greater detail in Chapter II, pp. 34-45 and Chapter III,
pp. 58-60.

D. Principal Recommendations

1. Project design

o USAID should pay greater attention to the available
literature, data, and criticisms during project preparation,
and should be more willing to question its own basic
assumptions. All major project objectives should be closely

examined within the rigorous structure of the log frame.
Whenever possible, qualified outsiders should be brought in

to critique the project design; and

o Coordination with other donors should be undertaken early in
the project design phase. USAID should inform its
contractors about the activities sponsored by other donors
within the same area.

2. Achievement of project purpose

o USATD should recognize that its support to OFNACER is not
improving grain marketing conditions or contributing to
increased cereal production and long-range food security in
rural areas. It should seek other means to help the
government achieve the project purpose and goal, and it
should redefine its policy and expectations regarding
OFNACER;

o USAID should expand its policy dialogue with the government,
using the results of CEPS studies, CRED research and past
research to help indicate to policymakers the negative
effects of national efforts to dominate the grain market and
the desirability of using a free market approach. It should
oppose and refuse to support an expansion of OFNACER”s role
by the Burkinabé government; and

o Future warehouse building programs should be approached with
caution.

3. Project assets and achievements

o USAID should resist the temptation to require professional
qualifications of their TA teams beyond the requirements of
most of the work that will actually be performed. For those

xxi
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activities where a postgraduate education is an essencial
prerequisite, short-term consultants can be brought in to
work with resident advisors:

o USAID should try to use the mechanism of counterpart funds
whenever appropriate:

o USAID should make clear that it is not prepared to replenish
the OFNACER rolling fund, and that mechanisms to protect its
working capital are in OFNACER"s own interest;

o USAID should exert its influence to convince the OFNACER
senior management of the desirability of implementing the
remaining components of the DHS financial accounting system;
and

o USAID should assist OFNACER in its debt collection, an area
where OFNACER on its own account has made some progress.
USAID should also be prepared to support OFNACER in the
further establishment of the audit and control function.

4. General recommendations regarding future US/Burkinabé
cooperation in grain marketing

The current Burkinabé government is considering an expanded
role for OFNACER in its grain marketing policy. The evaluation team
believes that expanded government control over food marketing and
distribution will work czgainst improved grain marketing, against
increased cereal production and food security in rural areas, and
against the attainment of national food self-sufficiency (the sector
goal). Since these results are contrary to the interests cof the
general population, we recommend that USAID seriously question
continued support of OFNACER.

Genuine improvements in marketing conditions in Burkina Faso can
only be brought about by fundamental policy changes. The government
should abandon the desire to try to control grain markets and forego
setting official prices. Very limited government intervention at the
wholesale level to maintain an emergency stock for that part of the
population that is unable to stock their own cereals might be
considered. Additional efforts to impose government control over the
markets ("maftrise du marché")--by having OFNACER control a substantial
market share or by more coercive methods--should not be undertaken.
Such policies are counterproductive, and USAID should find ways of
communicating this to the government. Attempting to do so '"from the
inside", through the CEPS, has had absolutely no effect. Cereals
policy is made at the ministerial level, if not at an even higher
level, and that is where USAID"s voice must be heard. Absent such
policy influence, the fundamental result of the project is an improved
and more efficient OFNACER that is better ahle to impose the
government“s market control policies.

xxii
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However, OFNACER plays an additional role other than to intervene
in the domestic grain markets: it receives, stores and distributes the
food aid that Burkina Faso receives. It is certainly in the interest
of USAID as well as the Burkinabés to have a competent and efficiently
run operation that can carry out these tasks. The project has
succeeded in improving OFNACER"s abilities to carry out this function,
and in that way has been a worthwhile undertaking.

Besides providing needed assistance to a portion of the
population, food aid channelled through OFNACER also provides a much
needed source of income for the organization. As many reports have
noted, OFNACER”s operating costs exceed the margin allowed by the
official buying and selling prices, and even its variable costs are
higher than this spread. Accordingly, OFNACER increases its losses
with every additional unit bought domestically. 1Its only profitable
line of business 1s the distribution and sale of donated food aid,
where OFNACER is allowed to deduct its costs prior to depositing the
net recelpts in the different counterpart accounts. Thus, OFNACER”s
lifeblood is donated food aid, and it is probably only a small
exaggeration to state that OFNACER can never afford to have a good
harvest, for this would cause the pipeline from abroad to dry up. This
places USAID in a difficult position., If we want to prcvide the
necessary food aid to those who need it most, we are placed in a
position of propping up OFNACER, and with it the government”s marketing
policies, which may be highly counterproductive.

In conclusion, as noted above, USAIL should recognize that its
support to OFNACER is not improving grain marketing conditions or
contributing to increased cereal production and long-range food
security in rural areas. It should seek other means to help the
government achieve the project purpose and goal, and it should redefine
- i1ts policy and expectations regarding OFNACER.

For this purpose, this evaluation has recommended that the Mission
seek to expand its policy dialogue with the government .o help educate
policymakers on the negative consequences of attempts to control the
grain market and to encourage a shift toward a free market approach.

It should oppose and refuse to support an expansion of OFNACER”s role
in grain marketing by the Government. An objective would be a
streamlined OFNACER set up to manage security stores and food aid, with
greatly reduced responsibilities for intervening in grain marketing
combined with other more productive measures to improve food and grain
marketing. If the Government insists on embarking on strong and rigid
controls of grain marketing, USAID may wish to consider the alternative
of attempting to channel food aid through private volunteer
organizations. To increase the ability of these organizations to
accept and distribute the food aid that it can provide, USAID might
also want to consider logistic and other support. Such a strategy
would provide food to those who need it most without at the same time
subsidizing an OFNACER following counterproductive marketing controls.
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I. INTRODUCTION AND PROJECT BACKGROUND

A. Purpose of the Evaluation

In December 1984, the Agency for International Development (AID)
contracted with Devres to carry out a mid-term evaluation of the Grain
Marketing Project in Burkina Faso on behalf of the USAID Mission.

According to the contract, the objectives of this evaluation were
to:

o Assess the activities of the Grain Marketing Development
Project to date with regard to the fulfillment of the
project”s intended purpose and objectives; and

o Present recommendations as to appropriate activity
modification or development which can be proposed as a future
National Cereals Officer (OFNACER)-USAID/Burkina Fasc project
activity.

The scope of work (see Annex 1) included:
o] Assessment of the project assumptions;

o Review of other grain marketing activities being conducted in
Burkina Faso and presentation of suggestions for better
coordination of research conducted under the project;

o Review of project inputs:

o Review of the financial system designed by one of the
project”s contractors, its installation, and the financial
management and reporting system of the OFNACER; and

o Recommendations for improved project implementation,
performance and financial management of OFNACER.

Two remarks are important. First, the evaluation took place only
a few months before project activity was expected to be completed (May
1985) so that it represents more an end-of-project evaluation than one
at mid-term. The delay in scheduling the evaluation is considered
regrettable since points of concern which the evaluation raises come
too late to be useful for mid-term corrections.

The second point is that the terms of reference are quite broad,
requiring that the evaluation team not only "assess the activities of
the Grain Marketing Development Project to date”, but also "present
recommendations as to appropriate activity modification or development
which can be proposed as a future OFNACER-USAID/Burkina Faso project
activity" (see Annex 1). 1In discussions with AID officials in
Washington, as well as with the Mission Director, the Agricultural
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Development Officer and the Grain Marketing Project Officer at
USAID/Burkina Faso, it was confirmed that the evaluation team should
interpret its mandate broadly. The team was explicitly instructed not
only to evaluate the performance of the different participants in this
project, but also to consider questions raised by USAID’s institutional
support of OFNACER. The team was also asked to provide recommendations
on whether and how the project ought to be extended, or whether a
follow-on project should be considered.

The research component was explicitly excluded from this
evaluation, as it had just been completed and no results were available
yet. It was specified, furthermore, that the emphasis of the
evaluation should be on the technical assistance (TA) rather than the
financial components of the project, as an internal USAID evaluation
team had already analyzed extensively problems associated with the
counterpart fund aspects of this project in November, 1982 and a
Government Accounting Office (GAO) team had reviewed the PL 480
counterpart accounts in December, 1984,

B. Procedures
The evaluation methodology consisted of:

o A thorough review of documentation;

o Interviews with the General Director and Technical Director
of OFNACER, officials in the Government of Burkina Faso,
other donor representatives, technical advisors to OFNACER,
and officials of USAID;:

o Site visits, outside of Ouagadougou, in Burkina Faso, and to
Southeast Consortium for International Development (SECID)
Headquarters; and

o Frequent review of evaluation activities with
USAID/Ouagadougou.

The evaluation team conducted an extensive review of the available
literature on grain marketing in Burkina Faso, and conducted a series
of interviews with individuals involved in the project as well as
others knowledgeable about OFNACER and Burkina Faso grain marketing
policies. The list of people contacted 1s given in Annex 2. As most
of these people so requested, we have refrained from attributing
specific comments to individuals.

In reviewing the large number of studies and reports on grain
markets in Burkina Faso, care was taken to assure that the individuals
making decisions in this project were, or should have been, aware of
them. It would, of course, be most inappropriate to criticize a
particular decision as ill-informed, on the basis of a study that was
not published until after the decision had been reached.
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Additional sources of information for the evaluation team were
the voluminous project correspondence files, as well as relevant
internal USAID memos. In this fashion, it was possible to clearly
document major USAID decisions, and analyze the justifications given.

With respect to Burkinabé government policies, however, this was
not always possible. The current government is actively seeking to
reduce the flow of paperwork and official decrees. For example, there
is no written order or decree covering the transfer of oversight
authority over OFNACER from the Ministry of Rural Development to the
Ministry of Commerce and Supply of People”s Needs. The decision
for this change was reportedly taken by the Council of Ministers in
November 1984, and was effective with the arrival of the new Director
General at OFNACER. But there exist no minutes or any other documents
that would explain the reasons for this decision.

Nevertheless, every effort was made to locate official government
documents and public anncuncements on cereals marketing and price
policy in Burkina Faso. These are cited throughout this report, and
some are reproduced in its annexes. In addition, the team raised the
question of what policies the Burkinab& government intends to follow
and what role OFNACER would be expected to play in these policies.
This was dcne in a series of interviews with representatives of donor
organizations, technical advisors, and Burkinabé& government officials,

most notably the Secretary-General of the Ministry of Commerce, and the

incoming Director General of OFNACER.

The evaluation team consisted of Daniel F. Kohler, Agricultural
Economist and Team Leacer, and Clive Baker, Financial Management
Specialist. Dr. Kohler, who has followed grain marketing in the
Sahel in general and in Burkina Faso in particular since 1975, was
responsible for evaluating the poliry and planning aspects of the
. project, while Mr. daker concentraced on the financial management

component.

Tne team arvived in Burkina Faso on January 4, 1985.
The evaluation team obtained permission from the Director Genera! of
OFNACER to visit two regional management centers, Koupéla and Fada
N°Gourma, as well as the only completed warehouse constructed under
this project in Boulsa. Each week, the Team Leader provided an
oral report to the USAID Project Officer. A final oral presentation
was made to the Mission prior to the team”s departure on January 24,
1985. The oral report was accompanied by a written draft report with
recommendations. In February, the team visited the headquarters of
SECID where {t met with SECID and Lincoln University regarding the TA
inputs they provided to the project. Included in these meetings were
the long-term financial advisor, Mr. Tim Mooney, who by the time of the
evaluation had completed his assignment with OFNACER and had returned
to the United States.
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C. Analysis of the Problem and Identification of Project Objectives

1. Myths and facts about the traditional system

Every researcher who has ever tried to analyze grain markets
in the Sahel bemoans the absence of hard data and fact on which to base
conclusions and recommendations. The individuals who designed the
Upper Volta Grain Marketing Project are no exception. A large portion
of the Project Paper (PP), for example, is devoted to emphasizing the
gaps in our knowledge about cereals markets in Burkina Faso. Indeed,
this is taken as a basis for justifying the research portion of this
project.

Lack of data has become such a common complaint that many do
not even bother to look for the data that are available. In 1977, the
Team Leader of this evaluation participated in a large analytic survey
of grain marketing in the Sahel for the Permanent Inter-State Committee
on Drought Control in the Sahel (CILSS). This survey produced
voluminous statistical appendices and identified many sources of data
useful for the analysis of grain marketing in all Sahel countries,
including Burkinz Faso (Upper Volta). The report was also quite
critical of the common complaint about the absence of data.

lack of reliable data has become a common complaint for all
researchers operating in less developed countries. But quite
frequently this has been exaggerated. Claiming that it is not
reliable, rescarchers frequently refuse to take certain data into
account. This convenient twist of logic makes it possible to
conaider only the facts which happen to coincide with one”s beliefs.
Any denired conclusion can be reached {f thias form of argument is
permitted.!

This {a nowhere more true than in the grain marketing area. For
years donors and governments alike have ignored much of the daza that
were avallable in favor of continued rellance on stylized "factsa' which
Juatify government {ntervention {n the cereals market. Some of theno
ara:

(o] Farmers are exploited by having to sell thefr marketable
surplus immediately after the harveat:

o Farmern are trapped in a debt cycle which forces them to sell
thelr grain prior to harvest and then purchase {t back at
exorbitant prices during the next soudure;

'CILS8/Club du Sahel, Marketing, Price Policy and Storage of Food
Grains tn the Sahel, A Survey. Vol, I1: Country Studies: Niger
(Ann Arbor: Center for Remearch on Economic Development (CRED),
University of Michigan, 1977), p. 37,
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o Intra-annual price fluctuations are excessive, as a result of
speculation by merchants and traders wielding market power;

and

o There are "market price inefficiencies which translate to
unremunerative producer prices and much higher consumer
prices."l

Many of these claims about traditional markets, however, are more
myth than fact. They have acquired some credibility only because
everyone repeats them. Any study based on actual data provides ample
evidence that these stylized facts are at least inaccurate or
exaggerated, if not downright false. For example, the CILSS report, in
analyzing available data found that intra-annual price fluctuations
are much less than is commonly claimed. The median increase over
the period from harvest to soudure is only about 60 percent, nowhere
near the tripling and quadrupling of prices that is generally claimed.2

The same can be said for the various claims that farmers are
forced to sell their grain after harvest, only to have to repurchase it
again at much higher prices during the soudure. An Office for
Scientific and Technical Research Overseas (ORSTOM) study by
Boutillier3 found that only 15 percent of farmers buy and sell grain
within the same year. As Boutillier himself notes, a large number of
them sell one type of grain to purchase another. It 1s also probable
that some are speculators in their own right, buying after the harvest
to sell during the soudure. This leaves only a small proportion,
probably much smaller than 15 percent, of farmers who sell after the
harvest to buy back the same type of grain during the soudure, and
their predicament can readily be explained by miscalculations and
unforeseen events.

We have intentionally cited studies published prior to the

" drafting of the Project Identification Document (PID) and the PP. At
the time that this project was designed there was ample evidence
indicating the general competitiveness and efficiency of the
traditional marketing channels. Jacqueline Sherman’s study of grain

lUSAID/Upper Volta, Grain Marketing Project Paper, p. 4.

2C1LSS/Club du Sahel, Marketing, Price Policy and Storage of Food
Grains in the Sahel, A Survey, Vol, I1: Country Studies: Upper Volta
(Ann Arbor: Center for Research on Economic Development (CRED),
University of Michigan, 1977), P. 56 (hereafter cited as CILSS/Club du
S8ahel, Country Studies: Upper Volta).

3ORS‘!‘OH. "Etude sur les Mouvements de Population & Partir du Pays
Mosei," 1975.

Devros



marketing in the Manga regionl, carried out with USAID funding, became
available at that time, even though the final report was not published
until 1981. While it may be correct that a 'definite study of market
structure, conduct and performance of the cereals sub-sector" in

Upper Volta had yet to be donel, it is incorrect to claim that ro

hard facts were available. The hardest fact of all is that virtually
every study based on actual empirical evidence led to conclusions that
clearly contradicted the basic premises used to justify OFNACER”s
intervention in grain markets.

2. Analysis of the problem in the PID

The copy of the Grain Marketing PID from the project
files in Ouagadougou bears no date, but it was probably completed in
early 1979. There exists a precursor document also entitled 'Project
Identification Paper," but without the usual cover sheet and other
boilerplate. This earlier document was written by Hans Guggenheim of
The Wunderman Foundation and it bears a date of December 1978. Both
documents analyze the situation prevailing in grain markets at that
time in a similar way. 1In fact, the PID seems in large portions to be
based directly on the Guggenheim document. However, the project
proposed in the official PID is considerably different from what
Guggenheim proposed and we only regard this later document as relevant.

Grain markets in the country were seen by the authors of the PID
to be poorly integrated. Indeed, previous studies3 had found some
evidence of lack of market integration. Given the poor transportation
infrastructure, it should not be surprising that markets in isolated
regions react sluggishly to price signals from other markets.

If markets were poorly integrated, they would offer opportunities
for spatial monopolies and/or monopsonies to persist over some time.
The authors of the PID maintained that monopsonistic traders take
advantage of these circumstances to dominate most markets. They were
believed to take advantage of, if not manipulate outright, the annual
price increases from the low prices during the period after the harvest
to the higher prices during the soudure, the period immediately prior
to the next harvest when stocks have been used up. Traders, it was
believed, are typically speculators who buy at non-remunerative prices
from the farmers after the harvest, store the grain throughout the year
and then exploit the consumer during the soudure period.

1Jacqueline R. Sherman, "Crop Disposal and Grain Marketing in the
Manga Region of Upper Volta - A Case Study," (Ann Arbor: CRED,
University of Michigan, February 1981) (hercafter cited as Sherman, "A

Case Study").

2USA!D/Upper Volta, Grain Marketing Project Paper, p. S.

ICILSS/Club du Sahel, Country Studies: Upper Volta.
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The small farmers were seen as particularly helpless victims:

Small farmers are less able to profit from the grain storage
option. At harvest time they need money to pay taxes and so
may be forced to sell rheir small surplus when prices are
lowest. 1If they have contracted debts during years of bad
harvests, they often have to meet very high interest payments
on their debts, and may be forced by their creditors to pay
at harvest time. If they sell too much cereals after the
harvest, they may have to buy grain again later in the year
when prices are highest.,..!

Another consequence of poorly integrated grain markets was
seen to be an exceedingly low level of farmgate prices for producers of
food grains. '"The price that a farmer receives does not make it worth
his while to increase his production of food grains."2 Given the
policy goal of food self-sufficiency, it was believed to be important
to find ways of increasing producer prices for food grains.

The project was supposed to improve the situation through a
series of activities designed to strengthen the official grain
marketing agency, Office National des Céréales (OFNACER). TIf OFNACER
was able to be a presence in the rural areas, farmers would no longer
be at the mercy of the traders. Furthermore, with the proper
encouragement and assistance, OFNACER could pursue a "positiv." price
policy, i.e., 1t could help raise producer prices for food grains,

Specifically, the project was to improve OFNACER’s operations by:

o Prcviding an agricultural economist to advise OFNACER on
market strategies:

o Providing short-term technical assistance to improve
OFNACER”s financial management:

0 Constructing warehouses at local and regional levels;
o Establishing a revolving fund3 for the purchase of local
grains;

o Training of OFNACER agents: and

lUSAID/Uppcr Volta, Grain Marketing Project Identification
Document! p. 1.

21hid., p. 2.

IThe term "revolving fund" is a literal translation from the
French term "fonds de roulement," and simply describes what is more
commonly called "working capital'.
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o Providing other material support (vehicles, etc.).

A feature of this project was the request for PL 480 grain to be
sold to cover the local costs of the project, and to help constitute
the revolving fund. Approximately half of all the project costs were
to be covered from local currency generated through the sale of PL 480
food aid.

At the writing of the PID total Life-of-Project (LOP) costs were
estimated at slightly under five million dollars, and it was hoped that
the Project Agrecement between the governments of Upper Volta and the
United States could be signed by October, 1979. The PID was promptly
approved: the PID approval message i1s dated March 9, 1979,

D. Designing the Project

1. Issues raised in the PID approval cable

The PID approval cable was not unconditional. Final project
approval was reserved for the Assistant Administrator for Africa
(AA/Afr), pending answers to a number of questions. In all there were
16 specific issues that should have been resolved during the PP design
(see Annex 3). Some of the more important of these were the following:

o) Lack of evidence to support the contention that the
farmer-trader relationship was the critical element
depressing farm prices;

o The question whether more village level storage was indeed
needed;

o) The concern that an expanded and strengthened OFNACER would
displace efficient private traders, rather than complement
them: and

o) The question of whether OFNACER was the mechanism best suited
for achieving the purpose of the Project.

Unfortunately, the PP did not directly address these basic
issues. 1Instead, it noted that:

The final project design differs from that described in

the PID {n two fundamental ways. First, the emphasis on
achieving intra~annual price stabilization has been replaced
by an investigative approach which will assist the cereals
office in defining a sustainable role with minimal recurrent
charges and a greater possibility of financial
self-sufficiency. The PP {tself does not contain direct
responses to some of the quest{ons posed in the PID approval
cable, It was not possible for the PP team to assemble the
data and to conduct the analyses necessary to answer all the
questions. However, the substantial investigative component
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of the study will encompass a systematic examination of the
remaining issues outlined in the PID cable.!l

By this concession, USAID avoided addressing the hard questions
concerning the economic feasibility of the project, while retaining
those components of the project designed to increase the ability and
efficiency of OFNACER in intervening in the market. As noted in the
following sub-section, the truly basic question of whether AID should
support OFNACER at all, or to what extent, was not adequately
addressed. The position taken was that the government:

++.1s determired that OFNACER will continue to play a
significant role in intra-annual price stabilization as well
as in long-term reserve storage activities. Although the
extent to which short-term prices stabilization is essential
in Upper Volta is a debatable issue, the involvement of
OFNACER in stabilization efforts is a fait accompli. This
being the case it is useful to promote a cost-effective
deployment of existing resources and to provide certain
selected additional resources which will, at the margin,
substantially enhance efficiency of the overall operation.?2

2. OFNACER

Even though the project was supposed to improve grain
marketing in general, the design as presented in the PP clearly
confined the technical and other .ssistance to OFANCER. Furthermore,
the logical framework did not adequately establish the causal linkages
between strengthening OFNACER (the immediate objectives of the
PP--discussed in a following section) and the PP°s purpose of improving
grain marketing conditions, increased cereal production and food
security in rural areas. Indeed, in reviewing the project background,
Annex M of the PP3 notes that the OFNACER objective of grain
stabilization was not an unambiguous objective; that the method
proposed may not have been feasible and, if heavily stressed, could
cause more economic displacement than economic development: and that
there were operational and economic problems with the degree and type
of stabilization effort proposed. Alternatives that might have
improved the efficiency of the private market channels--such as
improved communication and transportation infrastructure--were never
considered.

IUSAID/Upper Volta, Grain Marketing Project Paper, pp. 1-2. The
second fundamental change was the elimination of a village grain bank
component.

21hid, p. 9.

3USAID/Upper Volta, Grain Marketing Project Paper, p. 94.
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It is easy to understand USAID"s affinity for OFNACER. USAID was
instrumental in its founding, and has throughout the years supported
it. A project that promised to alleviate some of OFNACER"s more
glaring inefficiencies (poor management, nonexistent accounting, etc.)
must have appeared attractive. Moreover, as noted in the PP, other
reasons for support of OFNACER were its important related obligations
involving housing and management of emergency reserves and the
programming, storage and disposition of grain imports. It was also
noted that additional storage in rural areas would enhance emergency
revenues as well as short-term stabilization goals if the stocks are
handled properly.l As a result, however, the question of whether or to
what extent AID should continue to support OFNACER was not addressed
adequately in either the PID or the PP.

3. Marketing and price policy

The objectives and goals of Burkinabé&é cereals marketing
policy in general, and of OFNACER in particular, are far from clear.
For example, OFNACER was created in 1971 by Presidential decree? and to
this date no statutes define its role and responsibilities. 1Its
existence is commonly justified by all sorts of arguments, ranging from
the need to increase farm incomes to the desire to undercut
monopolistic traders. Accordingly, grain marketing policy has been
very erratic. The frequent shifts of oversight responsibility from one
ministry to another are one indication of this.3

At the time of this project”s inception, OFNACER was uvvder the
control of the Miniustry of Rural Development. It had recently beel
moved there from the Ministry of Commerce. It can thus be understood
that the project”s authors placed great emphasis on OFNACER”s role in
raising producer prices. Even a cursory review of OFNACER”s history,
however, should have suggested that viewing the support of producer
prices as OFNACER"s primary function was not very realistic.

OFNACER was originally set up as a grain price stabilization
agency. It was believed that due to the inefficiencies of the market,
private traders were reaping unduly large profits. Had this been true,
it would indeed have been possible for an {natitution like OFNACER to
buy at higher prices, sell at lower prices and still cover 1its costs,
Furthermore, it was believed that OFNACER could offer uniforrn prices
throughout the entire country because losses in areas where the
difference between official producer and consumer prices did not cover

USAID/Upper Volta, Grain Marketing Project Paper, p. 10.

2Government of Upper Volta, Ordonnance No. 71/003/PRES/MFf,
January 1971,

IFor an overview of Voltaic and later Burkinabé gra.n marketing
policy see CILSS/Club du Sahel, Country Studies: Upper Volta, or the
forthcoming OECD report by lecaillon and Morrisaon.

10

Devr



the costs would be offset by profits in other areas. Experience
revealed, hnwever, that private traders were underselling OFNACER in
the profitable markets, i.e., markets where the costs were less than
the difference between official producer and consumer prices, while
leaving all the high ccst markets almost exclusively to OFNACER. The
problem was made worse by the fact that OFNACER"s operating costs were
much higher than what had originally been expected, and that they
probably exceecded the gross margins of most private traders.

As a consequence, OFNACER saw itself continually undercut by
private traders, especially in the profitable markets, while losing
large sums overall. To correct this situation, the government
eventually decreed a marketing monopoly for OFNACER and the SRDs in
1974, This experiment was a disaster.! The government was incapable
of buying a substantial share of the grain sold, and the legal monopoly
was largely ignored. The only effect of the monopoly decree was
probably an increase in marketing costs for private traders, who were
exposing themselves to higher risks due to the illegality of their
activities.

By the time of the drafting of the PP, the government had
retreated somewhat from its 1974 decree granting a marketing monopoly
for OFNACER. It had recognized that it did not have the means to
enforce the state monopoly, and that it had to rely on the traditional
market channels (i.e., the private traders) for a large portion of
purchase, distribution and sale of foods grains. The decree that
proclaimed this new official policy2 was cited in the PID and the
PP as evidence of a new, more rational cereals policy pursued in
Burkina Faso.

Much as this decree was welcome, it was probably overvalued as the
sign of a new beginning. More likely, it was an expression of the
frustration the government felt with its inability to control the
‘markets through a state monopoly, rather than a fundamental change in
thinking. It recognized a fait accompli-~that OFNACER could not
displace the traders completely--but did not recognize the full
importance and social role of the private trade. Fixing of official
producer and consumer prices, for example, was retained.

These prices were still applicable to anyone buying or selling
cereals. An interministerial commission3 recommended in January, 1981
that the price controls should be applied with more vigor, and that

lcruss/club du Sahel, Country Studies: Upper Volta.

2Arracé No. 01308/mcodim/dgcp/dci portant réglementation de la
campagne de commercialisation des produits agricoles locaux, 1978/79.

3Rapport Relatif a la Commercialisation des Céréales. Etude
confi& A un groupe de travail: Ministere du Commerce/Ministere du

Développement Rural, January 1981,
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those merchants who did not respect the official prices should be more
severely punished. It also recommended that the price control agents
be accompanied by gendarmes for their protection during their visits to

the markets.!

The authors of the PP--who at that time believed they were
observing a rationalization of the government- s grain marketing
policy--were probably misled. Most likely, the basic desire to control
the market had not changed: the government had simply recognized its
inability to enforce its decrees. Nevertheless, it was still keen to
see a more efficlently operating OFNACER, recognizing that this was
essential for control of the grain markets.

None of the above discussion is intended to convey the impression
that there was no need for improving cereals marketing in Burkina
Faso. Inefficiencies did exist (and still do), and there are numerous
ways in which they could be minimized or at least reduced. However, it
is the opinion of the evaluation team that strengthening OFNACER market
intervention capabilities was not the best way of achieving the goals
of the project design.

E. USATD”s Objectives

1. Explicit objectives

The PID and the PP both give improving agricultural output to
achieve self-sufficiency, as the overall objective of the project.
According to the PP the immediate objectives of the project were:

o To improve the ability and operating efficiency of OFNACER to
buy and sell grain in rural areas;

o To upgrade OFNACER"s ability to allocate storage facilities
in a manner which maximizes efficient use of its resources;
and

o To make a systematic diagnosis of the Burkinabé grain
marketing system with the objective of determining how the
private sector”s extensive capital stock and entrepreneurial
talents can hest be utilized in a mixed system.

The project was to achieve these objectives by means of five
interrelated components:

o Technical assistance within OFNACER:

This is a justified concern. During a visit to the price control
office in 1976, the author learned that none of the price control
agents had been in the market during the last ten months for fear of
physical harm. One agent had a particularly telling excuse for his
inability to commute to the market--the traders had broken his bicycle,

12

Devreg



o Short-term training in the United States for 15 OFNACER

employees;
o A revolving fund financed out of PL 480 counterpart funds;
o Construction of storage facilities and provision of materials

to operate them; and

o Country-wide research into grain marketing by private and
public traders.

Apart from the research component, the project focuses exclusively
on improving the efficiency of the official marketing channels.
However, one might argue, somewhat paradoxically, that OFNACER”s
inefficiency had in the past been its saving grace. Because OFNACER
was inefficient, the government had been unable to enforce the most
extreme of its marketing policies, such as the state monopoly, and
ultimately had to concede the major portion of the cereals market to
the private sector. If OFNACER was now made more efficient, especially
at the retail level where the USAID-sponsored new warehouses were to be
built, it was being put in a position to compete more effectively
against the private traders. This runs completely counter to the
recommendations of the CILSS/Club du Sahel report, which recommended
that OFNACER should not attempt to displace private traders, but should
instead work with them.

2. Implicit objectives

While the explicit objective of the project was to improve
marketing conditions through improvements within OFNACER, there
18 at least one implicit objective that would warrant technical
assistance to OFNACER. For the past 15 years, Upper Volta/Burkina Faso
has been a major recipient of food aid from the United States and
elsewhere. There have been serious problems. with the acccunting for
this food aid, which culminated with the discovery of a 535 million CFA
Franc (USS 2.7 million) shortfall in the counterpart accounts at about
the time this project was being considered.

There was thus justifiable doubt as to whether OFNACER was capable
to adequately manage and account for the food aid it was receiving. It
may well have been USAID“s implicit objective to improve OFNACER’s
ability to handle food aid. Certainly, USAID must have recognized the
utility of the nroject in enhancing OFNACER”s ability to manage and
account for foud aid. The PP did, as mentioned above, note in the
economic feasibility analysis that OFNACER had important obligations
for managing emergency reserves and food imports., Possibly, this
aspect of the profect was not explicitly noted in the goal or purpose
of the project log frame because of concern that it might be
interpreted as "institutionalizing' food atid.

13
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If USAID had explicitly established as a project objective
strengthening OFNACER to handle food aid, the project might have been
designed quite differently. An institution whose acknowledged purpose
was the handling of food aid in emergencies would have to look
considerably different than OFNACER today. It would have to be much
more flexible, administratively smaller, with only a skeletal staff.
Instead, with the improvement of OFNACER”s ability to intervene in the
domestic cereals market the explicit objective of this project, USAID
continued to support a large permanent parastatal bureaucracy, which
depends on food aid for its continued existence.l Indirectly, food aid
was thus more permanently institutionalized than if an objective of
building an institution to handle food aid had been pursued.

F. Appropriateness of the Project”s Assumptions

The project”s intended contributions are laid out in the project
logical framework (log frame) in Annex 4. They consist of technical
assistance, coupled with training of OFNACER personnel in the United
States, the construction of additional warehouses for OFNACER,
provision of equipment for these warehouses, providing OFNACER with
working capital generated through the sale of PL 480 food aid, for the
purpose of purchasing local grain and the research component added to
improve the information base and analysis needed for policy
formulation.

The technical assistance consisted of short-term technical
assistance (TA), primarily in financial management, and a two-person
long~term technical assistance team?, consisting of a financial
management specialist and an agricultural economist. The former was to
assist OFNACER in improving its accounting system, while the latter”s
role was primarily to form a planning unit in the commercial
directorate of OFNACER, and to staff it with two Burkinabé
collaborators. This Cellule d“Etudes et de Planification Statistique
’ (CEPS) was to provide studies and analyses to OFNACER”s senior
management, particularly its commercial director, who is responsible
for OFNACER”s buying and selling campaigns.

The project design thus sought to tackle just one of the
shortcomings in Burkinabé grain marketing: the lack of operational
efficiency at OFNACER, The assumption was if OFNACER was better run,
was better able to plan its buying and selling campaigns, had more and
better storage facilities at {ts disposition, and had sufficient

IMost observers agree that OFNACER depends for its existence on
continuous infusions of foreign aid and capital, primarily in the form
of food aid. See for example, Enger, "Marketing Position."

20r1g1nn11y a third person, an information management specialist,
had been planned, but this position had later been deleted and
functions merged with those of the short- and long-term financial
management advisors.
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working capital, it could more effectively intervene in the cereals
markets, If OFNACER was more efficiently managed and better equipped
it would be better able to carry out its role in Burkina Faso’s grain
marketing policy.

As noted early, however, this line of reasoning presupposes that
OFNACER”s interventions in the cereals markets were desirable per se,
and that the bad experiences with OFNACER in the past were primarily
due to its inefficiency. The designers of the project were aware
of the possibility, indeed the danger, that the government might be
tempted to try again to use OFNACER to replace the private marketing
channels, rather than supplement them where necessary. The numerous
references to the perceived improvements in government grain marketing
policy were testimony to this sensitivity. It is in part out of these
concerns that the research component was added and that the long-term
TA team”s role in conducting marketing studies was stressed. The
expectation was that through these activities information could be
generated that would convince policymakers that it was desirable to
continue liberalizing grain trading, and to limit OFNACER"s market
intervention.

However, in the evaluation team”s opinion, this aspect of the
project was not sufficiently thought out. It was unlikely that an
expatriate advisor, attached to a sub-directorate at a policy executing
agency like OFNACER, would ever have much influence on policy
decisions. Similarly, no indication was given as to how the results
generated by the research component could be communicated effectively
to policymakers senior enough to make use of them, nor was there any
suggestion that other donors, who through their projects and advice are
influencing marketing policy in Burkina Faso, might benefit from such

research,

G. Project Costs and Schedules

The PP estimates the costs of the project had been estimated at
slightly over seven million dollars, about two-thirds of which were
local costs to be financed by counterpart funds generated through
the sale of PL 480 grain. Subsequent project modifications did not
result in any further substantial changes in project cost.

With hindsight, the implementation schedule provided with the PP
turned out to be extremely over-optimistic. The financial accounting
advisor arrived in October, 1982, and the team was completed with
the arrival of the agricultural economist in January, 1983, whereas
according to the PP they were expected in August, 1980. Most of the
delays are attributed to AID/Washington, where the change in
administration as well as changes in contracting procedures delayed the
1ssuing of the Requests for Proposals (RFPs) for the research and long
term TA components. During these delays, events somewhat overtook the
project, and some modificaticns to project design had to be made. We
will discuss some of the changes in the following section of this
evaluation,
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II. CURRENT PROJECT STATUS: ASSETS AND ACHIEVEMENTS

A. Verifiable Project Achievements

1. Broad project objectives

a. Project goal

The project logical framework (log frame), in Annex 4,
listed "attaining food self-sufficiency in Burkina Faso" as the
overall program or sector goal towards which this project was to
contribute. It also gives a series of criteria by which the project”s
success 1in achieving this goal could be objectively measured. Ideally,
the project could be objectively evaluated on this basis.

Unfortunately, this is almost impossible in the present case.
Shortcomings in the project”s design and assumptions resulted in the
project having almost no beneficial impact on overall food
self-sufficiency in Burkina Faso. Moreover, even if the project had
been ideally suited to furthering the stated goal, it would be
difficult to determine its success on the basis of the criteria listed
in the log frame.

For example, the first objective verification criterion stipulates
an increase of food production by § percent as a measure of success.
Even 1f food production in Burkina Faso could be measured with the kind
of accuracy needed to distinguish a § percent increase, it would be
difficult to attribute the increase to this project. Should food
production ever start to increase in an appreciable way in Burkina
Faso, there would be dozens of projects from numerous donors that would
have contributed in an indirect way.

Some of the other measures of verification offer the same
difficulty. For example, higher grain prices will not necessarily
increase the purchasing power of the rural population, who presumably
are a major consumer of food grains., It is almost certain that rural
consumers would tend to reduce their consumption of food grain in
response to a price increase, and shift to staple foods such as manioc,
that are relatively less expensive,

The published statistics and national income accounts proposed
as a means of objective verification are too inaccurate to allow
the necessary informed judgement. The only way any progress in
achieving the broader program objectives could be assessed is through
periodic surveys at the micro level. Such surveys, however, are very
expensive when more than a small region or a single village is
affected.

In sum, it is very difficult to ascertain whether the project
had any positive impacts on food self-sufficiency in the rural areas of
Burkina Faso. Even i{f such measurement was possible, we doubt that a
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large positive effect could be found. The primary reasons for this are
the problems inherent in the project design, and the incorrect premises
on which the project was based. Whether the project was properly
implemented or not plays a decidedly secondary role.

b. Project purpose

According to the log frame the project has two purposes:
o To improve grain marketing; and
o To improve the basis for policy making.

The only problem that presents itself in determining the
achievement of these two purposes is whether a more efficient OFNACER
is indeed an "improvement" in grain marketing. It can be argued
that--1f OFNACER is used to enforce questionable policies such as fixed
prices, discouraging private trading of cereals, etc.--it may be less
harmful to Burkina Faso”s economic health if OFNACER is inefficient in
achieving its goals. However, if one accepts that an efficient OFNACER
is preferable to an inefficient one, the verifiable indicators proposed
in the log frame may be taken as useful evaluation criteria:

(1) Rolling funds available

Although a rolling fund has been established, at
present this fund represents only about 6,800 metric tons (MT) of
grain, instead of the 10,000 MT originally planned. If the fund ever
was constituted at the equivalent of 10,000 MT, it has already
decapitalized by 32 percent over the two seasons it has been in use.

(2) Stocks of grain available

The evaluation team visited warehouses in Boulsa,
Koupéla, and Fada N"Gourma. Most of them were empty. However, this
may be more due to the timing of the evaluation visit (one month after
the initiation of OFNACER”s buying campaign) than to any shortcomings
on the part of OFNACER or the project. On the market in Ouagadougou,
however, grain is available and all the merchants” stalls are
completely full.

(3) Increased producer prices

Official producer prices have increased (See Annex
5), and actual prices paid to producers may have gone up as well, In
this respect the project has been successful, although the degree of
the profect”s contribution to increased producer prices 1s unclear.
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(4) Thirty warehouses completed

Presently one warehouse has been built and seven
others are under construction. Thirteen more are planned. The
evaluation team believes that the construction of more warehouses for
OFNACER is not necessary. The Ronco studyl conducted at the outset of
this project made it abundantly clear that the plauned warelivuses were
not needed. Not achieving this original objective is thus not
necessarily detrimental to overall project success.

(5) OFNACER fully staffed

Except for the accounting function, OFNACER is
currently over~-staffed for the volume of grain it is handling. Only in
accounting and control can further additions of qualified personnel be
justified.

(6) Information system readily available

The information system specialist was deleted from
the project design, and his functions merged with those of the DHS
and SECID/Lincoln financial advisors. Currently there is no explicit
information system available,.

(7) Planning unit organized and staffed

The planning unit in OFNACER (Cellule d“Etudes et
de Planification Statistique, CEPS) was organized and staffed.
However, one of the Burkinabé& collaborators has since quit his job at
OFNACER to continue his career at the university. The remaining
person seems well qualified, but will have great difficulty carrying on
alone after the TA team leader”s departure,

2. Project outputs and inputs

a. Project implementation orders and contracts

The different project implementation orders and
contracts are listed in chronological order in Annex 6. The first
components of the project that were initiated were the short term
TA components. A pesticide specialist analyzed the different
pesticides proposed for the warehousing operations and made
recommendations. A consiltant was also hired to make recommendations
regarding the locations of the warehouses to be built under this
project. He came to the conclusion that no further warehouses should
be built and that OFNACER should discontinue operating in the retail
cereals markets. His report, which seriously questioned some of the
premises on which the project was based, was ignored.

lEnger, "Marketing Position."
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It was not possible, however, to ignore the conclusions of a team
of Government Accounting Office (GAO) auditors (George L. Barwicke and
Antoine Zongo), who analyzed OFNACER"s ability .o account for the
PL 480 grain and the counterpart funds generated by it. Their report,
dated April 6, 1981, was very critical of OFNACER"s accounting
abilities, and concluded that "without substantial improvements to
CFNACER”s accounting information system, it would be unwise to entrust
PL 480 grain to them at this time."! This conclusion put the entire
counterpart scheme of the project in jeopardy.

USAID/Upper Volta and OFNACER responded in June, 1981 Ly signing a
project implementation order for technical services (PIO/T) to hire an
international accounting firm to assess OFNACER"s current accounting
practices and to make recommendations for improvements. Ultimately,
the Abidjan office of Deloitte Haskins and Sells (DHS) was retained for
this job. By the time the long-term TA team arrived, the contract with
DHS had been extended several times, the scope of work had been
expanded to include the implementation of the 1ew system, and the total
costs had grown to almost half a million dollars from an original
budgeted amount of USS$ 123,000.

The remaining PIO/T dealt with the training of OFNACER personnel
at Kansas State University (KSU). It was signed in May, 1982, more
than two years behind schedule. A number of OFNACER employees did
indeed complete that course, but additional counterpart funds that had
been intended for in-country and/or third country training have as yet
(February, 1985) not been spent.

The long-term TA component of the project did not get under way
until 1982. The original PIO/T was aivaed in June, 1981. However, it
was modified before AID/W issued the cequest for technical proposal
(RFP). The information specialist was deleted to reduce the budget,
and his functions were added to the DHS contract. In April 1982, the
RFP was issued, and on August 23, 1982 a contract was signed with South
East Consortium for International Development (SECID) and Lincoln
University, the only respondents. Lincoln University, one of the
members of the SECID consortium, furnished the long-term TA under a
sub-contract and provided technical guidance. SECID headquarters was
primarily responsible for administrative and contract matters.

A careful reading of the different statements of work contained in
Annex 7 reveals that USAID and its contractors were not quire {n
tune as to the roles the TA team was expected to play. In the original
PIO/T, for example, the scope of work for the financial accounting
advisor states that '"He/she will be responsible for the implementation
of a financial accounting system designed with USAID support,"” an

6. Barwicke and A. Zongo, "Results of Examination of OFNACER
Accountign Records Relating to U.S. Public Law 480 Title II Sales
Proceeds,”" Office of Financial Management, USAID/Upper Volta, April 6,
1981,
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apparent reference to the system contracted to DHS. The RFP of April
12, 1982 (RFTP-AFR-00040) repeats essentially the same formulation.
The SECID/Lincoln proposal and the contract signed in September, 1982
(Contract AFR-0243-C-00-2062-00) state, however, that the financial
advisor will "design, plan for, and implement a financial accounting
system.'" Tim Mooney, the financial accounting advisor, was therefore
quite taken aback when--after the contract was signed--he found out by
accident that DHS was already working at OFNACER. Such lack of
communication was unnecessary and detrimental to the morale of the
contractors and ultimately to the project output,

More generally, the contractor”s interpretation of the assignment
was much more in the direction of conducting research and serving in an
advisor or consultant role.l USAID, on the other hand, may have been
looking more for individuals who were willing to organize and execute
tasks within OFNACER. A clearer definition of the roles, and some
coordination with other donors supporting OFNACER (e.g., the West
German team) could have helped to avoid a number of misunderstandings
later on.

The long~term TA team”s role was ultimately clarified in a PIO/T
amendment which led to a modified contract in August, 1984. The
emphasis in the modified statements of work was clearly on applied
practical work and assisting OFNACER in its day-to-day operations. Had
this emphasis been clear from the beginning, the long-term TA team
might have been staffed somewhat difierently. As it stands, one cannot
escape the conclusion that partly due to its own fault, but mainly
due to the fact that USAID did not provide it with all the relevant
information, the long-term TA team arrived in Burkina Faso with an
understanding of thelr work that was quite different from what USAID
and OFNACER expected them to do, as evidenced in several of
SECID/lincoln”s quarterly management reports.

b. Appropriateness, impact, and effectiveness

(1) Achicvement of project outputs and inputs

Most of the outputs specified i{in the log frame were
achieved, albeit not in the hoped-for magnitudes. Fewer warehouses
have been built, the rolling fund ia smaller than planned, and fewer
OFNACER employees than specified have attended the KSU storage course.
local and third-country training seems to have atrophied completely and
there have becn some problems with the materials supplied (sce Section

(4) below).

Some inputs were reduced over the life of the project. Instead of
9.5 person years of technical ansiatance, only about 6.5 were
ultimately provided (DHS 2.7 and SECID/Lincoln 3.75). The shortfalls

IThe Tean leader, Dr. Mousnie, claims to have had no knowledge of
the CRED rasearch component prior to his arrival in Burkina Faso.
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in training and materials have already been noted. Overall, however,
the evaluation team feels that most adjustments made during the course
of the project have been reasonable, and it would be inappropriate to
attach too much importance to the literal execution of the project
design as represented by the log frame.

(2) Appropriateness of project outputs and inputs

The appropriateness of the project outputs and
inputs must be measured against the project goal and purpose. The
explicitly stated purpose was to 'improve grain marketing conditions,
increase cereal production and food security in rural areas" and
"improve the basis for policy and operational decision making'.
However, the project”s actual purpose was much narrower, and focused
exclusively on {improving OFNACER"s operations.

With respect to the narrow focus, the project outputs were
appropriate, i.e., 1f they were produced, the project purpecse would be
furthered. It is also clear, that under those circumstances, the
project inputs were the correct ones for producing the desired
outputs. However, this does not necessarily imply that the project”s
stated (broader) purpose was well served by these inputs and outputs.
For this to be the case, one would have to assume, that improvements in
OFNACER"s operational efficiency would lead to improvements in
marketing overall.

One output that was not entirely appropriate was the construction
of more warehouses for OFNACER. The consultant hired to evaluate the
priority sites for these warehouses made it very plain in his report
that they were not needed. It {s uufortunate that the Burkinabé
government and OFNACER nevertheless insisted on at least some
warehouses being built,

(3) Relations with other donors

It is not an oxaggeration to state that over the
duration of this project, USAID und its contractors relationshipe with
other donors were poor, This was edpecially true in the case of the
team of West German consultants already working at OFNACER when the
American teams arrived. There were numerous conflicts and
misunderstandings regarding the respective roles of different teams.
OFNACER management did not {ntervene forcefully wnough to resvlve the
conflicts, although the SECID/Lincoln team explicitly asked them to do

80,

This {s most unfortunate, but {t is understandable that OFNACER
management did not intercede. According to Tim Mooney, OFNACEPR
consistently considered the USAID team membars to ben USALID employoees.
The evaluation team feals that the USAID project manager should havae
contacted othar donors active at OFNACER during the project denign
phasa, and certainly prior to the DHS and SECID/Lincoln teams” arrival.
USAID"s {ntended contributions should have bean explained to and
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discussed with the other donors, and the way in which the different
projects were to interact should have been considered. Thus, with some
foresight and a little diplomacy things could have been made
considerably easler for the TA teams. Improved cooperation among
donors would also have been of benefit to OFNACER.

The security grain stock, which was in the purview of the West
German team, had only recently been integrated into OFNACER. The
German team thus found itself under new management. The German team
claims that it was never informed about the role of the USAID-financed
long-term TA, and the SECID/Lincoln team did not know that West Germany
was already providing technical assistance to OFNACER. In addition to
discussing the project with the West German team, the USAID project
manager should also have briefed the DHS and SECID/Lincoln teams and
informed them of the other donor”s activities and the way in which the
work would be divided.

This Zailure to apprise the SECID/Lincoln team of the potential
areas of conflict with other donors was in part responsible for
unnecessary confrontations precipitated by the SECID/Lincoln team. Tt
was, for example, not very politic of Dr. Moussie, the long~term
agricultural economist, to sugg:st almost immediately after his arrival
that the management of the security stock be merged with that of
OFNACER"s general stocks. While the advantages of such a solution may
be clear to most, it was probably interpreted differently by the German
team. Its members dug in their heels to defend their turf.

It appears that the most serious friction arose in the financlial
accounting section, where the roles of the German advisor and the
SECID/Lincoln financial management specialist overlapped. The Director
of Finance did not take a forceful enough initiative to clear up the
situation. As a consequence the American and the German advisor
were more often working in parallel, if not actually against each
other, rather than together.

To understand some of the friction, one must realize that the
approach of the German team has been fundamentally different from that
of USAID. 1Tt sces little use in consultants and advisors. Instead
the Germans have tended to send practitioners, who come and do the work
until a system works smoothly, and then fade away slowly, if at all.
The fob descriptions the Germans foresaw for their collahorators can be
summarized in five words: "Watch how T do it." The German team had
years of experience working in cereal marketing offices in the Sahel
and percieved the SECID/Lincoln University team as theoreticians
with little or no shirt sleeve experience in the management of cereal
marketing offf{ces. Theae operational and perception differences
between the two groups could have been minimized with a little
undaratanding and advance communication.

USAID”s failure to inform and brief the long-term TA team about
the different roles and possible conflicts was not the only error of
omission. USAID did not inform the long-term technical advisor about
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the DHS contract, which had been funded by USAID, nor was SECID/Lincoln
aware of the research component funded under the same project. As a
consequence, the long-term TA team arrived fully believing they were
going to be the only outside advisors to OFNACER, and were not prepared
to accommodate the views of other foreign technical advisors.

(4) Material problems

This evaluation has not analyzed the materials
component of the project in detail. We note, however, that there were
discrepancies between the goods specified in the project implementation
orders for commodities (PIO/Cs) and the material actually delivered.
For example, some tarps were measured in feet, even though the PI0/C
clearly specified meters, and some equipment was delivered with
instructions in English only.

Since only one of the originally 30 proposed warehouses has been
built, much of the material is still in storage. The evaluation team
visited the only warehouse financed out of the counterpart funds
generated under this project (at Boulsa), and found it contained only
three bags of Pakistani rice. The warehouse keeper was on sick leave,
visiting his colleagues at the regional headquarters. No equipment
was located in this warehouse,

The reasons for the delays in warehouse construction are numerous.
The consultant who had been hired to evaluate the priority sites
concluded that there was no justification for building additional
storage for OFNACER.! But since this report was largely ignored by the
Burkinabé government as well as by USAID, and was soon replaced by a
study conducted by CEPS which reached opposite conclusions, it could
not have been the major reason for the delays. Most of the slippage
was simply due to delays in obtaining bids and avarding contracts by
the BRurkinab& government. As of the iriting of this report, one
warehouse is completed, scven more are under construction and expected
to be completed within three months, and bids on 13 more have been
awarded. This last group of 13 is expected to be completed by October
of this year. No further warehouses are planned at this time.

The contract team also had considerable problems with the US-
supplied vehicles. The Jeeps did not survive the hardship of local
roads. The local contractor hircd to maintain them (Manutention
Africaine) was unable to keep them in working order. The problem
eventually was resolved by getting rid of the vehicles and purchasing
new vehicles (Toyotas) out of counterpart funds.

anger, "Marketing Position,"
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(5) Cooperation and expertise of Burkinabé
collaborators

The evaluation team was impressed with the caliber
of the Burkinab& personnel cooperating with the SECID/Lincoln team.
They work under most difficult circumstances and with admirable
motivation. Many find themselves in the unenviable position of holding
responsibilities which exceed their authority, especially in the
financial department. This characteristic of highly bureaucratic
structures such as OFNACER, has been reinforced with campaigns of the
current government against real or presumed enemies of the people, who
do not execute their jobs faithfully enough. One result {s that many
arc afraid to take decisions, and tend to push this responsibility
further up the line.

Unfortunately, it took over four months to staff the CEPS. The
two Burkinabés who were ultimately hired were quite competent. At this
point there 1s only one left. The other collaborator had been holding
two jobs, teaching part-time at the university in addition to his
job at OFNACER. He received a promotion at the university, which
forced him to decide. According to Dr. Moussie, the collaborator would
have preferred to continue working for CEPS, but could not refuse the
government”s appointment, as it was an appel de la patrie.

B. Contractor Performance

The contractors had little or no involvement in the design of the
project. They responded to RFPs and carried out the work as specified
for them by USAID. Their performance, therefore, has to be evaluated
primarily on the grounds of how well they carried out the tasks
assigned to them, and not on how well those tasks were designed.

1. Deloitte Haskins and Sells (DHS)

The financial accounting system devised by the Deloitte
Haskins & Sells team was found, with three minor exceptions, to be both
comprehensive and adequate for the purposes of OFNACER”s reporting both
to USAID and the Burkina Faso Government. Without compromiasing these
fundamental requirements DHS has cvidently made a laudable effort to
keep the system as simple as possible, This {a enpccially appropriate
in view of the fact that no proper accounting recorda had been kept by
OFNACER prior tc 1981.1 A complete Financial and Accounting Manual
has been provided, divided into five sections:

o Organization;

o Accounting Policias and Practicesn;

Ipaloitte Hankins and Sells, "Improvement of Accounting and Stock
Control Systems for OFNACER, Upper Volta," December 14, 1982,
Appendix C (hereafter cited as DHS, "Improvement').
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o Chart of Accounts;:
o Accounting Procedures; and
o Internal Audit.

Twenty-two copies in French have been supplied to OFNACER and four
in English to USAID. Its loose-leaf form allows for subsequent
modifications.

Given the nationwide extent of OFNACER”s operations the system
had to be created in such a way as to provide for greatly decentralized
accounting. The DHS team recognized this and designed the systenm
accordingly, even though its implementation thus necessitates the
presence of adequately trained personnel in each of OFNACER”s regional
centers. Followed carefully, the instructions contained in the
Financial and Accounting Manual make it possible to maintain the
necessary control over purchases, sales, cash and inventory on a daily
basis, and to facilitate the timely provision of reports for
management.

The three minor modifications introduced subsequently by OFNACER”s
accounting department relate to the buying campaign, year-end closing,
and accounting analysis procedures and are dictated by standard
procedures established by OCAM (Organisation Commune Africaine et
Mauricienne). As was provided for in the Manual, these modifications
should have been inserted into the Manual by OFNACER but this has not
yet been done and they have not yet been brought to the attention of
USAID.

The team received several comments of appreciation of the DHS
system from accounting staff in both Ouagadougou and Fada N”Gourma.
The DHS contract was originally due to end in October 1981, but after
five extensions finally terminated in December 1982, during which time
the team had not only designed the system but also implemented it in
OFNACER”s head office and some (but not all) regional centers,
controlled and supervised the distribution and storage of 12,000 MT of
sorghum, and given on-the-job training to numerous OFNACER accounting
staff.

The performance of the DHS team is considered excellent.

2. SECID/Lincoln

a. Overview

The long-term technical assistance component of this
project had been declared a Title XII project, and thus was reserved
for University-affiliated institutions. The only bid came from SECID
with a subcontract to Lincoln University. Neither institution had had
much previous experience in the Sahel, but they were nevertheless able
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to put together a well-qualified team. They cannot be blamed for the
shortcomings in the project design, although an institution more
familiar with the background history of government-directed grain
marketing in the Sahel might have felt more free to question some of
the assumptions supporting the project design.

As was pointed out above, the statement of work for the two
long-term technical advisors was modified significantly over the course
of the project. The very detailed description of their duties in the
modified contract of August, 1984 (see Annex 7) is considerably more
operationally-oriented than was the original proposal. It contains a
description of the work that had, with mutual agreement, been carried
out during the first part of the project. 1t is thus the relevant
document describing what USAID expected from the SECID/Lincoln team,
rather than the original contract which contains a statement of
work based partly on incorrect assumptions (see above, Section A.2.a).
It also contains a list of additional detailed tasks that were expected
to be carried out before the end of the project. When this document
was signed, the financial advisor had only three months left on his
contract, and this evaluation is taking place only four months later.
We presume that the contractors were aware of the modified statement of
work before the actual signing of the contract amendment.

b. Agricultural economist

The specific responsibilities of the Agricultural
Economist during the first part of his assignment were:

o To establish and develop the research unit (CEPS), including
on-the-job training for the Burkinab& counterparts,
development of a market information system and execution of
"specific studies as required to complement existing data.';l

o To assist the Commercial Director in planning the buying
and selling campaigns;

o To assist OFNACER in the development of an improved warehouse
distribution plan; and

o To assist OFNACER in the analysis of transportation, storage,
and administrative costs.

The Agricultural Economist, Dr. Moussie, carried out all these
responsibilities, albeit with varying success. The CEPS was
established and appears to be operating, despite the recent departure
of one of the Burkinabé collaborators. The fact that the new Director
General has asked Dr. Moussie to develop a new organization plan for
OFNACER can be taken as evidence that the CEPS has acquired some

lsee Annex 7.
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prestige. However, it should have more influence, and for this purpose
it would have to be moved up and attached to the Director General“’s
office.

Developing a market information system, however, proved to be
impossible. For obvious reasons, traders simply refused to talk to
OFNACER employees, even if these "disguised" themselves as students,
This mistrust of government (m&fi du gouvernement) is a consequence
of the policies pursued by the current government, and there is nothing
that OFNACER can do about that. Of course, it was somewhat unrealistic
to believe that OFNACER would be able to collect market intelligence
from its competitors, even if these did not have to fear being exposed
to the government.

The evaluation team has reviewed the analyses of past buying
campaigrs and the planning documents for the current ones, and found
them to be of good quality and quite informative. It appears that some
of the suggestions, such as limited regionalization of prices, are
actually being applied by the new Director General. What does not seem
to be working yet is the integration of these analyses into overall
corporate planning, particularly financial planning. Dr. Moussie
is pushing for such an integration, and his efforts may yet prove
successful,

The warehouse study was requested in response to Ronco
Corporation“s refusal to recommend any new warehouses (see below),
Warren Enger, the Ronco consultant, had concluded that the small
business volume of OFNACER did not Justify an expansion of warehouse
infrastructure, particularly in light of the fact that OFNACER already
had difficulty managing the warehouses it owned, and additional
structures would only spread its resources even more thinly. 1In the
evaluation team”s oplnion, Ronco”s objections to new warehouse
construction are valid and USAID should have taken them seriously. The
long-term advisor justifies the need for more small warehouses in rural
areas by the argument that OFNACER should expand its role to reaching
more farmers directly. His cost/benefit calculations are based on a
comparison of the rental costs and the costs of warehouses owned
outright. This method of course presupposes the need for more
warehouses, and evaluates solely whether they should be rented or
owned. The Ronco study may nevertheless have had some influence: the
overall plan for construction of new warehouses has been reduced from
30 warehouses to 21.

The costing study prepared by CEPS 18 quite informative and
probably one of its best picces of work. The German financial advisor
also prepared a costing analysis along somewhat different lines.

The bottom line from both studies is quite similar: OFNACER”s costs
are considerably above the margin allowed between official buying and
selling prices. Even the variable costs alone are above that margin,
implying that an expansion of OFNACER’s business would only increase
losses. Those involved in preparing these studies hope they will be
used in future meetings of the interministerial, committee on prices,
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The statement of work lists ten specific responsibilities which
Dr. Moussie should carry out between June 3, 1984 and his departure in
May 1985. (See Annex 7.) Some, such as continuing the on-the-job
training, are simple extensions of the overall responsibilities,
However, some responsibilities are completely new and may be
unattainable before his departure.

The majority of the responsibilities seem to involve managerial
functions. '"Planning computer systems appropriate for OFNACER”s
managerial requirements," or "better coordinate the management of the
regional management offices" are tasks that do not require the training
and background of an agricultural economist, but a manager with some
practical experience. One task explicitly directs Dr. Moussie to
complete a detailed analysis of market prices, using the newly
established market information system. While such a task would be
appropriate to Dr. Moussie”s training and background it ignores the
foreseeable problem, namely, that OFNACER has been unable to collect
much useful market intelligence. One of Dr. Moussie”s Burkinabé
collaborators in the CEPS explained to the evaluation team the
subterfuges and tricks he and his colleagues went through in their
attempt to collect market information from private traders. They were
largely unsuccessful, as is documented in Annex 5 where some of the
price data collected by the CEPS are reproduced. The market prices for
grain on the Ouagadougou market in recent years are listed as
unavailable due to price controls. Being an interested party, OFNACER
1is ill-suited as a collector of market data, especially in an
environment of increasing state intervention in the market. The
collection of market data statistics should be left to other
institutions.!l

At the time of this evaluation, only two tasks in addition to the
general on-the-job training for the remaining Burkinabé collaborator
. were well under way. The analysis of the previous buying campaign was
done, and an analysis of warehouse utilization was under way. Since
some of the other items require the cooperation of OFNACER”s senior
management--who at the time of this evaluation were preoccupied with
preparing the necessary documents for the transition from one Director
General to the next--the evaluation team has been unable to evaluate
how many more tasks are likely to be completed before May 1985, when
the project is expected to end.

lNongovetnmencnl agencies such as ICRISAT, some donor
organizations such as USAID from 1980 to 1983, and some private
researchers such as Sherman have had much less difficulty collecting
price information, and most of it 1is publicly available. The research
component of this project will probably also produce reliable price
information.
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The statement of work for the agricultural economist in the
contract modification is in effect a list of things that ought to be
done. If by his departure in May, 1985, Dr. Moussie has only completed
a portion of this list, it will not be entirely his fault.
Nevertheless, the evaluation team would like to suggest the following
tasks as most important:

o Task 7: Analyze previous year”s commercial activities to
inform OFNACER management. The analysis of the 1983/84
campalign 1is done. However, it is an analytic synthesis of
several past campaigns, rather than an individual analysis of
each, which would be desirable;

o Task 1: Continue training of the remaining Burkinabé
collaborator; and

o Task 6: Complete a detailed analysis of market prices.
Instead of trying to rely on data collected by OFNACER, data
from other sources, where it is available, should be used
(see footnote 1 above).

In addition, Dr. Moussie should continue his current efforts to push
the CEPS upwards in the hierarchy, in order that it might have at least
some influence on policy. Most of the remaining tasks on his list,
though desirable, are less crucial from the evaluation team”s point of

view.

Ce Financial management advisor

From October, 1982 to June, 1984 the Financial
Management Advisor”s specific responsibilities were:

o To assist and advise the Financial Director and Director
General concerning the implementation of OFNACER"s revised
accounting system, designed by DHS;

o To assist OFNACER develop and implement a system of physical
inventory;

o ‘fo establish and advise an internal account inspection
unit:

o To establish and advise the analytical cost unit;

o To assist OFNACER with the revision of its Credit Sales
policy and establish a unit within the Financial Office
responsible for credit sales;

o To assist the Financial Director with the management of
diversa food aid accounts;
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o To assist OFNACER management review its existing management
structure and present recommendations; and

o To provide on-the-job training of the staff of the Financial
Office.

It 1s evident that the advisor, Tim Mooney, worked very hard and
performed excellently in certain of these areas. However, by his own
admission, he was unable to succeed in all due to circumstances beyond
his control.

As a first step the advisor prioritized OFNACER”s needs with
regard to implementation of the DHS Financial and Accounting Manual.
He began with the General Accounting and Accounting Inspection
sections, which cover sales, cash receipts, cash expenses, purchases,
grain purchases, stocks, salaries, counterpart funds, logistics,
general ledger, control procedures and the reporting system.

Thanks to Mr. Mooney“s close collaboration with regional
controllers and warehousemen, the regional centers are now
demonstrating their ability to provide the proper information in the
proper format to Ouagadougou, although delays and arithmetical errors
are still occurring as mentioned elsewhere in this report. 1In
Ouagadougou he trained staff to analyze these reports and to detect
errors before proceeding to consolidation, and the progress made is
still in evidence after his departure. He also designed additional
procedures, in concert with the Head of Stock Management, for tracking
and analyzing all stock movements month by month.

Until the arrival of the financial accounting advisor there
was considerable duplication of work ! tween the accounting and
marketing departments. Mr. Mooney succeeded in inducing them to
cooperate, especially on accounting analysis, and the result was a very
substantial reduction in paperwork--by the advisor-s reckoning as
much as 60 percent. It is difficult to understand how the existing
staff complement ever coped with the paperwork volume before.

There are now two well-trained auditors in Ouagadougou as a result
of the on-the-job training he provided. Mr. Mooney also trained one
member of the accounting staff to follow the Marual’s prescribed
procedures for accounting and reporting of Counterpart Funds (Fonds de
Contrepartie), and this system has been seen to be working well at that
level; delays i{n submission of these reports to donors arise now only
from the ensuing paper chase through two ministries.

In the area of stock evaluation, Mr. Mooney reports that he was
unable to obtain the support of the Director of Finance and Accounting
for the exercise for fiscal year ending (FYE) 9-30-83, with the result
that the DHS procedures were not followed and stock evaluation at
regional centers was not supervised. The result of this is that the
opening inventory for FY 9-30-84 is based on unverified figures, and
short of being in ten places simultaneously there was nothing he could
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do to prevent this. He did have a further twelve months in which to
convince OFNACER management of the necessity of adhering to the DHS
provisions, and as of 9-30-84, he succeeded in ensuring that stock
evaluation was properly supervised by accounting staff representatives
in Ouagadougou and all regional centers.

Given the heavy demands of the above work statement the advisor
was wise not to devote too much of his time to the analytical
accounting section. This function had been supervised by his German
counterpart and was already one of the better-run sections. The
evaluation team has seen work produced by this section, as mentioned
elsewhere in this report, and it is satisfactory.

Lack of cooperation on the part of OFNACER senior management
denied Mr. Mooney the opportunity to introduce a Credit Sales policy.
Revision of such a policy, as specified, was superfluous as none had
ever existed. In conjunction with the Director of Finance and
Accounting and the Head of Credit Recovery, the advisor drafted a
Credit Sales policy--as required by both the DHS manual and the work
statement--and submitted it to the Director of Finance and Accounting
for approval in mid-1983. At the time he left, no management action
had been taken and the Head of Accounting has informed the evaluation
team that his own subsequent efforts on this subject have produced no
result. The persistent lack of a Credit Sales policy is, in this
team”s opinion, one of the most serious defects in OFNACER’s accounting

system. |

Assisting OFNACER management in reviewing its existing management
structure 18 another area in which the advisor was unable to make
headway. A commission formed to study OFNACER’s organizational
structure--of whicn the advisor became a member on his arrival
" (replacing the DHS financial systems advisor)--submitted 1its
recommendations to OFNACER”s senior management. These were accepted,
and the final report was submitted to the Minister of Rural Development
in May, 1983 for approval, but no reply has ever been forthcoming, 2
From June to December, 1984 the advisor”s specific responsibilities
vere:

IThe Director of Finance and Accounting has succeeded in reducing
the actual volume of credit sales. On the other hand, an official at
the Ministry of Commerce informed the evaluation team of the plan to
expand credit sales. OFNACER would ultimately supply grain on credit
to all civil servants and salaried employees, who would have repayment
deducted directly from their paychecks.,

20FNACER has since been placed under the supervision of the
Ministry of Commerce and Supply of People's Needs.
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o To monitor and assist the application of all procedures
included within the financial and accounting manual and
continue the training of the accounting and financial
personnel;

o To finalize the Financial and Accounting Manual;

o To participate in the definition of needs for the
computerization of the Financial Management Office; and

o To assist OFNACER to improve the quality of its management.

As mentioned above, the advisor saw both implementation of the
manual and training of staff as his first priorities, and organized his
efforts accordingly from his arrival. Finalization of the manual was
completed, with the exceptions that:

o The three modifications of accounting procedures for the
buying campaign, period-end account closing and analysis
accounting have yet to be inserted in the manual;: and

o Definitions of a Credit Sales policy and General Accounting
policies, which were formulated and submitted by the advisor,
have still not been formally ratified.

Despite the advisor”s active participation in discussions to
define a computerization program, and a formal proposal to form a study
team including SECID/Lincoln, FAO and German aid personnel, OFNACER
senior management has failed to lend its support. The FAO advisor
acted unilaterally and bought an Apple computer, which has never been
used, and the German team replaced their NCR accounting machine with an

NCR computer. The subject of donor co-operation is discussed elsewhere
in this report.

Valuable assistance has been rendered throughout by Mr, Mooney.
His performance in the face of a number of difficulties beyond his
control has been exemplary.

3. Ronco Corporation

Ronco Corporation carried out the short-term contract to
evaluate and rank the first ten sites for the construction of small to
medium warehouses. Ronco was also asked to develop criteria for
evaluating the remaining 20 locations. In its statement of work it was
specifically instructed to apply the profit maximtzation/cost
mini{mization criterion. In other words, Ronco was asked to select
those locations for new warehouses that would contribute most to the
reduction {n OFNACER”s operating expensasn,

The Ronco consultant (Warren Fnger) visited Upper Volta {n May,

June, and July of 1981, lils report, dated October, 1981, is a very
careful piece of analysia, possibly too careful for OFNACER’s and
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USAID’s liking. He concluded that none of the thirty proposed sites
for new warehouses could be justified on economic grounds. He even
went one step further and concluded that OFNACER"s costs compared to
the private sector”s did not warrant continued operation in the retail
grain trade. Even the effectiveness of OFNACER”s efforts toward one of
its prime objectives was questioned. Observing that OFNACER”s market
interventions are sporadic and do not take into account the actual
economic costs, the Ronco consultant finds that '"OFNACER may be
creating distortions in the market that will have negative effects on
normal distribution and price stabilization systems." In other words,
the private market”s price stabilization functions are being
undermined.

The Ronco study carefully sifts the available empirical evidence.
Unlike the PID or the PP, it contains a bibliography that lists a
number of empirical studies concerning farm production and marketing
behavior in Upper Volta. Although the study certainly has a number of
gaps and shortcomings, it should have been taken more seriously by
USAID, for it questioned the basic premises on which the entire project

was based.

The quality of the Ronco report should have led to a reexamination
of the premises on which the project was based. In his departure
report, the USAID agricultural economfst in charge of the project
speculates that the Ronco consultant suffered from 'short-term contract
burn-out" and possessed ''negative biases'", The evaluation team cannot
support this assessment. The findings and conclusions that Ronco
arrived at are all well-supported, with as much hard data as were
available. It is true that the study does not take into account the
social role that OFNACER might have to play, but Ronco”’s statement of
work clearly directs 1t to do its analysis on the basis of the "profit
maximization/cost minimization principle".

It 18 possible to interpret the Ronco consultant”s statement of
work narrowly. If he was asked only to provide a ranking of the 30
preselected aftes, he may indeed have overstepped his acope of work by
stating that none of them justified construction of a warehouse, But
in doing so he answered a question that should have been answered long
before. The PID approval cable had already rafsed the question "Is
there really a need for more village level storage?" and mande approval
of the projact contingent on the answer. However, nowhere in the PP in
this quention answered. The Ronco report finally answered this query
as unambiguounly as posasihle, and USAID did not draw the consequent
conclunionn.

C. OFNACER

l, OFNACER"n rolae

OFNACER’s traditional role was that of a market wtabilizer.
By actively Intervening in grain markets through purchases from farmers
after harvest and sales to consumers during the moudure, it was
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supposed to reduce the fluctuations in prices, However, OFNACER has
never heen able to handle a sufficient quantity of grain to be a major
force in the market, and its effect has probably been quite limited.

In 1980, OFNACER also was put in charge of managing the national
security stock of local grain being accumulated with West German
technical assistance. Each year a certain portion of the locally
purchased grain is turned over to the security stock, and the grain
being rotated out of the security stock is sold through the usual
OFNACER channels. Currently the security stock has a capacity of
30,000 MT, although less than 10,000 MT are actually in use.

In addition to these functions involving locally produced grain,
OFNACER has also assumed the responsibility for the distribution of
food aid that has been flowing to Burkina Faso in a steady stream
since the large drought of 1973. This has become a very important part
of OFNACER operations., Practically all the commodities that the
evaluation team saw in OFNACER warehouses during {its visit were food
aid.

Transactions involving domestically produced graln are very costly
for OFNACER. According to an analysis made by the CEPS, OFNACER”s
costs are around 60 CFA per kg. More than half of these costs (CFA 35)
are fixed costs, which decline with increasing volumes, and the
variable costs amount to about 25 CFA per kg. An alternative analysis
conducted under this project by the Ronco Corporation! estimates the
total costs to he about CFA 46 per kg, with variable costs amounting to
28 CFA per kg. These estimates are important in view of the fact that
the spread between official producer and consumer prices, which defines
OFNACER"s maximum margin, has never exceeded 24 CFA/kg. It is
therefore not possible for OFNACER to reduce its losses by increasing
* the volume of its business: each additional kg sold will cause
additional losses amounting to CFA one to three. In economic terms,
OFNACER 1is operat.ng below the shutdown point: it would lose less money
by not buying any domestic grain at all, despite having to pay for the
fixed cosats,

The activity that contrfbutes the most toward keeping OFNACER {n
business today {s the steady {nflow of food aid. This 18 bacause the
sale of auch food atd is the only operation where OFNACER can cover {ts
costs. It (s allowed to deduct its operating costs from groass revenue
earned from food atd sales prior to depositing the balance in the
varfous counterpart accounts. OFNACER {s thus a parastatal bureaucracy
that dependn heavily on food aid for {ts financial extisatence; thins
implies that {t has a very strong interest in the declaration of food
emergencies in Burkina Faso year after year. Alwo through OFNACER,
USAID and the other donors have fnutitutionalized food atd to a larger
degrae than {f they had created a aprcific agency with expenses goared
solely to distributing food atd {n emargencian.

lEngur. "Marketing Position."
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One solution to OFNACER”s problem would of course be a widening of
the spread between producer and consumer prices. But it is most
doubtful whether such a strategy would succeed. Private traders face
considerably lower marketing costs than OFNACER. Observers estimate
private sector margins to be around 10 to 15 percent of the retail
price, from CFA ten to twenty (USS5.04) per kg in most major markets.!
Of course, the increased costs of supplying inaccessible regions are
reflected in higher margins for those arecas. However, because OFNACER
is committed to the same buying and selling prices in all markets at
all times, it {s easy for the private traders to concentrate on the
profitable ones, leaving the high cost ones to OFNACER. 1If OFNACER"s
spread were increased, more markets would become profitable for private
traders and OFNACER”s business would decline even further. The
evaluation team feels that even {f OFNACER were to offer regionally
differentiated prices, it could not compete against the inherently more
efficient (i.e., operating at lower cost) private traders,

2. Changes in management and role during the project

Since the initfation of this project OFNACER has had six
different Director Generala. Mr. Bansé, who had signed the original
PIO/T for this project in December, 1980 was shortly thereafter
replaced by Alfred Sawadogo. Alfred Sawadogo had come in with the new
regime of President Zerbo, and promptly started a housccleaning
campaign.2

In November, 1982 Jean-Baptiste Ouédraogo tock over as President
of Upper Volta, and Thomas Sankara became Prime Minister in January of
1983, In June of 1983, the new regime replaced Alfred Sawadogo as
Director of OFNACER with Robert Ouédraogo. Alfred Sawadogo was put on
trial for allegedly enriching himaelf as Director of OFNACER,
convicted, fined and {mprinoned.

Tt wan clear from the beginning that Robert Ouédraogo was only an
{nterim Director until the new regime could put fts own man in place,
On August 4, 1983, Thomas Sankara took over as President in a coup, and
replaced Robert Ouédraogo with Mamadou Sawadogo, an Fast Garman-trained
agronomint. Mamadou Sawadogo, who according to some had a habit of

lgee, for example, Sherman, “A Case Study;" and 1.5. OuBdraogo,
"A Soctonconomic Analyaln of Farmers’” Food Cratn Market{ng linkages and
Behavior {n Faastern Upper Volta'" (PhD Disseitation, Michigan State
Univeraity) (hereafter efted as Oubdraogo, "Socloeconoafc Analysia"),
The World Bank, Upper Volta Agrfcultural ladues Study (Washingtoen,
DC:  The Warld Rank, October |9H?) teports a4 'guesst imate” of |2
CFA/kg.,

2[n an Internal memn the USALD project officer comsents that {n
thie effort, the new Director Ceneral found the UGAID-apenanred
accounting aystem very useful (memn by D.A, fimtth, n.d, ).
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placing his ’K-47 machine gun on the table during discussions to
emphasize who was in charge, was by all accounts a 'dynamic" Director.
He was given essentially free rein to run OFNACER along the lines of
the new revolutionary government.

Mamadou Sawadogo started implementing the policies of the new
regime by integrating the local political authorities--the Committees
for the Defense of the Revolution (CDR)--into the grain marketing
system. His view of how OFNACER should sell cereals is expressed in a
Note d”Information on how OFNACER grain sales should be organized
(see Annex 8). Since then, the CDRs have also been integrated into the
OFNACER buying campaigns (see Annex 10), and they also play an evermore
important role in approving trader licenses and controlling grain

movements.,

Mamadou Sawadogo”s reformation of OFNACER was interrupted by his
death due to a traffic accident, early in 1984. He was replaced as
Director of OFNACER by Laurent Ouédraogo, who had been OFNACER”S
Director of Commercial Operations, and later its Controller General.
Laurent Ouédraogo was a cautious man, working hard to improve OFNACER"s
technical abilities but refusing to make any decisions that might be
politicelly difficult. He left of his own volition, and was replaced
in December of 1984 by Tiéri Béni.

With the arrival of Ti1éri Béni, OFNACER was also transferred from
the supervision of the Ministry of Rural Development to the Ministry of
Commerce and Provision for People”s Needs (Approvisionnement du
Peuple). Tiéri Béni had in fact been at this Ministry before and was
sent to OFNACER to impose the new policies. By the time this
evaluation team arrived, these new policies were not yet spelled
out in detail. However, it seems unlikely that the cautious,

+ technocratic management style of Laurent Ouédraogo will continue,

Roth the new Director General, as well as the General Secretary at the
Miniastry of Commerce, talked to the evaluation team at length about
their plans for making OFNACFR more dynamic and expanding its role.

A role which OFNACER will increasingly have to play, according to
the government officials interviewed by the evaluation team, is a
social one. Already during the last soudure OFNACER had been ordered
by the government to sell some cereals at half price for a period of
time. OFNATER did submit an {nvoice to the national treasury for the
loasen thus {ncurred but has not heen paid to datae. In addition,
OFNACER {s also scen as the major instrument by which the government
cen {mpose ftm price policy, which {s essentially based on soctal
considerations, The minutes of the latest interministerial price
committee meeting are quite clear on that point (sec Annex 9).
llovever, USAID has consiatently refused to support OFNACER as an
instrument of msocial policy.
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3. Current state of OFNACER competence

It would be inappropriate to make any assessment of the
management quality and personnel efficiency within OFNACER at the
present time without first making reference to the situation which
existed prior to 1981. For the first six years of its existence
OFNACER failed to maintain proper records, especially with regard to
accounting and reporting, and the effort involved in rectifying cthe
mistakes and omissions of the past still causes undue strain and
demands on precious management time.

OFNACER is at present finalizing its accounts for FYE 9-30-84 and
will be submitting them to an external auditor before 1~31-85. For an
organization with some 120 sales centers throughout a country in which
the communications system leaves much to be desired, this four-month
preparation period is considered satisfactory. An accounting analysis
has also been prepared in terms of manpower costs per metric ton of
sales at each of the regional centers. The significance of this is
twofold; firstly, OFNACER”s accounting function has demonstrated its
abllity to produce these figures; secondly, the great divergence in
these costs from center to center indicates an inadequate control over
manpower resources.l Now that this system of accounting analysis has
been introduced it is expected that it will eventually constitute a
useful management tool,

Timely reporting has still not been fully achieved. The DHS
Financial and Accounting Manual requires operation reports to be
submitted to Ouagadougou by the seventh day of the following month, but
only six of the ten regional centers normally achieve this. It appears
that the four centers failing to report on time are the same ones each
month. The Director of Finance and Accounting is presently
considering withholding salaries to encourage compliance. Further
delays are commonly experienced in Ouagadougou at the typing stage, and
it 18 not unknown for a week to elapse between the submission of the
handwritten drafts of the consolidated figures to the Head of
Accounting and the commencement of typing.

The submission of reports on Counterpart Funds to USAID and other
donors 18 likewise subject to delays. First, the reporting
requirements of each donor differ considerably, creating additional
strain on OFNACER”s accounting function. Secondly, after the report
has been signed by the Finance and Accounting Director, the paperwork
has to be passed to the Director General, then to the Ministry of
Commerce, then to the Ministry of Foreign Affairs tefore the donor can
see it, Keeping track of the documents through these various astages is
another unnecessary drain on accountants” time.

lSECID. "Quarterly Operational Report 7," August 1984, p. S.
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The audit department is inadequately staffed. It consists of only
two persons, and both are often required for additional duties with the
result that neither can be considered a full-time auditor. For the
eight month period ended June 1984 the department was inoperative
altogether.! Apart from the personnel time constraints the department
is found to be performing a useful function. However, for an entity
whose transactions are effected almost entirely in cash, the controls
in force are insufficient. Internal fraud is known to have been
perpetrated in one regional center, and the suspect disappeared without
trace; indeed, it was only his disappearance which brought the
defalcation to light. At least one travelling inspector is needed
as a matter of urgency, to visit regional centers unannounced, and
conduct snap examinations. At present, the controls existing at the
regional level rely heavily on each regional manager's honesty, and
thus present considerable temptations. Furthermore, OFNACER has no
insurance policy covering cash in transit.

Additional strains on the accounting function are imposed by:

0 Arithmetical errors and incorrect carried-forward balances in
reports from regional centers;

o Difficulties in communicating with certain regional centers
(by telex, telephone, or other means) in order to rectify
errors; and

o Late starts of buying campaigns, due to late notification of
the official buying price by the Ministerifal Committee. No
buying campaign has ever begun on time.

Another factor adversely affecting OFNACER”s ability to function
‘effectively 1s the inadequacy of the local banks. Until 1982 all
transactions were in cash, but since then funds for buying campaigna
have been remitted from Ouagadougou to the regional centers by bank
transfer, thus {ntroducing an element of security. It {s not unknown,
however, for the banks to mislay the funds for up to three weueks at a
time, with personnel and vehicles standing fdle during these periods,
It 18 even more common for the bank branchen to have {nadequate cash in
their vaults when the transfers are recefved, resulting {n further
delays as all purchanes are cash transactions.

The accounting ntaff often work late {nto the night and waokends
in order to keep up to date, and the preasent Director of Finance and
Accounting han taken no vacation in three years. Thin {s directly
attributabhle to the volume of paperwork in rolation to the ataff
available. Morale {n dotrimencally affected. OFNACER {8 hard put to
maintain sufficiant control over {ta present workload of 20 parcent =
30 poercent market intervention., Any further additiona of
responaibility such an envisaged by tha Minintry of Commerce, e.g., 50

Isecin, "ouarterly Operational Report 7," August 1984, p. 6.
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percent of the market share and retail credit sales to civil servants
and other salaried workers, would inevitably surpass OFNACER”s ability
to maintain proper accounting records.

4, Progress achieved

Without any doubt, considerable improvements have been
achieved during the project thanks to the efforts of the SECID
financial advisor, the Director of Finance and Accounting, and the
latter”s overworked team.

OFNACER now has a complete manual accounting system 1n place
which 1s producing the necessary reports. The 9-30-84 accounts will be
ready to go to external audit at the end of January, 1985. For the
first time ever, inventory valuation was supervised by representatives
at local and regional levels as of 9-30-84.

Until recently, much management time was being devoted to the
problems and inadequacies still existing from the past, and five
changes of Director General over the past two years have been
responsible for several months” holdups of work in the accounting
department. The heavy workload has prevented OFNACER from building up
any standard of personnel flexibility in accounting, with the result
that any absences through sickness, etc., cause more problems than they

should.

One discrepancy suggesting a lack of coordination between
Ouagadougou and the regional centers was found by the team during its
visit to Koupéla and Fada N“Gourma. The team found that whereas copies
of all monthly reports subuitted to Ouagadougou are retained in the
latter, Koupéla keeps no files of these reports, meaning that any loss
* in transit would necessitate duplication of effort in Koupéla and
delays in account consolidation in Quagadougou. This elementary
precaution should be brought to the attention of regional managers.

With three modifications, OFNACER has implemented the DHS
accounting procedures in their entirety and has thus been able to make
dramatic improvements so far. The modifications--namely in period-end
account closing, buying campaign accounting and accounting
analysis-~have been made in order to conform to OCAM (Organisation
Commune Africaine et Mauricienne) procedural requirements, but until
now they have not been inserted in the Financial and Accounting Manual
at OFNACER and USAID has no record of them.

The whole question of implementation of the Manual rests on the
formalization of accounting policies by OFNACER”s senior management,
This has still not been done, with the result that the organization of
the system has been achieved by virtue of the Director of Finance and
Accounting having had to assume responsibilities well beyond his own
authority., It is much to his credit that his hard work and
decisiveness have finally produced a working system. For as long as
this situation is allowed to continue, the position of the Director of
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Finance and Accounting will remain an unenviable one and progress in
this important area will depend upon the willingness of the Director to
continue to exc. :d his authority.

The lack of support from senior management so far is especially
apparent in the case of Credit Sales, where there is still no
established chain of command or policy stipulating who has the
authority to extend credit. Accounts Receivable, in the form of
unsettled credit sales, accumulated over the years up to CFA 1,2
billion (USS 2.5 million) until the Director of Finance and Accounting,
in addition to his normal duties, took it upon himself to initiate a
recovery exercise in October 1984. The SECID/Lincoln Financial
Management Advisor had gone to great pains already to bring the gravity
of this situation to the attention of OFNACER senior management. In
many cases prior to 1981 the identity of the debtor cannot even be
established due to incomplete records. Since Cctober, 1984 over CFA
300 million (USS 620,000 plus) has been recovered as a result of the
recovery exercise. Moreover, OFNACER has submitted many more cases to
the Ministry of Justice for action; it is understood that these cases
represent a total exceeding that of recoveries to date, and it would be
desirable for USAID to do whatever it can to ensure timely action on
the part of that Ministry.

The balance of the Working Capital (Fonds de Roulement) account as
of January 7, 1985 was CFA 543,159,598, equivalent to approximately
6,790 MT of white sorghum at the prevailing buy price of 80 CFA/kg.

It was the intention of USAID that this account would be maintained at
the counter value of 10,000 MT. There is no mechanism in place to
prevent further decapitalization.

In terms of accounting and reporting, the progress achieved so far
is considered sufficient, even though there is room for improvement,
as noted above. The overall utilization of the accounting and
reporting system, however, is not sufficient in that it has had little
influence so far on OFNACER management capabilities.! OFNACER senior
management should be encouraged to begin using the system as the
management tool it is intended to be.

5. Prospects for the future

As the team was informed by a senior official at the Ministry
of Commerce and Provision for the People”s Needs, the Burkina Faso
Government intends to raise OFNACER’s level of market intervention from
the current 20 to 30 percent up to 50 percent as a first step.

Also, he said, it intends to introduce sales of cereals on credit
to all government officials, eventually followed by a system of credit
sales to all salaried workers in the private sector. It {8 not known

lpeloitte Haskins and Sells, "Improvement of Accounting and Stock
Control Systems for OFNACER. Uoper Volta," December 14, 1982, Appendix
C (hereafter cftea as DHs, "Improvement").
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to the team how many people this represents, but OFNACER”s Director of
Finance and Accounting agrees that such measures will constitute an
additional workload which simply cannot be handled with OFNACER’s
present resources. Maybe the credit sales could be processed through
another government organ, such as the Caisse de Péréquation, but the
expansion of OFNACER”s market share to 50 percent alone would entail,
inevitably, a far greater number of regional centers and a
proportionate increase in the monthly reports to OFNACER Ouagadougou.
The preparation of reports in the regional centers, and the collation,
correction and consolidation of these reports in Ouagadougou each month
represents approximately half of OFNACER”s accounting workload.

One of the project”s major achievements was the implementation of
the DHS-designed accounting system in 1982. Since then OFNACER has had
four new Director Generals (DGs), and each successive DG has been
further removed from any involvement with the DHS team”s work. Thus,
each has felt less committed to the DHS system than his predecessor and
the appreciation of the system”s benefits by senior management has been
somewhat dissipated.

Nevertheless, OFNACER is at present still adhering to the DHS
system. There 1s a reasonable chance that OFNACER will continue to
adhere and maybe even improve upon present standards of efficiency
provided that:

o The size of OFNACER”s accounting staff does not fluctuate or
decline;

1]

o The position of Director General does not change hands as
frequently in the future as during the past two years; and

o No additional burdens such as those mentioned above are
placed upon OFNACER”S accounting department.

D. Burkinabé Cereals Marketing Policy

1. Influence of the project on policy formulation

The project attempted to influence policy formulation in

Burkina Faso through the creation of a planning unit (Cellule d”Etudes
et de Planification Statistique, CFPS) within OFNACER. This planning
unit was headed by the long-term agricultural economist, and was
staffed initially with two Burkinabé counterparts. By providing
statistical information and analyses to the OFNACER management, it was
supposed to inform policy formulation and execution in the grain
marketing area.

However, CEPS was not well placed to influence Burkinabé grain
marketing policy. It was attached to the commercial directorate of
OFNACER, a sub-directorate of a policy executing agency, several
layers removed from where policy is formulated. Despite this
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structural difficulty, CEPS has succeeded in exerting some positive
influence on marketing policy and could, over time, develop a somewhat
broader audience for its statistics and analyses.

For example, by providing OFNACER with data and analysis,
especially analyses of past buying campaigns, the CEPS has helped
develop the arguments that have led to a narrowing of the gap between
officilal producer prices and market prices (see Annex 5). It is
doubtful whether the official producer prices have much influence
on the grain markets, and it is likely that the official prices
have simply followed the market prices. Nevertheless, since it is
USAID”s position that such increases in producer prices are a necessary
precondition to a more rational policy towards the producers of food
grain, these increases can be viewed as a policy success,

This emphasis on raising producer prices, however, has distracted
from the more fundamental question of whether the government should
dictate producer and consumer prices at all. The official producer
price tends to be irrelevant for most producers, many of whom are not
even aware of it. What matters to them is the market price they can
get when they try to sell their grain. Furthermore, only a few of them
understand the artificial distinction between producer and consumer
prices, as the failure of the 1983/84 buying campaign illustrates.,
Consumer prices were announced shortly after producer prices were sat,
and OFNACER found that those farmers who were aware of official prices
were trying to hold out to sell their grain at the higher price.

The CEPS has never been asked to address such fundamental issues
as whether OFNACER should intervene in the retail markets at all, and
whether the Burkinabé government should try to fix prices. On their
own, Dr. Moussie, the long~term agricultural economist, and his
colleagues never touched such sensitive topics either. The reports
that were produced took as given the need for direct government
intervention in the cereals markets in general, and the need for
OFNACER 1in particular.

This reluctance was probably due to the recognition of serious
political constraints. Dr. Moussie wanted to be heard by the
Commercial Director and the Director General. Had he taken a stance
more critical of the state of affairs in Burkinabé cereals policy, he
would probably not have had any effect at all. Given -hat these
questions were not raised during project design, when they should have
been considered, it was wise of Dr. Moussie not to raise them once the
CEPS was established.

Within these constraints, the CEPS has without doubt had a
positive influence on Burkinabé cereals policy. It has helped develop
the basic information for this year”s donor meetings for example, and
its statistics are trusted and accepted. Dr. Moussie can take credit

for this positive development.
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2. Prospects for further improvement

Consistent with the aims of the current Burkinabé government,
OFNACER 1is taking on an expanded role. It has been transferred EEEE
from the Ministry of Agriculture to the Ministry of Commerce, now
called the Ministry of Commerce and Supply of People”s Needs. It is
easy to read too much into this transfer of responsibility; however, it
is probably fair to say that OFNACER’s role as a primary tool of
ralsing farmer incomes seems to be diminished relative to other social
aims. A high official of the new supervising ministry (Commerce)
explained to the evaluation team that OFNACER”s primary role was the
control of markets (maftrise du marché). This codeword 'control" has
been at the heart of all interventions into the cereals markets since

OFNACER”s early days.

USAID, too, once supported the goal of influencing the markets.l
It was believed that with a relatively small share of the marketed
supply (20 to 30 percent), the cereals office could effectively control
the markets and thus protect producers and consumers. Experience,
however, has shown that the cereals office can at best influence the
markets in a marginal fashion. That 1is not satisfactory for the new
government, which now plans to expand OFNACER”s market share to at
least 50 percent as a first step.

At the same time the study team was informed that the Ministry of
Commerce has begun registration or licensing of all cereals traders in
cooperation with the local political authorities, the CDR. The purpose
of this registration, government officials stated, was to have
information about likely speculative stocks which then could be
mobilized (i.e., confiscated) by the CDR in case of market imbalances.

During the last harvest CDR militia had begun stopping trucks
carrying grain throughout Burkina Faso. Proposals are under way to
institutionalize these controls and to allow grain shipments only with
the approval of the revolutionary authorities. The main purpose of
these controls is to avoid shipment of Burkinabé& grain into neighboring
countries; the net effect, however, is an increase in risks and thus
costs assoclated with grain trading tliroughout Burkina Faso.

As a consequence one can expect a retrenchment in private
marketing activities. On several previous visits to Burkina Faso, the
leader of this evaluation team had never experienced much difficulty in
inducing private traders to talk openly about their businesses. During
this visit, however, questions by the evaluation team were met with
considerably more suspicion than ever before. OFNACER"s CEPS was
trying to collect some statistical information from traders, but found
that traders categorically refused to talk to government or OFNACER

lSee, for example, Frank Ellis, "Report on the West Africa Grain
Stabilization Project,' USAID, May, 1972, (Mimeographed.)
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agents. If dealers in grain now risk having their stocks confiscated
during the soudure, it is safe to predict that many traders will seek
alternative activities.

This implies that in order to "provide for the people”s needs",
OFNACER will have to expand its operations. In the evaluation team’s
opinion, OFNACER is not equipped to handle a rapid expansion of its
responsibilities, nor should it have to. The ill-fated attempts at
monopolization in Burkina Faso, as well as in neighboring countries,
should be sufficient to dissuade most governments from such an
experiment. The current Burkinab& government, however, seems to feel
that with the active involvement of the CDRs, some of whom have
recently been armed to form a sort of militia, it will be able to
enforce its decrees. The CDRs already receive a commission frcm
OFNACER for their cooperation in the buying campaign (see Annex 10),
and they are in charge of controlling the family allotments in the
OFNACER sales offices (see Annex 8). They would probably be the
ones in charge of enforcing the quotas which the Minister of Commerce
has been proposing.l

This increased politicization of OINACER”s operations is a
disquieting development, but it is largely outside USAID”s or its
contractors control. The ideological zeal of the current Burkinabé
administration does not make it very receptive to US policy advisors”
suggestions. As a result, the contribution of the USAID project has
been reduced mostly to improving the managerial efficiency of OFNACER.
Within some limitations described elsewhere in this report, it has
essentially succeeded in doing this., 1In a perverse twist of fate it
may be that, thanks to USAID, the Burkinabé government now has a more
efficient tool with which to execute its planned cereals policy.

E. Impact on Other Grain Marketing Activities

l. Farmers

It 18 probable that the project has had positive effects on
those farmers who are able to sell to OFNACER directly. Inasmuch that
the project has contributed to increases in official producer prices
offered by OFNACER for the grain it buys, it has influenced those
farmers” incomes in a positive way. Based on OFNACER"s own statistics,
however, over half of the 24,752 MT of local grain purchased in
1982/83 was purchased from private traders, who probably paid market
prices for the grain. Assuming an average sales volume of two to three

lEstnbltshing production quotas for local grain was suggested by
the Minister of Commerce at a meeting with foreign donors on January &,

1985.
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sacks per householdl, this implies that only about 60,000 farm
families--less than 10 percent--are likely to have been able to sell
their grain to OFNACER. 1In 1983/84 OFNACER bought only 5,681 MT,
despite a ten percent increase in the official producer price. How
much was purchased from private traders, and how much by OFNACER
directly 1s not known, but even if all of it had been bought by OFNACER
directly only very few farm families would have been directly affected.

Such calculations are of course irrelevant, as long as official
prices are below market prices. But official prices have been
increasing, and the level for the current campaign (80 CFA/kg; See
Annex 10) {s quite close to market prices in many locations. However,
purchases by OFNACER do not appear to be markedly higher than in past
years2 and the number of farm families affected by OFNACER {is likely to
remain small.

Through the work of the technical advisor in CEPS, however,
OFNACER has at least been sensitized to the importance of the small
farmers, and the need to view prices realistically. Thanks to the
improvements in operating efficiency brought about by the project
overall, and by the Financial Advisor in particular, OFNACER is today
more likely to be able to purchase grain once it becomes available.
Inasmuch as every additional purchaser in rural markets improver the
situation for the farmers, this i{s a positive development.

2. Consumers

Consumers, especially urban consumers, have always been the
primary beneficiaries of the implicit subsidy provided through
OFNACER”s operating deficits. As long as OFNACER’s deficits are being
reduced through improvements in efficiency, consumers continue to enjoy
the benefits. As OFNACER becomes capable of handling more grain,
the number of potential beneficiaries grows.

The construction of additional warehouses that can serve as
outlets for food aid is also of benefit to increasing numbers of
consumers. The evaluation team visited the only warehouse constructed

lAgroprogrcss GmbH, the company providing technical assi{stance to
OFNACER for the security stock, also carries out annual surveys among a
somple of farmeras. In their 1981/1982 survey ("Enqulte Haute-Volta,
1981/1982") they 11at the sales volumes per capita for the various
sample villages. The median is about 22 kg/capita, and the median
houschold size {s about 12, Thus, the median for sales of cereals
would be somewhere around 250 kg/household.

2Mont warehouses visited by the evaluation team in January, mora
than a month {nto the buying campaign, were empty, and only small
quantities of grain were arriving, Furthermore, whataver grain was
arriving was brought by private traders, who were i{mporting maize from
Ghana,
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under this project so far, and found it standing essentially empty.
However, the construction of additional warehouses is underway, and the
food aid to offset the current year”s declared deficit has not yet
begun to arrive. Thanks to the information gathered by the CEPS and
the plans drawn up by the agricultural economist, this year’s food aid
i1s likely to be distributed more directly and more efficiently than in
the past. This also benefits primarily consumers.

In contrast to its limited influence on producer prices, OFNACER
probably does have some influence on consumer prtices, particularly in
the deficit regions and cities where most of its sales take place. By
being able to sell during periods of high prices, OFNACER has been able
to prevent very large price increases. However, since most grain is
stored at the farm level, farmers are among the primary beneficiaries
of intra-annual price increases. Inasmuch that OFNACER, through the
sale of donated food, succeeds in moderating such fluctuations, farmers
are among those who lose from this intervention.

3. Traders

The government in its marketing policy has traditionally
approached traders with considerable suspicion, and OFNACER has
cooperated with traders only because {t was never able to buy
sufficient grain on its own. The USAID-sponsored CEPS within OFNACER
has nevertheless been diligent {n trying to convince OFNACER to
cooperate with all traders. The documentation prepared by the CEPS for
OFNACER”s presentation at the January, 1984 donor meetings states:

"The objective of OFNACER”s intervention in the cereals market is not
to eliminate the private traders, but lead them to respect the official
producer prices".l However, in the offictal guidelines for the 1984/85
buying campa{gn (see Annex 10), OFNACER describes the three ways in
which {t plans to purchase grain: directly from the Groupement
Villageois, from the traders (these two are the traditfonal methods),
and directly from the farmers {n people’s markets, organized by the
CDR. OFNACER then expreases a clear preference by stating that

the traditional purchase centers have to be replaced very quickly by
the popular markets (organized by the CDR, ed.)2, i.e., {t plana to
displace the private traderas as primary purchasers on OFNACER’as behalf.,

It would be erroneous to view traders as a homogeneous group.
Some traders have traditionally been very keen to coopsrate with
OFNACER, and have successfully done no. Thonse traders that are
licensed by the government have every intereat in keeping additional
tradets out of the markets. Some traders support the current
Rovernment plans to require permits for tranaferring gr~in from one

lGovernment of Burkina Famo, Minintry of Commerce and Supply
of People”s Needs, "Annex OFNACER," distributed at donor meeting
January 4, 1985, (Mimeographed).

25@0 Annex 0.
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region to another. The permits would be issued only tn licensed
traders, and would thus in effect convey to them a legal monopoly.
These licensed traders are well represented in the Ministry of
Commerce, and their representatives, together with the representatives
of the CDR, sit on the committees that must approve all applications
for new trader licenses.

In sum, therefore, the government”s marketing policy favors some
traders over most of the others. The favored traders have learned to
use the government apparatus, especially the licensing process, to
their own ends, while the majority of traders see their activities
curtaliled and impeded by the government. The project and the
SECID/Lincoln team cannot be blamed for these policies; they are firmly
entrenched in the government”s view of markets as disorderly entities

which require management by the government,!

IThe new Director General explained to the evaluation team in
great detail what he perceived to be the primary hinderance to
Burkinah8 marketing development. "The markets are a moss ("pagaille"),
he stated. "Anybody and everybody can buy and sell. That“s no way to
run a market."
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III. CONCLUSIONS AND RECOMMENDATIONS

A. Evaluation Criteria

This project”s contribution to economic development in Burkina
Far,0 has to be evaluated on several levels. First and foremost,
we have to consider whether the project has succeeded in its ultimate
aim of helping Burkina Faso attain food self-sufficiency. With
respect to the project log frame this amounts to evaluating the extent
to which the proiect has contributed towards reaching the overall
program or sector goal. Criteria for evaluating the project on this
score are spelled out in the log frame; however, as was discussed in
Chapter II, we found it difficult to reach a definitive conclusion
about the project”s success by applying these criteria. Our evaluation
is thus based primarily on a careful analysis of whether the project,
as designed, -ould have contributed towards the overall program and
sector goals. This discussion has been presented in Chapter I, and the
conclusions and recommendations are presented under Section B, Project

Design, bLalow.

The purpose of the project was more narrowly defined and thus
lends itself more easily to an objective evaluation along the lines
proposed in the log frame. However, there are some important
assumptions implicit in the way the project approaches the problem,

For example, it assumes that improving OFNACER”s operational efficiency
is equivalent to improving the efficiency of the overall grain
marketing system in Burkina Faso. Such an assumption ignores the
important role played by the private traders. Nevertheless, the
criteria proposed in the log frame are relevant and they form the basis
of the evaluation at this level, The first part of Chapter II has
discussed the extent to which the individual objectively verifiable
indicators were met, and the main conclusions and recommendations are
summarized under Section C, Achievement of Project Purpose, in this
Chapter.

Finally, the project was supposed to deliver certain outputs. The
production of some of these outputs was the responsibility of a number
of contractors, whose performance has been reviewed in Chapter II.B.
Other outputs, such as the warchouses and the working capital fund, had
to be produced by OFNACER with means put at {ts disposal by USAID. How
this cooperative effort hans succeeded in improving OFNACER haa been
discussed in Chapter I1.C. Our conclusions regarding project outputs
are summarized below in Section D.

Where the evaluation has {dentiffoed errors and ominsions in
project design and/or implementation, the recommendations for future
actions are fairly ohvious. T7¢ {n more difficult, howevaer, to
recommend actions that could he undertaken to enhance beneficial
US/Burkinabé cooperation in the grain marketing area in the futurae.
Much will depend on what kind of cereals policy the Burkinabé
government adopts and implements., This policy is novhere explicitly

49 Devros



specified and the evaluation team had to rely almost exclusively on
interviews with government officials and on inferences drawn from pasat
policy decisions as well as decisions taken in other areas (e.g., the
expropriation of private real estate property). Section E of the
present chapter, Recommendations for Future US/Burkinabé Cooperation,
is therefore necessarily somewhat speculative.

B. Profect DNesign

1. Conclusions

The overall goal of USAID’s activities under this project has
been to assist the Covernment to attain food self-sufficlency. This
project has attempted to contribute towards this goal by improving
grain marketing and food production through strengthening OFNACER 1n
var‘ous ways. It takes a long chain of reasoning to conclude that
increased planning and operational capability fn OFNACER would lead to
{ncreased food production and self-sufficiency. In the evaluation
team’s opinfon, some of the links in this chain of argument are weak.
Therefore, it {s difficult to determine the extent to which the project
has contributed to achieving this goal,

One tmportant finding of this evaluation was that the project
design was hased, {n part, on certain questionable premises., Thus, the
justification for the project given {n the PP relies in part on hearsay
and mytha about the traditional marketing aectar that are at odds with
the resulta of empirical atudies available at that time., The project
design that resulted places undue emphasia on providing technical
assistance to OFNACER, rather than upon aupporting measured, such
as improved communication and transaportation l1tnka, that would have had
mote direct heneficial effecta on the efficfency and operating costs of
the overall grafn mirketing aydtem,

OQuestions regarding the validity of these assumptions were ralsed
repeatedly with USAID. For exaeple, the PID approval cable (See Annex
3) explicitly directed USAID/Ouagadougou to provide evidence to support
the basic assumptions on which the project was based, Thia was notl
done, poanibly because the data avaflable at that time would have shown
the profect design to be deffcient, Inatead a research component
coating over a millton dollars was added, presumahly to tnvedtigate the
quastiona ralwsed in the PID approval cahle,!

There was at least one more {natance early on in this project,
when USAID wvans made avare of the problems f{nherent {n the project
design, One of the firat tasks conducted under this projeet itnvolved
an svaluation of attes for eonatruction of the warehouses planned as
part of this protect, Ronco Corporation provided a consultant for this

'USA!D/Upper Volta, Grain Marketing Project Paper, p. 6.
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activity, and his report! quite explicitly refuted some of the premises
on which the project was based. He concluded that OFNACER had no need
for additional storage, that it had little positive influence on
cereals markets, that the private markets were much more efficient

and much more competitive than either USAID or the Burkinabé government
was willing to admit, and that OFNACER should therefore cease
operations at the retail level at least. This report should have led
to some rethinking on USAID”s part. The project had not really been
started yet (January 1981) and modifications could still have been
made. Instead, the report was buried in the project files and no
actions were taken to reassess the project design.

The designers of the project were sensitive to the importance of
government policies. Unfortunately, however, the policy aspects of the
project were designed in a manner that made it very unlikely that much
influence on policy formulation would result, The CEPS, which was
supposed to be the major conduit of policy advice to the Burkinabé
Rovernment, was placed fn a subdirectorate of OFNACER. It was thus too
far removed from policy making, which is taking place in the
supervising ministries, to have much influence at all. The
USAID-aponsored CEPS should have been reporting at the very least to
the Director General at OFNACER. Its usefulness would have been even
more enhanced, {f mechanisms had been found that would have provided an
audience for the CEPS output at the ministerial level. Furthermore,
the project placed too much emphasis on the generation of additional
information at the expense of analysis. The continued adherence to
faliled grain marketing policies by Sahelian governm.~ts, including
Burkina Faso’s, has not been due to a lack of available information,
but due to an unwillingnesa to draw the consequences from the data that
wreavailahle. The evidence againat the basic assumptions that were
uged to juscify OFNACER and other {institutions of its kind was already
conaiderable at the time that the project was being designed, and
adding morv evidence was unlikely to have had much effect.

During the project deaign, USAID failed to make contact with other
donors who were also providing technical assistance to OFNACER. No
attempt wvas made to develop a common policy approach in cooperation
with other donors or to take {nto account that other donors, who were
alroady active in grain marketing, might be supporting alternative
policles {nconsiatent with the US approach. This led to unnecessary
frictiona hetween the TA teams from different donors, which {mpeded the
project’s progrens. Other donors ahould have been informed about the
purpoae and acope of the US TA teams, and the USAID contractors
fn turn should have been briefed about the presence of other TA teams
at OFNACER,

lenger, “Marketing Position."
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Not only did USAID fail to inform the US TA teams about the
activities of TA teams from other countries, it also failed to brief
the different TA teams about other TA efforts sponsored by USAID.

For example, the SECID/Lincoln financial accounting advisor found out
three weeks prior to his departure to Ouagadougou, only by accident,
that DHS was already at OFNACER, developing the financial management
system that he was expected to implement. The agricultural economist
arrived in Burkina Faso fully believing that he would be corducting
research. He was unaware that the project design contained a special
research component, which had been contracted to another institution.
To what extent these failures to provide TA teams with adequate
information have impeded the project”s success is difficult to gauge.

2. Recommendations

o USAID and its contractors should pay greater attention to
the available literature, data, and criticisms, and should be
more willing to question its own basic assumptions.
Consultant reports like the Ronco study should at least be
taken seriously enough to precipitate re-evaluations of
projects. Whenever possible, qualified outsidcrs should be
brought in to critique the project design:

o] USAID should use its leverage early in project to place TA
teams in positions where their evidence will be heard by

policy uakers;

o] Coordination with other donors should be considered early in
project design. USAID should inform its Contractors about
the activities sponsored by other donors within the same
arca, as well as other USAID activities; and

o Contractors should also undertake efforts to better inform
themselves, even {f this means expending resources, for an
early fact-finding mission. If the expenditure of resources
on such a fact-finding mission should be considered too
onerous for bidders, the evaluation team recommends the
extension of planning grants to pre-qualified bidders (c.g.,
bidders on the short 1list).

C. Achicvement of Project Purpose

1, Conclunrfons

If the firat astated project purpose, '"to improve grain
marketing conditions, (and) increase cereal production and food
mecurity in rurnl arean" {8 taken literally, then the project has
cortainly falled to achieve fta purpose, It wan simply too narrowly
focusing on the nffictal marketing channels, to the detriment of the
private channels to {mprove grain marketing conditions, to contribute
to increaned cereal production or to {mprove food security in the sense
of adequate production and marketing.
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However, at least implicitly, the project had a much narrower
purpose, i.e., to improve the operational efficiency of OFNACER. This
purpose has been largely achieved. 1In terms of the short run, the
improved operational efficlency of OFNACER may have contributed to
improved food security in deficit food-production areas by the
distribution of food aid and the use of security stocks.

There are a few areas where the project achievements have fallen
somewhat short, even i{f we accept the implicit interpretation. For
example, only one of the 30 warehouses originally planned has been
completed to date. Nine more are under construction and a total of 21
are planned to be completed within a year. Since the evaluation
team feels, along with the Ronco consultant, that these warehouses were
not necessary in the first place, failure to complete them can not be
regarded as a serious shortcoming.

Another concern is the rolling fund, which has been decapitalized
by approximately 33 percent as of January 7, 1985. It represents today
the counter-value of 6,800 tons of grain, instead of the 10,000 tons
that it had been constituted for. There appear to be no mechanisms 1in
place to protect it from further decapitalization by way of OFNACER
operating deficits,

In general, however, OFNACER has been strengthened and is capable
of handling its current workload. Reporting on counterpart funds has
vastly improved, the remaining bottlenecks are mostly at the
ministerial level. However, the workload is still quite heavy on
OFNACER’s accounting ataff, and ways should be found to reduce 1t
further., It 18 also most unlikely that the current structures could
accommodate a large expansion of OFNACER"s activities and
responsibilitins, as secems to be planned according to the new Director
General of OFNACER and the Secretary General of the aupervising
miniastry (Commerce).

The second stated purpose, '"to improve the banis for policy and
operational deci{aion-making in food grain marketing" has aluo been
essentially achicved, {f we are willing to confine our attention to
“official" marketing channels. Even though no formal "information
syatem'" ex{stn, data and ntudies are produced by the CEPS and OFNACER
management ncems to make use of them., If we evaluate this aecond
purpose {n termn of overall national policy reparding food grain
marketing in toto, it appears that a banin for policy and operational
deciaion-making han been provided in the work done by CEPS and to be
provided in the research baing carried out by Michigan State’s Canter
for Renearch and Fconomic Development (CRED)-~which we did not
aevaluate, lowever, the {nfluence that OFNACER management has on
policymaking {n very limited at besat, and tt is doubtful whether the
CEPS studies will be used or taken into account by the government in
fashioning overall policy for grain marketing or for food production.
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2.

Recommendations

USAID should recognize that its support to OFNACER is not
improving grain marketing conditions or contributing to
increased cereal production and long-range food security in
rural areas. It should seek other means to help the
government achieve the project purpose and goal, and it
should redefine its policy and expectations regarding
OFNACER;

USAID should make it clear that it 1is not prepared to
replenish the rolling fund, and that mechanisms to protect
working capital are in OFNACER”s own interest. It should
adhere to its current position--that such funds should not be
used to subsidize OFNACER operations. The studies produced
by the CEPS should be used to demonstrate very clearly, not
only to OFNACER, but particularly to the senior officials of
the Ministry of Commerce, the cost of these operations.

USAID should take the lead in discussing with other donors a
standardization of the format in which they require the
reports to be presented. Since all donors require identical
information a standardization of the forms, with the
necessary transcriptions and compilations done by the
respective missions themselves, should be achievable. For
USAID to accept the reports in French, rather than in
Euglish as is currently required, would be a simple Iirst
step in the right direction;

USAID should expand its policy dialogue with the government,
using the results of CEPS studies, CRED research and past
research to help educate policymakers to the negative effects
of national efforts to dominate the grain market and to the
desirability of using a free market approach. It should
oppose and refuse to support an expansion of OFNACER”s role
by the Burkinabé government. According to the evaluation
team”s discussions with high officials in the new supervising
Ministry of Commerce and with the incoming Director General
of OFNACER, a large expansion of OFNACER"s retail
activities--including credit sales to government officlals
and salaried employees--is planned. If these plans are
implemented, OFNACER"s accounting system will probably

break down again and it is highly likely that OFNACER will
find itself once again unable to properly account for PL 480
grain shipments. 1In this case, the US government would be
forced to exclude OFNACER from handling any more food aid, a
circumstance that should be explained carefully to the
Burkinabé government.

It is probably too late to prevent the remaining warehouses
from being built, However, future building programs should
be approached with great care. OFNACER already has
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difficulty managing the warehouses currently under its
control and the further addition of warehouses, especially in
rural areas, forces it to spread its management resources
even thinner. Furthermore, additional storage capacity
provides incentives for the governmen: to find ways of
getting the warehouses filled, either by food aid demands, or
by inducing farmers to sell the grain that they would
otherwise store themselves on their farms.

D. Project Outputs

l. Conclusions

The project log frame lists five outputs that the project was
to produce. The first four have been produced:

o Completion of market studies;
o Selection and training of personnel;
o Selection of sites for the new warehouses and start of

construction; and
o Establishment of a rolling fund.

The fifth, the establishment of an information system, was in
subsequent contract modifications explicitly deleted.

A number of marketing studies were produced by the CEPS, and they
provided some useful information, especially with respect to OFNACER
operations. The local counterparts for the TA team were found to be
highly motivated and well trained, even though one of the two
collaborators in the CEPS had since left. Unfortunately, there does
not appear to have been much effort made to continue the training
component of this project beyond the first group of OFNACER agents that
attended the grain storage :ourse at Kansas State University. Local
training, for example, should have been financed from counterpart
funds, but appears not to have been undertaken.

The generation of counterpart funds through the sale of food aid
commodities, which provided the resources for the warehouse
construction and the establishment of the rolling fund, has proved
itself. This integral feature of the project provided some sorely
needed flexibility when some of the materials turned out to be of
limited use. For example, OFNACER was able to purchase locally
vehicles (Toyotas) for the TA tecams to use, when it proved to be
impossible to maintain the originally supplied US-made Jeeps {u
Ouagadougou,

Not explicitly mentioned in the log frame is the new financial
accounting system, which DHS des{gned, and which the financial
accounting advisor implemented. This is because the {mportance of this
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component was not fully clear at the time of the writing of the PP, as
the GAO team had not yet conducted the zudit which discovered the CFA
$35 million shortfall, Implementation of the DHS system could thus be
added as a further "unplanned output,'" and in many ways it was the most
successful of all the project”s outputs.

The DHS financial accounting system appears to be well designed
and is used effectively by OFNACER; however, it cannot be considered to
have been fully implemented until the General Accounting policies and
Credit Sales policy have been formally accepted and duly incorporated.
These policies have been drafted by the long-term financial advisor;
however, OFNACER senior management has yet to act on them.

Nevertheless, the discussion of the new credit policy has focused
OFNACER”s attention on its outstanding accounts. Since then, OFNACER
has made remarkable progress over recent months in the recovery of
accumulated debts. However, approximately 30 percent of the still
outstanding accouats receivable (300 to 400 million CFA) represent
credit sales to ipndividuals who, due to inadequate record keeping,
cannot be identified. These receivables are thus irrecoverable, and
must be written off in order to not continue stating an unrealistic net
worth for OFNACER.

For an office like OFNACER, which conducts almost its entire
business in cash, the control and audit functions take on a particular
importance. The two existing auditors are competent, but they also
have other duties and are thus unable to discharge their audit and
control duties adequately. So far, OFNACER has not been willing to
devote sufficient personnel resources to this function.

A difficulty is that over the past two years, OFNACER has had five
different Directors General. Such changes have been very costly. Each
changeover requires the production of voluminous additional reports and
the preparation of account balances. According to the financial
accounting advisor, each such change in management has cost anywhere
from one to two montha of the senior and middle management“s time.
Furthermore, each successive Director General has been farther removed
from the original decision to i{natall the DHS system and has
accordingly felt less committed to {it.

Nevertheless, 1f OFNACER docs not suffer any more such serious
fluctuations in management {n the future, {f its accounting staff
remains relatively stable, and {f no further burdens such as credit
snales or a large expansion of the market share are placed on {t, then
there in a reasonabhle chance that the accounting department will
function satinfactorily {n the foresecable future.

2. Recommendationn

o Mout of the project outputs were produced by various
contractorn., They performed gencrally quite well in the
prosant case, given the project design. It might be uscful
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to find ways of utilizing their expertise earlier in a
project. If possible, a project should not be over-specified
and should leave some room for contractor input where
appropriate.

USAID should resist the temptation to require professional
qualifications that are in excess of the requirement for most
of the work to be carried out by technical advisors.
Experienced practitioners, with limited postgraduate
training, in many instances are amply qualified to carry out
most of a technical advisor”s functions. For those
activities where a postgraduate education is a prerequisite,
short-term consultants can be brought in to work with the
resident advisors.

USAID should try to use the mechanism of counterpart funds
whenever appropriate. The flexibility it provides to project
budgets 1s of considerable value. Without counterpart funds
the TA and research teams of this project would literally
have been stranded halfway through the project. The
programming of the remaining counterpart funds should be
undertaken as early as possible. Efforts by the Burkinabé
government to use these funds for subsidizing sales of grain
by OFNACER should be resisted. Overall they would probably
provide the largest benefits if expended on infrastructure
projects unrelated to OFNACER.

USAID should exert its influence to convince the OFNACER
senior maragement of the desirability of implementing the
remaining components of the DHS financial accounting system.
The evaluation team supports the threat of withholding food
aid 1f OFNACER management continues to refuse to act. This
is justified and would probably be effective, since an
adequately operating accounting system is a prerequisite for
proper accounting of PL 480 grain. The DHS component of this
project was accepted by the government within three weeks
after an audit by a team of the General Accounting Office
discovered substantial shortfalls in counterpart accounts and
threatened a cutoff of food aid. Note also that OFNACER,
much more so than the Burkinabé people, 1s dependent on
continuous inflows of food aid to meet many of its financial
obligations (see below).

Despite our generally skeptical view of OFNACER and its role
in Burkinabé cereals marketing, there are two areas where
USAID can and should assist the office. One i{s the arca of
debt collection, where OFNACER on its own account has made
some prog.ess. To make further progress it will have to rely
heavily on the cooperation of the Ministry of Justice. USAILD
and the American Embassy should be prepared to support
OFNACER”s initiative as soon as the opportunity presents
itself. USAID should also be prepared to support OFNACER
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in the establishment of the audit and control function.
Using countezpart funds to finance an external audit of
OFNACER, or to train internal auditors for OFNACER, would
seem to us to be entirely appropriate.

E. Observations by the Evaluation Team Regarding Future US/Burkinabé
Cooperation in Grain Marketing

1. Cereals policy

USAID is partly responsible for OFNACER”s existence.
OFNACER, like some of the other cereals offices in the Sahel, was
originally set up with USAID and FAO assistance. US interest in
supporting such offices is therefore understandable, particularly in
the light of their established roles in distributing food aid (as
discussed in the next section), even though it had become increasingly
clear that thelr usefulness in grain marketing interventions was highly

questionable.

The shortcomingsof the official grain marketing systems were
widely known when this project was designed. The CILSS report! was
only one study that systematically reviewed them. It provided an
analysis of the inherent contradictions of the policies followed and
also pointed out the inefficiency with which the cereals offices were
run. This project attempted to improve the situation by attacking
these inefficiencies. However, this only amounted to fixing the
vehicle by which the official marketing policies, which remained
essentially unchanged, were implemented. The direction in which the
vehicle travels today is still the same it was eight years ago. The
only change is that it does so more efficiently today.

It is this policy direction that is of grave concern. The
current Burkinabé government is considering an expanded role for
OFNACE® in its grain marketing policy. Senior government officials
interviewed by the evaluation team talked about increasing OFNACER”s
market share to 50 percent, introducing credit sales to civil servants,
and increasing the integration of the CDR into the OFNACER buying and
selling activities. (See Annexes 8 and 10.) All are developments
that would run counter to this project”s goals and purpose. Since we
feel that expanded government control over food marketing and
distribution 1s not in the interest of the general population and the
attainment of national food self-sufficiency, we believe that USAID
should seriously ask the question whether it continue supporting
OFNACER.

To the extent that support of OFNACER amounts to supporting
counterproductive policies, we feel that this question must be answered
in the negative. Genuine improvements in marketing conditions can only

lc1LSS/Club du Sahel, Country Studies: Upper Volta.
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be brought about by fundamental policy changes. 1In its own interest,
the government should abandon the desire to try to control grain
markets and forego setting official prices. Very limited government
intervention at the wholesale level to maintain an emergency stock for
that part of the population that is unable to stock its own cereals.
might be considered. Additional efforts to impose government control
over the markets ("mattrise du marché&'") by having OFNACER control a
substantial market share or by more coercive methods--should not be
undertaken.

Such policies are counterproductive and USAID should find ways of
communicating this to the government. Attempting to do so "from the
inside", through the CEPS, has had absolutely no effect. Cereals
policy is made at the ministerial level, if not at an even higher
level, and that is where USAID”s voice must be heard. 1In the absence
of such policy influence, the principal result of the project is an
improved and more efficient OFNACER that 1is better able to impose the
government“s market control policies.

Within OFNACER, the only function that the evaluation team can
unconditionally support is the audit and control function. It is in
the interests of the current Burkinabé government, and of USAID, to
undertake whatever is necessary to prevent fraud and embezzlement.
Dishonesty makes bad policies only worse, and helping to prevent it 1is
a desirable goal under all circumstances. Beyond that, however,
further technical assistance to OFNACER or the provision of additional
warehouses and materials, are bound to lead to an expansion of
OFNACER”s operations and thus to a tightening of the government”s grip
on the free market.

2. Food aid

Besides the official justification of the project as
promoting food self-sufficiency through improved marketing, there are
other justifications for supporting OFNACER. It is certainly in the
interests of USAID as well as the Burkinabés to have a competent and
efficiently run operation that can receive and distribute food aid.
Inasmuch as the project has succeeded in improving OFNACER”s abilities
to carry out this function, it has been a worthwhile undertaking.

OFNACER and USAID realized, under the gun of the auditors, that
failure to achieve improvements in the area of accounting for PL 480
grain might spell the end of the working relationship. Given that
discontinuing food aid might have disastrous consequences for large
portions of the Burkinabé population, it was probably also in thelir
interests that the PI, 480 accounting problem was resolved.

However, besides providing needed asaistance to a portion of the
population, food aid channelled through OFNACER nlso provides a much
needed source of income for the cereals office. As thc Ronco report
and other previous reports have noted, OFNACER"s operating costs axcoed
the margin allowed by the official buying and nelling prices. Even

59 Devros



{ts variable costs are higher than this spread. Accordingly, OFNACER
increases 1its losses with every additional bag of grain bought
domestically. Its only profitable line of business is the distribution
and sale of donated food aid, where OFNACER 18 allowed to deduct 1its
costs prior to depositing the net receipts {n the different counterpart
accounts. The project paper attempted to come to grips with this issue
by providing as a covenant that two years pefore the end of the
proiect, the Government and the implementation would develop 3 strategy
to cover recurrent coSCSe The evaluation team found no {ndication that
such a strategy was developed.

Thus, OFNACFR’s lifeblood 1is donated food aid. It is probably
only a small exaggeration to state that OFNACER cannot afford ever to
have a good harvest, for this would cause the pipeline from abroad to
dry up. Accordingly, OFNACFR”s {nterest is to see a food deficlt
declared every yeart and a food aid request addressed to the
international community. This places USALID, along with most other
donors, in a difficult position. In the first place, it becomes
increasingly difficult to have confidence 1in the official food deficit
estimates. However, even in years when there exists 8 deficit that is
clearly recognized by everybody, the donors face a dilemma. Lf they
want to provide the necessary food aid, they are forced to continue
propping up OFNACER and the government’s marketing policies.

The recommendations formulated above, under the section on project
purpose, suggest that the Mission expand 1ts policy dialogue with the
government to help educate pollcymakers on the negative consequences of
attempts tO control the grain market and to encourage a ghift toward a
frec market approach. One possibllity would be a gstreamlined OFNACER
get up to manage gecurity stores and food aid, with greatly reduced

res asibilities for intervening {n grain marketing combined with other
mor. productive measures to improve food and grain marketing. 1f the
Covernment insists on embarking on strong and rigid controls of grain
marketing, USAID may wish to consider attempting to channel as much
food ald as possible through private voluntary organizations. To
{ncrease the ability of these organizations to accept and distribute
the food aid that USAID can provide, USAID might also want to consider
logistic and other support. Such a strategy would provide food to
those who need it most without at the same time subsidizing an OFNACER
following countcr-productivc marketing controls,
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Background

Phe Grain Marketing Project is an effort to establish a more
efficient grain marketing system for Upper Volta. The project
consists of several elements which, in combination, promote the
improvement in the cereal distribution and marketing system as
part of a general multidonor effort to develop a more viable and
Productive agricultural sector.,

The immediate objectives of the project are: (1) to improve the
ability and operational efficiency of OFNACER to buy and sell
grain in rural areas; (2) to upgrade OFNACER's ability to
allocate storage facilities in a manner which maximizes efficient
use of its resources; and (3) to make a Systematic diagnosis of
the Burkina-Faso grain marketing system with the objective of
determining how the private sector's extensijive capital stock and
entrepreneurial talents can best be utilized to promote a more
responsive grain marketing system.

To achieve these objectives, USAID/Burkina-Faso and OFNACER have
contracted with Deloitte Haskins, and Sells (DHS), an accounting
firm based in Abidjan, Ivory Coast and the Southeast Consortium
for International Development (SECID) to provide technical
assistance in designing and establishing systems for improved
financial and economic management. Also, USAID/Burkina-Faso
contracted with the Ronco Corporation to provide a preliminary
assessment of OFNACER's Planning Unit (CEPS) to develop an
improved warchousing system. Finally, the University of Michigan
Center for Research and Economic Development (CRED) is conducting
a grain marketing research activity to enable both
USAID/Burkina-Faso and GOB to have a better understanding of the
basic parameters of grain markets in Burkina-Faso which will aid
in establishing more appropriate policies.

ARTICLE I - TITLE: Mid-term evaluation of the Grain Marketing
Development Project: SECID Component.
(Project No. 686-0243)

ARTICLE II - OBJECTIVE: The objectives of this evaluation are
to: 1) assess the activities of the Grain Marketing Development
Project to date with regard to the fulfillment of the project's
fntended purpose and objectives: and 2) preasent recommendations
ai to appropriate activity modification or development which can
be propoaed ag a future OFNACER - USAID/Burkina-Faso project
activity,.

ARTICLE IIl - SCOPE OF WORK:

1. The incumbent of this position ghall carcy out the following
gcope of work:

a) agsens the project ansumptions ags stated in the Project
Papar logframe with tegard to their appropriateness givaen
trs intended outputn;
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b) review other grain marketing activities being conducted
in Burkina-Faso and present suggestions concerning how
research conducted under the project can be better
coordinated to achieve the maximum complementary efforts

C) Review the project's inputs (PIO/Ts and contracts with
SECID) and determine the appropriateness, impact and/or
effectiveness of these inputs with regard to achieving
the project's purpose and objectives. Likewise, review
the performance of the SECID provided technical
assistance team and evaluated team members' efforts in
terms of fulfilling the SECID contract; review the
appropriateness of the warehouse location and of the
training system for OFNACER staff.

d) summarize the findings of a., b., and ¢, above and make
recommendations for improved project implementation
performance in terms of the technical assistance providec
for the achievement of the project's purpose and
objectives relating to improved grain marketing research
and policy development by OFNACER; and

e) as team leader, edit and prepare final evaluation report.

Financial Management Specialist: The incumbent of this

position shall carry out the following scope of work:

a) review and assess the appropriateness of the financial
system designed by DHS;

b) assess the extent to which the DHS designed system has
been implemented at OFNACER;

C) review the performance of the SECID provided technical
assistance team and evaluate the tcam members' efforts in
terms of fulfulling the SECID contract's level of effort
in implementing the DHS financial management and
reporting system;

d) summarize the findings of a., b., and c., above and
present recommendations for improved project
implementation performance of the technical assistance
provided via the SECID contract for the achievement of
the project's objectives relating to improved financial
management by OFNACER;

e¢) make recommendations for improvements in the financial
management system at OFNACER.

Review of hocumentation: The evaluation team shall review
the Project Agreements, grain marketing reaearch and policy
documents, OFNACER financial reports and commodity
transactions, SECID contract and amendments thereto, PIO/Tg
and related project implementation and technical

documentation.
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4.

Interviews: The evaluation team shall interview the Director
General of OFNACER, technical directors of OFNACER, the
Director of Studies and Programming at the Ministry of Rural
Development (MRD), USAID officials, other donor
representatives, other technical advisors to OFNACER and
officials of SECID universities.

Site Visits: The evaluation team shall make on-site visits
to the following locations:

- SECID Headquarters, Chapel Hill, NC
- Lincoln University, Jefferson City, MO
-~ CDGs of Degougou, Ouahigouya, and Kaya.

1-5
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ANNEX 2

List of People Interviewed for the Evaluation of

the Burkina Faso Grain Marketing Development Project

Burkina Faso

USAID

BECKER, John
HALL, Lee
HEIIMAN, Larry
MELAVEN, Emerson

TRAORE, Bonaventure

OFNACER

BATTA, Dieudonne

BENO, Pyalo

BENTHE, Klaur

CISSE, Abdoulaie
DABCUE, Andre
OUEDRAOGO, Jean Plerre
OUEDRAOGO, laurent N,
OUEDRAOGO, Robert

OUEDRADGO, Zaphar

TIERI, Rent
WILLARD, Ives

ZONGUO, Tertlus

2=)

Agricultural Officer

Senior Agricultural Economist
Deputy Director

Director

Agricultural Economist

Director of Security Stock
Financial Director

Security Stock Advisor
Controller Ceneral

Peraonnel Director

Commercial Director
Coordinator of Buying Campaign
Former Director Goneral

Regtonal Controller, Fada=N-Gourma

Pirector Cenoral
FAO Consultant

Chief Aceountant
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MINISTRY OF COMMERCE AND SATISFACTION OF PEOPLE”S NEEDS

SAWADOGO, Mady - Secretary General

MINISTRY OF AGRICULTURE

KAMBIRI, .Jean Martin - Secretary General

KONTOGOMDE, Daoude - Director of Studies

OTHERS

ENGER, Warren - Ronco Corporation

LAFONTAINE, Plerre - FED Representative

LEJOU, Chantal - CRED, University of Michigan

MORRISSON, M., - OECD Development Center

STAEHLI, Peter - Director, Swiss Technical
Assistance

USA

SECID - North Carolina/lLincoln University - Missourt

CHEFEK, Pamela - Project Administrator

MOONEY, Tim - Financial Advisor

MOUSSIF, Menwouillet - Agricultural Economist, Team
leader '

VICKERY, Ed - Director, SECID

WEIR, Colin - Home Campus Coordinator, Lincoln
Univeraity
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PID APPROVAL MESSAGE

FM: SECSTATE WASEDC

TO AMEMBASSY OUAGADOUGOU 0065

UNCLAS. SECTICN 01 OF 02 STATE 092440

AIDAC

SUBJECT: GRAIN MARXETING DEVELOPMENT (686-0243) REVIEW

MAR 9, 197¢

REF: STATE 62235

1. BASED ON THE COMMITTEE RECOMMENDATION THE AA/AFR APPROVED
THE PID FOR FURTHER DESIGN. IN VIEW OF THE COMPFLEX NATURE OF
THE PROPOSED INTERVENTION, HOWEVER, FIMAL PROJECT APPROVAL IS
RESERVED FOR AA/AFR.

2. TEE ISSUES PAISED AT THAT MEETING (AS NCTED BELOW) SEOULD
BE RESOLVED DURING THE PP DESIGN:

A. WHAT EVIDENCE IS THERE WHICH iINDICATES THAT TEE FARMER
TRADER RELATIONSHIP IS TEE CRITICAL ELEMENT DEPRESJING FARM
PRICES AND FARMER INCOMES?

B. IF OFNACER CAN OFFER PRODUCEFRS KIGEER PRICES AND RURAL
CONSUMERS LOWER PRICEZS WHAT IS THESE WEICH MAXES OFNACER THE
SUPERIOR RR2ITER RELATIVE TO THE FRIVATE TRPADING SYSTEN?

C. VWEAT IS5 FXPECTED INTERRELATIONSHIP BETWEEN PROJECT PUR-
CEASES OF 10,000 TONS OF GRAIM AND CFEACER'S OTHER DPUPRCHASES
Oé ANOTHER 20,000 TONS? (PID P. 14/15)

D. WHAT IS TEE RELATIONSHIF TO ORD FCOD PURCHASES?
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E. IS OFNACER THE BEST CHOICE FOR THESE FUNCTIONS? WHAT
ARE THE ADVANTAGES AND DISADVANTAGES?

F. WILL ANY FORM OF TEE EBAREME STRUCTURE BE RETAINED?

G. WEAT IS THE EXPECTED URBAN-RURAL INTERACTION AS THE
PROJECT ATTEMPTS TO CONCENTRATE OM RURAL AREAS EUT OFNACER
ALSO WORKS WITE URBAN AREAS?

H. WEY IS INCREASING STORAGE A MAIN OBJECTIVE IF FARMERS
ALREADY HAVE TWO TO TERTE YEARS STORAGE CAPACITY?

I. WILL GRRIN-DEFICIT FARMERS PRODUCE MORE IF THEY KAVE
ACCESS 70 MORE STORAGE?

J. DO GRAIN-DEFICIT FARMERS GROW OTHER CROFS FPOM WHICH
SOME INCOME IS USED TO PURCHASE FOOD GRAINS?

K. CAN THE PEIVATE TRADING SYSTEM'S INEFFICIENCY BF TRACED
TO GOVERNMENT REGULATIONS, FOOR ROADS OR FACTCRS OTHER THAN
MONOPSONY/MONOFCLY CONTROLS?

L. COULD AN IMFROVED AND EXPANDED SMALL FARMER CREDIT PRO-
GPAM EE A VIAELZ ALTERMNATIVE TO ALLEVIATE FARMERS' PROBLEMS
DURING TEE "SOULURE"?

M. IS THEERZ REALLY A NEED FOR MORE VILLAGE LEVEL STORMAGE?

N. IS5 THZRE SUFFICIENT ASSURANCE THEAT TEE GOUV WILL ISTABLISY
AND MAINIAIN FRICE POLICTES WiiICE LO NOT FAYOR TEL CONSUMER
OVER TEE FAPMER?

O. THE PPOPOSLD SUPPORT FOR A GOVERNMENT CONTROLLED MARKE -
TING SYSTE! MIGHT™ HARM OR EVEN DISPLACE RATHLPR THEAM COMPLEMENT
EFFORTS TO CREATE A EETTER FREE MARKET SYSTEM,

P. WOULD A LARGER MORL POWLRFUL OFNACER INCREASE THE POTEN~
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TIAL FOR FARMER EXPLOITATION BY, AMONG OTHER THINGS, IMPOSING
LOW PRICES AND GIVING GREATER PRIORITY TO FOOD FOR URBAN AREAS
FOR POLITICAL REASONS?

Q. IS IT ESSENTIAL THAT OFNACER BE WELL MANAGED AND MEET
ITS OPERATING AND FIXED COSTS FOR THE PROJECT TO EBE SUCCESSFUL
(THE PP DESIGM SHOULD ADDRESS HOW WELL-QUALIFIED MANAGEMENT
FEPRSONNEL WILL BE RECRUITED AND RETAINED, AND IT SEOULD CON-
TAIN A CAPETUL ANALYSIS OF CFNACER'S FINANCIAL VIABILITY).

3. THE PP DESIGN WILL ALSO HAVE TO ESTAELISH IF THERE IS AN
APPROPRIATE ATMOSPHKERE FOR SUCH A PROJECT. ATTITUDES OF FAR-
MERS TCW..RD PRODUCTION INCENTIVES AND MOTIVATIONS ARE ESSEN-
TIAL. A FIRM EVALUATION OF OFNACER'S NEW POTENTIAL FOR SUCCESS
WILL BE REQUIRZID. THE NATURE OF THEE RISRS, AND SIGNS OF SUCCESS
OR FAILURES, WILL NEED 70 BE IDENTIFIED.

4. OTHER CONSIDERATIONS OR OBSERVATIONS NOTED BY TEE COMMITTEZ :

A, SINCE THEE IZE DID NOT ADDRESS WHETHER AND THE EXTENT,

TO WHICH CHEMICALS (I.E. PESTICIDES) WILL BE USED IM TUE GRAIN
STORAGE WAREHOUSES, A REVISED IEE MUST BE SUBMITTED. PESTICIDES
- POTENTIALLY EARMFUL TO HUMANS HAVE SEEN UTILIZzL TN OTHER SIMI-
LAR PROJECTS. IF PESTICIDES ARE ™0 BE EMPLOYED, FULL COMPLIALCE
WITH SECTION 216.3(B3) OF REG 16 WILL BE REQUIRED (SEE ~ID HAND-
BOOK 3, APP.4R),

B. WOMEN AND RURAL PCOR AS BENEFICIARIES COULD BE BETTER
HIGHLIGHTED. THE POLE OF WOMEN AS PARTICIPANTS AND BENEFICIARIES
WAS NOT ADEQUATELY ADDRESSED IN TEE PID (SEE F. 7) AND SUOULD
BE ELABORATED I THE PP, CONCERNING BENEFICIMARILS GENERALLY,
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THE PP DESIGN SHKOULD ELABORATE ON THE GOUV'S COMMITMENT TO
ASSIST RURAL PCOR CONSUMERS THROUGH TKIS PROJECT, PARTICULARLY
IN LIGHT OF OFNACER'S BREAK EVEN PRICING POLICY AND TEE LIKELI-
HOCOD THAT KIGHKER PRICES MAY BE AVAITSELE IN TEE URBAN CONSUMER
MARKETS. (THE COMMITTEE RECOGNIZES TEE INKEERENT PROBLEM I 7TEE
EFFORT TO MAXIMIZE OFNACER'S FINANCIAL INDEFENDENCE WHILE FRO-
VIDING LESS TEAN MARXET FRICES TC RURAL CONSUMEPS) .

C. THE PP DESIGN SEOULD ADDRESS HCIi THE IMPACT OF AID sUP~
PORT OF OFNACER CAN BE MAXIMIZED THROUGH LINKAGES WITH THE
GERMAN AND BADEX PROJECTS, INDICATE TKE DUPATION OF TEOSE
PROJEéTS AND REVIEW WHETHEER THYE COALS AND PURFOSES OF UCL
PROJECTS ARE COMELEMENTASY WITH AID'S,

TIFICATION WILL BE REQUIRED PRIGR TO

(6]

D. COMNGRESSIGMAL ¥
OBELIGATIOM OF FUMNDS, SINCE FIRST YEAR BUDCET EXCEEDS AMCUNT
INDICATED IN FY €0 Cp.

E. FAPMER ATTITUDES ON SALE m0 GOVZRNMENT DURING BUYING
CAMEAIGNS WILL MEED TO BZ IDENTIFIZD.

F. THE EFFECT CF GRAIN LERKING INTO GHANA, MALI, AND OTHEPR
COUNTRIES WILL NED 70O 3% EVALUATED IN TERMS CF PROJECT STRATEGY.
E. ADDITIONAL CONSTELCTION INFORMATION ON SITES AND A 611A

STATEMENT WILL BE REQUIRED.

5. COMMENTS FERTININT TO PL 480 FCOD HAVE BEEN, PROVIDED IN
STATZ 62235, THE COMMITTEE NOTED CHAT THE FCOD ,AQUIREMENTS
WOULD BE ACTED ON SEPARATELY. HOWEVER, THE PROJECT DESIGM WILL
HAVE TO COORDINATE/INTEGAATE THE RESOURCES AS APPRCPRIATE.

6. I VIEW OF THE COMPLEN NATURE OF THE PROPOSED MARRETING

3e
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froject Title B Bumber- CRAIn rerv(iing DYLIO¢wer] €:6-024)

PROJCCT DLLILH SWFARY

LCCICAL FrAnENORK

tife of Project:

From FY_g0 to ry 83

lotel U.5. funing 7 17€.000
Pate Prepared 0872271979

AZIXTITC Srvaay

LEROYNIVELY YIRITIALLE INCIZATORS

MEANS OF VLRIFICATIGH

IMPGRTANT ASSUPTICNS

Froprie or Soctar Leal-
tiee to shigh thiy FTOCCL contrilules:

P sltatm foud wlf-suflrciency im Lpper

Telty.

€~y

Ite breader cujec-

Feasure aof Ceal Achievencnt:

1. Incredsed precuction of food
LTt and other foud crops by 5%,
- Reduction of fouod Isports and
postille incecase 1n food erports.
3. Imreased farmer fncome.

2. ltressed denund for aqgri-
culteral lator.

2. licreazed purclaesing power

of rural censamcrs.

€. Ircreased Consusptiun f food
rains «nd other foods to provide
< more futritionally edcquate diet
10 rural greas.

7. Oeccrease in rgtondl shortages
of food.

1. Published crop production
statistics
2. lmpor'-export reports of GOUY.
3. MNationel Income Aclounts .
4. tarm management rescarch.
. Rural houschold surveys.
- Kutritional studics.
Reqional food supply and popula-

b
6
7.
tion datg.

Assunptlions for achicving goal targets.:

. Severe drought does not reoccur.
2. Increase in food grain production
not prevented by decline of sofl
fertiiity.

3. Cther fuod production s aot re-
Cuced in order t¢ increase food
grain production.

Mromit Perpote:

L Yo mgeoer fraim aarteling onditiony,

RECAERLE Coved! produlliom wmd food
MCu1ly 1@ raral arest.
2. [n mapeowe ¢ by for Pulicy ane

pavatnamel SeCivioe sal g m Juod graim

iR amg

}Jx

Cunditions that u+ ) indicate
Pp0se tas been achieved: (nd
of project status.

1. 201ling funys available to
tupepurt Cresation of yrain Luffer
ttock to influence rural) market
Price structurce.

<. Stocls of jrain evailalile to
relieve food shortanes in rurgl
4rCay .

). Inurcased procucer price for
Cereals provides incentive (or
Increascd production,

. 20 wirchouses with total of
7.500 1 storage cajecity con-
Pleted tn facilitate gréin mariet-
ng leansactions.,

. CENACER fully staffed with
sulficiently trained personnel
lor rgin sirieting ojerations.

1. UFNACER financial reperts.

2. OffACER reports on market con-
ditions

3. OFNACER stock reports Ly sub-
prefecture.

4. Project reports.,

5. COUY reports on cereals policy;
project reperts.

€. OFHACER operationagl reports.

7. CIHACLRt and project reports.,

Assumptions for achieving purpose:

1. (a) Uelfare of ryral consumers
continues 1o receive at least equal
Priority with welfare of urban
ConsSumers .

(L) COuY has political courage
Lo reduce dependence on food aid as
OrRACCR's local stocks increase.
2. Study results, planning unit
analyses, and COUV desire to economize
result in concurresice on realistic
fuod policy goals and most economic
weans of achieving goals.


http:4kcttmi.mm

6. Crain marketing studies end
18fcrmation system rcadily avail-
Jule for policy ang operational
¢eCiston  waking 1n food grain
mardcting,

7. Pliuning unit urganiz»d and
ttaffed.

e tude of Cutjuts:

1. Traditiuvngl ond rodern qrain
marleting stucies availalle for
Inforwed pelicy decisfon making.
2. 15 exployees trained in yrain
tarleting and warehouse techniques
50 locals trained 1n warehuuse
BJnaccocnt .

3. 12 nev wvarehouses for grain
sturage constructed each year.

4. 1.5 million available for pur

chase af lceal cereals.
5. Current data readily gvailable
for up-to-dite r2ricting actions.

1. Study reports

2. K.S.u. training certitication;
OFNACER and project reports.

3. Prouject records, site visits.

4. Cank statcments, OINACIR financial
reports.,

5. OINACER operational reports .

Assumptions for achieving autputs:

1. Zutficiently accurate information
€an l¢ gathered for market studfes.
2. Trainces and warehousemen remain
with CFHACER Jfter training.,

3. Analysis of storage domonstrates
need for rural warehouses.

4. Demand for cercals at official
price permits sale of food aid to
constitute rolling fund.

5. Analyses by management information
system specialist will bLe translated
inlo vperational improvements.

Oulzaly:
L. T2 completes marlet studies.
2. FPoryummel selected and trained.
3. Sites selecied ond Comlruction started.
4. Zalirey fend estallashed.
5. lsfarseliom ijatem established.
P
[
&
Isgats:
210
I, Itchmizal Rssivtemce
3. Comunddities
). ranmimg
4. Cirkr
3. M-.3m
f2a} Cuamstrux Ligm
't Irevming
i) Zallumg Muwd
cam
. famd
2. Fersicenmel
Y

Irglescntation Target (Type ane
Lusntaiy)

Al

- 9 p/y of long & thort Term
TA (valued a2t $1.€ ailhion),
2. Vehicles, Warchuuse quipment
L Pesticices (1566.000).
2. tocals Trained 1n Crain Stor-
4vc lurlceting ot U.S. University
($11¢,.000).
£ local Salaries, FCt yainten-
ance ($116,000).
S. m.o00nT {$2.€ million - to
be converted to Counterpart
finds)

(3) tarchouse Conslruction
with 150 to 240 k1 Capacilty

(3.1 stllion).

(d) Thire Country Training
17 Larclouse Management ($125,000).
{c) Finarce Furchase of tocal
frain (32.2 millien).

od1
1. Sites for Construction ($40.800

2. Mcéministrative Responsibilities
($156,200).

- Project records (P10/T's
10/C*'s - PIO/P's

. Transfer authorizations.
- luplementation letters.
- Site wisits.

1
P
2
3
4
5. OINACER financial repoots.

Assumptions for providing inputs;

. Qualified, motivated personnel
intcrested 1n working with cereals
office long-term will be recruited.

2. Lconomics degree-holders available
for hire by COyy.

3. Gualitied management consultant
available for one year.



ANNEX 5

Background Data on Grain Marketing in Burkina Faso
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BURKINA FASO: EVALUATION OF THE GRAIN MARKETING DEVELOPMENT PROJECT

Table 5-1: 0Official Producer Prices?®

I Aonde 3 H 3 s ] s s s t ] H ] 3 ] 1
:Pulut '73,'123 7!/73'73/74 ‘74/75 375/'76.75/77 x7'1/"18 :70/79 :79/80 850/81 .91/82. 82/83.83/34 "34/85 l
| ML '"'12‘14'18'22‘10‘21‘52‘40‘40‘45'50'60'66'80:
1 H ] ] ] ] H H : : 3 : t : ]

| TS . B, B, w8 2 : 18, 21 32, 40 40 . 45 _50 55 , 60 8 !
: SCRGED BT, : 12: 143 18 3 22 s 18: 21 t 32 ¢ 40 t 40 : 45 150 1 S8 64 13 80 :
: SoRcED oo’ - ¢ - _ - 3 _ _t 3 30 % 3¢ 37 Y42 ¢ 50 ' 55 1 5 :
!'m: :1,.19.”.”:”:ssa“:"-“:“z“:“. ) !
| 3 s g ] s H ] ] -8 H ] H 14 3 !
: ] ] ] ] ] : ] : ] 8 ] ] ] 3 :
| t 3 3 s ] 3 3 z ] ] ] t ] ] 1
: ] ] ] ] ] 3 s H ] ] ] ] :
| 3 ’ 3 $ 3 8 ] ] 2 ] H 3 H 3 |

¥pata by crop year (October through September).

Source: CEPS/OFNACER, Burkina Faso
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BURKINA FASO: EVALUATION OF THE GRAIN MARKETING DEVELOPMENT PROJECT

Table 5-2: Consumer Prices
! produits ! nIL ' sorewo BuANC ! suwshi rouce ! MALS ! RIZ !
l. o 1 1P X | 'b 2° 1 1 'b P 1 'b ic ]
1 | 1 1 1 |} ] 1 ] 1 1
| | 1 1 | 1 1 1 1 1 ]
1 1974/7% 1 b ¥ 1 68 ] 2 1 68 | - 1 32 1 65 1 - ! 2 ] |
] ] 1 1 1 | 1 ] 1 ] 1
' 1973/76 ' 0 » 43 " 30 " 45 " - " k1] " 44 " 60 » 121 '
1 1916/T? ] b 1] 1 -4 | 3% | 37 1 - | s 1 $7 1 80 1 144 1
: 197T1/Te : as : 124 : s : 124 : - : 45 : 18 : 110 : 174 :
1 YR/ 1 L} 4 | 136 1 7 | 124 1 47 | LY 4 1 168 1 125 1 163 1
1 1979/s0 87 Y ! a7 ERET ! a1 ! s T !z MY (-
1 1560/31 1 (< ] 1 13§ | . 1 129 1 61 1 (4] 1 186 | 125 | 176 1
1 19a1/82 : &0 : a : 80 : 138 : 15 : 80 | 172 : 135 : 198 :
1 1502/03 1 a0 ! a ' 80 ! 15 1 80 1 4 1155 1!
1 - 4 5 a ] 1 a ! 1 ! a 1 ! a ]
" 1983/22 » 30 i » a8 » s » 8l » ae " a " 155 ' ) "
1 1964/8% | 1 1 1 1 1 1 | 1 1
! 1 1 1 1 1 | 1 1 1 1
Market #rices are not available due to the controls pPlaced on private merchants to use official prices.

b@ffit!al prices.

cHarkez price In Cuagadougou.

Source:

CEPS/OTNACER, Burkina Faso



BURKINA FASO: EVALUATION OF THE GRAIN MARKETING DEVELOPMENT PROJECT

Table 5-3: Grain Productfon®
(Tons)
:%%: SORGED . L | maTs | TOTAL | HOYNE SUR 5 ANS | RIZ !
;1975 1 19 o y %570 | e300 | 12510 ! 1 39 %00 :
1976 1 334 000 ¢ M130 | oo ! a0 ! | 45 400 !
T 9P 1 654 800 i 3470 | 7370 | 108320 ! 10%120 | 37 600 !
;19 1 635 ooo ¢ M0 | w0770 | 112060 | — , ®70 :
p 1919 | 653 20 } ST | 9950 | 110400 | [ 46 900 !
190 | 546 900 1 070 ! 104 500 } 1002100 ! | 40 200 |
1w ! 658 800 [ w2800 ! 118600 , 12000 ! 45 2 !
P 192 | 608 700 p w10 } 116140 ! 1 42 300 :
p 1983 ;02953 p @ ] wre ! iaeay ! 19002 | 3785 :
: 1984 : 610 924 : 391 886 : 70 213 : 073 023 : o : 21 1c8 ;
1 1 1 1 1 1 ! 1

*Daza by crop year (October through September).

Sources:

Steve Haggblade, An Overview of Food Security §n Upper Volta July 16, 1984 (MDR 1974-1982);

TIP/SSA, 3ullerin de Statistiques agricoles canmpagnes (1982-83/1983-84)
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BURKINA F2S0: EVALUATION OF THE GRAIN MARKETING DEVELOPMENT PROJECT

Table 5-4: Izports?
(Tons)

1 . s ML s 8 ] BLE ] 1
1 %m s * ] KAYS s R12 ] + [ T07AL 1
] s SORGHD 8 s sPARINE DE BLE; 1
— ] 3 L 4 1
| 8 8 [ ] 1
1 1973 3 909 s 10 646 Tt 25N t 14 380 3 29 506 ¢
| ] [ ] ] [ 1
1 197 s 37 193 s 39575 s 2 9508 s 20 385 s 120061 ¢
| ] ] [ ] ] 1
| 1978 s 2615 : 165 T 91 s 13 000 t 25 50 1
1 8 s s ] ] 1
] 1976 ) 308 ] 501 g 12 36§ s 15 000 3 2 1713 1t
1 s 3 3 s ] 1
1 51 s 8 203 ] 71 000 gt 12 382 s 28 000 ] 119 585 1
| ] ] ] ] ] !
1 1978 s 29 231 ] 6 746 t 10 251 8 24 000 : 70 228 1t
1 s ] 3 ] ] !
] 1979 s 18 549 3 1 609 1 25 580 t 34 000 ] 79 938 1!
1 8 ] 3 | ] 1
! 1980 st 19 5719 ] 259 : 30 323 H 26 908 t 77 069 :
1 8 s 3 ] s

1 1581 s 7T 932 3 740 s 15 079 1 24 400 t 48 151 1
| s ] [ s ] 1
| 1982 s 309 ] - s 10 972 : - : 14 001 1
1 3 3 3 ] 3 1

*Data by crop year (October through September).

Scurce:

CEPS/OTNACER, Burkina Faso
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BURKINA FASO: EVALUATION OF THE GRAIN MARKETING DEVELOPMENT PROJECT

Table 5~5: Llocal Purchasesaby OFNACER
(Tons)
1"
¢ 0
F“k !!d\ b ‘fﬂ 2h l“ n p
. [ -0 & A A= , .
“c‘\‘ “l\l‘ .“.: {6 0> V r’]& ! u‘e V’( i 'QJ(‘

! DBRégions 3 8 Volta 3 Centre 3 | ) 8 SUD : Centre 3 Centre 3 ] ]
: indes” : Centre : Boire : Vest : WEs? : NOHD : ES?T : WEST : EST : NORD : Sahel : T0TAL !
(119 L aB0 L3z fsm !som ! o N T N
! ] ] ] ] 8 ] ] 83 ] ] ] 1
y 1915/%0 s 1167 s 158 310 . 656 . 8 ,230 | 1142 . 1125 . - . Mo 836 "
! ] ] s - s ] ] S | ] H ] s 1
 1900/81 138 1 e : W 32 133, 38, %2 | . 1 93 s 2609
! s ] ] s 3 - 3 3 3 3 s A 3 !
198182 1T [ 9515 J1s02 ) seor? 296 1 2513, Sa1, 65 [ 109 | o155 2865 |
1 s 8 ] s 8 ] ] 1 H ] s . 1
 1982/83 | 1768 | 9382 ! 753 2883, 312 1983 1w e ! 23 ! o g 4 T52
1 ] 3 s 8 8 ] ] ] H ] 8 1
" 1983/84 . 62 g 41 360 . 48 30 , 4% ¥ 124 . o o ., 5681 "
1 | 8 : s (] s ] ] 3 s ] |
1 3 ] ] ] ] (] ] 3 $ ] 3 1

!

4. office did not begin to organize purchasing efforts for local cereals
£2 was supplied by direct delivery, specifically, private merchants.

until 1978/79.

baata by crop year (October through September).

Scurce: CIPS/OFNACER, Burkina Faso

Before that year,

Devres



BURKINA FASO: EVALUATION OF THE GRAIN MARKETING DEVELOPMENT PRO.IECT

Table 5-6: Sales by OFNACER?

1 3 s ] g s H g ] ] s ]
! Année 3 Cimtre t Volta s Contre 3 WEST 3 Noxd s Est 8 Sud s Centre 1 Centre s Sahel 3 Total
! Produit 3 8 Noire : Vest 3 3 s t West : EST g Nofd 3 3
1 g ] g H g ] s [} ] g ]
1 3 H H s g ] | B s g )
1 1978/79 ¢ 193 : % , 8 635 . 593 , 109 . | 035 . 117 g 2 116 g O 143 g 2100 g 24 000
! 1979/80 g g g : ) g g g g t 25 000
: 1980/81 | 4919, 59 : 54y 502 1 64w M 7Y v 38 : 0 ! 6820 ' 8008 ! 29 306
1 1981/82 3 6574 s 127 2623 2263 3+ 1410 296 3 376 : 184 312 3 4 479 3 16 343
: 1982/83 : 20 039 : 814 : 2 003 : 4 7173 : 18 716 : 1 264 : 780 : 942 : 4 363 : 8 350 : 62 054
1 1”3/84 s 18366 21792 24063 2742 3 1 005 ¢ 2534 131571 $ 2077 : 10 171 2 13 455 11 67 119
1 3 s ] [} 3 H s ] H ] ]
1 s ] s 3 [} s 3 H H 3 ]

%pata by crop year (October through September).

Source: CEPS/OFNACER, Rurkina Faso
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BURKINA FASO:

EVALUATION OF THE GRAIN MARKETING DEVELOPMENT PROJECT

Table 5-7:

Security Stock Movements?

h 1 1 1 1 1 1 1 1 1
! DESIGNATION ! 75-77 1 T7-79 179-80 180-81 | 8162 | B2-83 | 83-84 § $
!  ENTREES ! ! 1 ! ! ! ! ! $
L Stock Initial b e Yso07! 9 204 '15 824 ! 4 858 125 966 '16 342 ! !
1 ! ! ! ! ! ! ! - 1
! ! ! ! ! ! ! 1 g = 3 182 achst lo-,
;= ACHATS 1 © 680 118 061 111 699 | 953 123 6u6 !19 219 g 6 881 | =309 in- cal |
! Tranaferts int P b aisT 3237 2465! 25! imporstationy
g = (rens ernes ! 1 I | ! 1 1 1 !
: TOTAL ENTREES : 8 660 :96 068 :za 903 :15 992 :31 961 :47 142 :zs 248 : :
I e ! 1 1 ) ) ! ) ! '
R LU+ ! ! ! ! ! ! ' ! 1
! - Rotstions techniques I 667 116 521 1 4 725 1 8 599 1 2 522 122 545 | 1 706 | g
1 t ! 1 ! ! ! ! ! !
1 = Intervention 1 : ! ! ! ! ! ! t
| = Intervention d'urgence ! = | = 1 S00 1 30001 - 1 4200 113 STO |
: « Transferts internes ; - : - : - : 251 : J 369 : 2 210 : 25 : :
! = Pertes/régularisstion I =61 <3431 41461 2341 «1241~ 451 - 15 !
: TOTAL SORTIES ; [3£) ;16 864 ; 5079 ;12 134 ; 6 U5 ;29 000 ;15 315 ; :
: STOCK FINAL o.... : 8 007 : 9 204 :15 824 : 4 858 :zs 966 :18 342 : 9 933 : :
L 1 1 1 I 1 1 1 ! !
¥pata by crop year (October through September).
Source: CEPS/OFNACER, Burkina Faso
< Devres
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ANNEX 6

Project Implementation Orders (PIOs) and Contracts
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ANNEX 6

Project Implementation Orders (PIOs) and Contracts

term Technical Assistance

1.

PIO/T # 686-0243-3-00019

Contract amount: § 9,321
Signed August 4, 1980 by Bans&, Director General, OFNACER

a. Statement of work

Provide a pesticide specialist to:

Identify storage pests;

Identify pesticides conforming to GOUV and AID
requirements; and

Make recommendations.
b. Output

Report by Channing J. Fredrickson integrated into

Environmental Risk/Benefit Assessment, January 1981.

2.

This

3.

PIO/T # 686-0243-3-00013
Contract Amount: $ 47,200
Signed December 15, 1980 by Bansé&, Director General, OFNACER

a. Statement of work

Provide a consultant to:
Identify and rank initial ten warehouse sites; and

Develop procedures and criteria for an additional 20
sites.

work to be done on the cost minimization principle!
b OQutput
Report by RONCO Corp.
PIO/T # 686-0243-3-00050
Contract amount: § 123,500

Signed May or June 1981 by Kibsé Alfred Sawadogo, Director
General, OFNACER

6-3 Dow"



Also

a. Statement of work

Provide an accounting system designer to:

Make an assessment of the current OFNACER accounting
system;

Provide recommend.tions for improvements such that:
objectives of the organization (OFNACER) are

achieved; proper accounting of transactions results; and

donor requirements for food aid accounting
can be met.

provide a financial control specialist to:
Assure that the above designed system is operational; and
Install procedures that lead to timely reporting.

b. Outgut

Deloitte Haskins Sells provides two specialists to

analyze OFNACER”s accounts.

4.

PIO/T # 686-0243-3-00050 Ist amendment

Contract amount: $ 13,103

Signed October 1981 by Kibsé Alfred Sawadogo, Director
General, OFNACER

This amendment extends the Deloitte Haskins Sells contract to

provide further training to OFNACER personnel.

5.

PIO/T # 686-0243-3~10060

Contract amount: $ 82,500

Signed October 1981 by Kibsé Alfred Sawadogo, Direcior
General, OFNACER

a. Statement of work

Deloitte Haskins Sells is to provide a financial

advisor who will:

Implement the system designed by DHS;
Train the OFNACER personnel in the use of that system; and

Cooperate with other donors glving similar assistance
to OFNACER ({i.e. the West German contractors).

Deloitte Haskins Sells will also provide a Grain Stock
advisor who will:

o

Assist OFNACER in {inventory and stock control; and

6-4




o Help OFNACER meet the quarterly reporting
requirements for the PL-480 food aid.

b. Output

Final summary report, presumably incorporated into
the accounting guidelines and handbooks produced by DHS.

6. PIO/T # 686-0243-3-10060 1st amendment
Contract amount: § 118,000
Signed February 1982 by Kibsé& Alfred Sawadogo, Director
General, OFNACER

This PIO/T extends the Deloitte Haskins Sells contract
negotiated under PIO/T # 686-0243-3-10060. DHS also assumes the
responsibilities of the management information speclalist, deleted from
PIO/T # 686-0243~3-00040 and 686-0243-3-10057 (long-term technical
assistance).

7. PIO/T # 686-0243-3~10060 2nd amerdment
Contract amount: $ 60,750
Signed May 4th 1982 by Laurent Ouédraogo, Controller,
OFNACER.

This amendment cxtends the Deloitte Haskins Sells contract
due to the late arrival of the long-term technical assistance team.

8. PIO/T # 686-0243-3-10060 3rd amendment
Contract amount: § 57,400
Signed July 29, 1982 by Laurent Ouédraogo, Comptroller,
OFNACER

This amendment provides for a further extension of the
contract with Deloitte Haskins Sells.

9, PIO/T # 686-0243-3-10060 4th amendment
Contract amount: § 0
Signed October 1982 by Kibsé Alfred Sawadogo, Director
General, GFNACER

This amendment provides for a no-cost extension of the
Deloitte Haskins Sells contract.

10. PIO/T # 686-0243-3-10060 Sth amendment
Contract amount: § 0

Signed October 1982 by Kibsé Alfred Sawadogo, Director
General, OFNACER

This amendment provides for another no-cost extansion of the
Deloitte Haskins Sells contract.

6-5
Dowq\



11. PIO/T # 686-0243-3-10073
Contract amount: $ 12,000
Signed May 4, 1982 by Laurent Ouédraogo, Director General,
OFNACER

Provide for OFNACER personnel to participate in the Kansas
State University training course.

B. Long-term Technical Assistance

1. PIO/T # €86-0243-3-00040
Contract amount: $ 209,000
Signed May/June 1981 by Kibsé Alfred Sawadogo, Director
General, OFNACER

a. Statement of work

Sec Appendix 5.

2. PIO/T # 686-0243-3-10057
Contract amount: $ 616,000
Signed October 1931 by Kibsé Alfred Sawadogo, Director
General, OFNACER

Provide Life Of Project (LOP) funding for the work initiated
under PIO/T # 686-0243-3-00040; reduce assignment of economist
and financial specialist to 28 person months each.

3. PIO/T # 686-0243-3-00040 lst amendment
Contract amount: $ 69,600
Signed February 1982 by Kibsé Alfred Sawadogo, Dire.*:r
General, OFNACER

NDelete the position of management {nformation specielist from
this PIO/T. The functions of the information specialist were
asgumed by DHS under PIO/T # 6R6-0243-3-10060, lst amendment.

4, PIO/T # 686-0243-3-10057 It amendment
Contract amount: § 94,400
Signed Fehruary 1982 by Kibsé Alfred Sawadogo, Director
General, OFNACER

Same as PIO/T # 6R6-0243-3-00040, let amendment, but
concerning LOP funding.

5 PIO/T # 6R6-0243-3-100597 20d amendment
Contract amount: § 0
Signed June |, 1984 by laurent OQuédraoge, Director General,
OFNACER

Redefine the role of the SECID team (nee Appendix 3)

6-0
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C. Research Component

As this component is not part of this evaluation, we only list
the PIO/T numbers, amounts and dates for information. For details on
the respective Statements of Work and research products consult the
USAID files or the Contractor: Center for Research in Economic
Development, The University of Michigan.

1. PIO/T # 686-0243-3-00013
Contract amount: $ 360,000
Signed December 15, 1980 by Bansé&, Director General, OFNACER

2. PIO/T # 686-0243-3~10098 (Extend CRED Contract)
Contract amount: $ 540,000
Signed August 6, 1984 by Laurent Ouédraogo, Director General,
OFNACER

6=
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ANNEX 7

Statements of Work (SOWs) for the Long-Term
Technical Assistance Team

1. SOW from Original PIO/T (May/June 1981)
2. SOW from RFTP-AFR-00040 (April 12, 1982)
3. SOW from Original Contract (May 1982)

4. SOW from PIO/T Amendment (June 1984)

5. SOW from Modified Contract (August 1984)
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1. SOW from Original PIO/T (Mav/June 1981)

PIO/T No, 686-02L3-3-00040
Attachment No, 3
Page 1 of &5 Pages

STATEMENT OF WORK

A, OBJECTIVE

The Grain Marketing Development Project provides assistance in improving
grain market conditions, increasing food grain production, and improving
the prospects of food security in rural areas of Upper Volta, The long-
term technical assistance component is : (1) to upgrade the National
Cereals Office's ability to allocate storage facilities in a manner which
maximizes the efficient use of its resources; (2) to strengthen OFNACER's
ability to analyze market conditions; and (3) to make rational pricing
recommendations and procurement plans which conform with market conditions
and intervention capabilities. A final objective is that OFNACER's data
gathering and analytical capabilities will be upgraded, enabling the
organization to perform day-to-day commercial operations more efficiently.

A major overall task of the technical assistance team will be to demonstrate

to the Director General and to his staff the value of empirical information,

how to identify what information is needed, how to collect and process the
selected information, and how to apply the information within the day-to-day
operations of OFNACER, The team must also work to help define OFNACER's role

in the Voltaic grain economy by identifying the operations, coreal varieties,

etc. best suited to OFNACER's capabilitieo and thom operations and areas

which should be left to the initiative of the private sector, Similarly, the

team should seeck to outline the practical constraints to OFNACER's abilities

to prediot and enforce fixed prices and possible interactions with market factors,.

B, SCOPE OF WORK

Tho Contractor agrees to make available the porsonnol to perform the following
yooponsibilitien 3

1. Agriculturnl Economint/Economint (Taam Lender)(33 months) 1 The Agriocul tural
Economiot or Economist will sorve an a technical advinor to tho Commorcinl
Director of OFNACER for a period of thirty three months, He will bo
rooponnidble for tho ostablishmont and develomment of a planning unit and
the on-the-job training of two Voltalo college graduaten with degrees in
E:::omion who will ultimately anpume the ronsponsibilitien of the planning

e
Speoific_rosponnibilition of the_Agrioul tural Foonomint/Economint inoluda 1

a) to annist and advine the Commercial Direotor and the Director General
of OFNACER regarding the loocation and capacity of ntorage atructuros,
T™din will include an asnonmment of the local grain balance over time,

the availability and adequacy of alternate storage facilities and other
faotors whioch affeot the :sed for warehouse construction, Information

ooo/ooo
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PIO/T No. 686-02l43-3-000L0
Attachment No, 3
Page 2 of 5 Pages

and procedures established by a short-term marketing specialist
will be available to the contractor,.

b) to assist in planning the buying and selling campaigns including :

1, the selection of regions/areas vhere market activities should
expand;

2, providing estimates of the amounts to be purchased and sold
in each region so as to assure profit maximization conditions;

3, assisting in the determination/recommendation of an economically
rational pricing system <o as to increase the chances for success
of the buying and selling campaignssp

4. assisting in the improvement and expansion of OFNACER's data-
gathering and anslytical capabilities in order to assure a more
efficient day-to-day operation, This data should include prices
and quantities bought and gold in the private market so as to
better understand the role of OFNACER in the market, Means of
standardizing data (quantity and quality) and the rapid trans-
mission to headquarters also need to be addressed.

¢) to aseist in the development of basic market concepts and experience
in order to guide operational decision-making;

d) to carry out analyses of OFNACER's operation as requested by the
Commercial Director and the Director General;

e) to supervise and train local employees in planning techniques and
analyeis;

f) to coordinate the planning unit uctivitioa'with the different divisions
and regional controllers of OFNACER,

2, Financinl Accointing Advisor (33 months) : The Financial Accounting
Advioor will smerve ao & technical advigor ta the Accounting Division of
OFNACER for a poriod of thirty three montho, He/ohe will be responsible
for the implementation of a financial pmanagement system designed with
USAID cupporte He/ohe will aloo be rnoponoible for on-the~job training
of tho accounting office to anpure that such a syotem will continue to
provido useful information following the departure of U.S. technical
aoointance. The Federal Republic of Germany financed accountant/informatior
npocin;{gtuig'rouponnibio for the accounting of the FRG socurity otock pro!
and providing technical ansistance to the Finanoial Division of OFNACER,.
The U.S. funded accountant will be reoponsible for the implementation of_
an aocounting oyotem for the balance of OFNACER'ns commorcial transaction.
Collaboration will be required for transactiono botwoen security and
commoroinl otockse

AV
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a) to assist and advise the Financial Director and the Director General
concerning the implementation of OFNACER's revised accounting system,
i.e, assuring that :

1o transactions are executed in accordance with management's general
and specific authorizations, and that approvals within each step
of the general and specific authorizations conform to the
authorization, and that such authorizations take cognizance of donor
requirements, regulations, and restrictions concerning the use of
. donor assets;
2, transactions are recorded as necessary to (a) permit preparation of
financial statements in conformity with generally accepted accounting
. principles, and (b) to maintain accountability of assets;
3. access to assets is permmitted only in accordance with OFNACER
. management authorization;
lis recorded accountability of assets is compared with the existing
assets at reasonable intervals and appropriate action is taken with
. respect to any differences;
5. record keeping errors and irregulariiies can be prevented or will be
. discovered promptly;
6. information can be generated on a timely basis from the financial
vecords to meet the demands of OFNACER management and the reporting
requirements of each donor,

b) to assist the Financial Director and Director General in meeting the
PL 4,80 reporting requirement of this project;

c) to assist and advise the Financial Director in generating useful financial
information to assure efficient management of the Officey

d) provide on-the~job training to OFNACER management and financial personnel
to assure that_the system will continue to be implemented following the
departure of U,S, technical assistance,

¢

3._The Management Information Systems Specialigt (12 monthg)

This specialiot is to work under the direct supervision of the Controller
General and in close cooperation with tho Fedoral Ropublic of Germany
financed accountant/information opocialist oo as to avoid duplication
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of activities, The Federal Republic of Germany financed specialist

is responsible for evaluating the recording and communication methods
of information relative to management and mechanizing the accounting
system., The specialist under this project is expected to complement
these activities by evaluating the information system (both procedures
and flows) including the formal and informal mechanisms and will
recommend to the Director General and his staff modifications in form
and substance which will improve the efficiency of OFNACER management.

a) to work in close association with personnel from the various discipline
within OFNACER in finding cost-effective methods for improving the
quality and timeliness of communication between divisions;

b) to assure the systematic institutionalization of the rapid trans-
mittal of data acquired and the utilization of this data by OFNACER
officials in day-to-day operations;

c) to aggregate and orgarize the data in such a way that it yields
information relevant to the needs of OFNACER and is presented in a
form which is readily understood by OFNACER management;

d) to design a means to assimulate data from sources outside of OFNACER
into the OFNACER decisicn-making process,

C. REQUIRED RLPORTS

Article 16 of the General Provisions for Cost-Reimbursement Type Contracts
will apply. Reports will be quarterly and are to be delivered to USAID/
Upper Volta within 30 days of the end of each reporting period, The fir: .
report will be due three months following the arrival of the first contract
toom member., In addition to the requirements of Article 16, the following
items will be addressed in each report

1) Contractor's contributions toward meeting the objectives of the
project,

2) Problems experionced in mooting the requiremento of the contract
and contractor efforts to resolve these problems.

3) Gonoral observational remarks on the progress of the project as

ooo/ooo
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viewed by the Contractor (GOUV field directors will prepare
projegt status report for which the contractor will provide
1nPut .

;) Potential relationships and contacts which USAID might
establish with individuals, organizations, or government agencies
which would benefit project implementation and be of assistance
to USALb's global interest in grain marketing development.

5) List of contractor goals and objectives for next reporting period.

6) Administrative plans for the contract team during following
reporting period including leave, vacation, TDY, etc. and other
details that would assist the USALD project ufficer in performing
project activities with GOUV proje:t wmanager,

Reports will be prepared in English. In addition to distriobution requirements
in the General Provision, the vontractor will provide four copies of the
report to uUSalD/Upper Volta and six copies tu the GOUV, Each report

will contain un extracted summary written in French.

in addition to these reports the team will prepare brief analytical .roports
for the use of the Director General of OFNACER, the Commercial Director

and tueir staffs. These reports will fall into two general categocies:

(a) reports on operational aspests of OFNACER which can be implemented in

a relatively short time span, e.g. a more efticient transportation system,
ana (b) reports concerning more strategic subjeots such as how official grain
prices should be determined or methods to incorporate empirical findings

into poliocy decisions, etc.

these reports are tu ve prepared upon the request of tne Director Generat
or tne Commercial Director, or at suon time that the team believes tney are
‘appropsiate and/or needed. A copy of these reports is to be submitted to
USAID/Upper Volta. .

A final report to be submitted by OrNACER with tne assistance of tne Contract
Team to the Ministry of Rural Development and USAIL/Upper Volta..oonderns

the recurrent ousts to OFNACER as a resul:i of this project. This report

is to analyze the recurrent costs to OFNACER upon projeot oomplation

(June 3, 1984) and propose measures by which these conts can be covered.
this report i1s to be submitted by Jamuary 1, 1982 ia Prenon to tue Ministry
of Rural beveiopmeni ana in English to USAIL/opper Volta.
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5.

2. SOW from RFTP-AFR-00040 (April 12, 1982)

Statement of Work

ad.

General

A major overall task of the technical assistance
team will be to demonstrate to the Director General
and to his staff the value of empirical information,
how to identify what information is needed, how to
collect and process the selected information, and
how to apply the information within the day-to-day
operations of OFNACER. The team must also work to
help define OFNACER's role in the Voltaic grain
economy by identifying the operations, cereal varie-
ties, etc. best suited to OFNACER's capabilities
and those operations and areas which should be left
to the initiative of the private sector. Similarly,
the team should seek to outline the practical con-
straints to OFNACER's abilities to predict and en~

force fixed prices and possible interactions with
the private market.

Contract services are to commence immediately ypon
award of Contract and continue for 35 months. It
is anticipated award of Contract will be made about
July 15, 1982 and the arrival of the project team
should be immediately after the award of Contract.

Specific

The specific purpose of this component of the proj-
ect is to increase the overall efficiency of OFNACER
and create analysis and data systems knowledgeabil-
ity to enhance that institution's decision-making
capability.

In furtherance of these objectives, the Contractor
shall furnish a team of long-term technicians in-
cluding an Agricultural Economist/Economist as team
leader and a Financial Accounting Advisor. The Con-
tractor shall provide adequate home office support

b



to support the field team, as necessary. Individual S,
of Work follow:

Personnel

The Economist will serve as a technical advisor to
the Commercial Director, the Financial Accounting
Advisor will work with the Office of Accounting.
The contract employees will be subject to the same
administrative controls as their Voltaic
counterparts.

(1) Agricultural Economist/Economist (Team Leader)
(33 months)

The Agricultural Economist or Economist will
serve as a technical advisor to the Commercial
Director of OFNACER for a period of thirty-
three months. He will be responsible for the
establishment and development of a planning
unit and the on-the-job training of two Voltaic
college graduates with degrees in Economics

who will ultimately assume the responsibilites
of the planning unit.

Specific responsitilities of the Agricultural
Economist/Economist include:

(a) To assist and advise the Commercial Direc-
tor and the Director General of OFNACER
regarding the location and capacity of
storage structures. This will include an
assessment of the local grain balance over
time, the availability and adequacy of
alternate storage facilities and other
factors which affect the need for ware-
house construction. Information and pro-
cedures established by a short-term mar-
keting specialist will be available to th
Contractor. .

(b) To assist in planning the buying and sell-
ing campaigns including:

i. the selection of regions/areas where
market activities should expand;

ii. providing estimates of the amounts
to be purchased and sold in each

9q



(2)

region so as to assure profit maximi-
zation conditions;

iii. assisting in the determination/
recommendation of an economically
rational pricing system so as to
increase the chances for success of
the buying and selling campaigns;

iv. assisting in the improvement and ex-
pansion of OFNACER's data-gathering
and analytical capabilities in order
to assure a more efficient day-to-day
operation. This data should include
prices and quantities bought and sold
in the private market so as to better
understand the role of OFNACER in the
market. Means of standardizing data
(quantity and quality) and the rapid
transmission to headquarters also
need to be addressed.

(c) To assist in the development of basic mar-
ket concepts and experience in order to
guide operational decision-making.

(d) To carry out analyses of OFNACER's opera-
tion as requested by the Commercial Direc-
tor and the Director General.

(e) To supervise and train local employees in
planning techniques analysis.

(£) To coordinate the planning unit activities
with the different divisions and regional
controllers of OFNACER.

Financial Accounting Advisor (33 months)

The Financial Accounting Advisor will serve as
a technical advisor to the Accounting Division
of OFNACER for a period of thirty-three months.
He/she will be responsible for the implementa-
tion of a financial management system designed
with USAID support. He/she will also be re-
sponsible for on-the-job training of the
accounting office to assure that such a system
will continue to provide useful information
following tha departure of U.S. technical as-
sistance. The Federal Republic of Germany
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financed accountant/information specialist is
responsible for the accounting of the FRG
security stock and providing technical assis-
tance to the Financial Division of OFNACER.
The U.S. funded accountant will be responsible
for the implementation of an accounting system
for the balance of OFNACER's commercial trans-

action. Collaboration will be required for
transactions between security and commercial
stocks.

Specific Responsibilities of the Financial

Accounting Advisor include:

(a)

To assist and advise the Financial Direc-
tor and the Director General concerning
the implementation of OFNACER's revised
accounting system, i.e. assuring that:

i.

iii.

iv.

transactions are executed in accor-
dance with:management's general and
specific atithorizations, and that
approvals within each step of the
general and specific authorizations
conform to the autkhnrization, and
that such authorizations take cogni-
zance of the donor requirements,
regulations, and restrictions con-
cerning thé use of donor assets:

transactions are recorded as neces~-
sary to (a) permit preparation of
financial statements in conformity
with generally accepted accounting
principles; and (b) tou maintain ac-
countability of assets;

access to assets is permitted only
in accordance with OFNACER management
authorization;

recorded accountability of assets is
compared with the existing assets at
reasonable intervals and appropriate
action is taken with respect to any
differences;

record keeping errors and irrequlari-

ties can be prevented or will be dis-
covered promptly;:
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6.

vi. information can be generated on a
timely basis from the financial
records to meet the demands of
OFNACER management and the reporting
requirements of each donor.

(b) To assist the Financial Director and
Director General in meeting the PL 480 re-
porting requirement of this project.

(c) To assist and advise the Financial Direc-
tor in generating useful financial infor-
mation to assure efficient management of
the Office.

(d) Provide on-the-job training to OFNACER
management and financial personnel to
assure that the system will continue to
be implemented following the departure of
U.S. technical assistance.

Required Reports

Article 12 of the General Provisions for Cost Reimburse-
ment Type Contracts with Educational Institutions will
apply. Reports will be quarterly and are to be delivered
to USAID/Upper Volta within 30 days of the end of each
reporting period. The first report will be due three
months following the arrival of the first contract team
member. In addition to the requirements of Article 12,
the following items will be addressed in each report:

a. Contractor's contributions toward meeting the objec-
tives of the project.

b. Problems experienced in meeting the requirements of
the contract and Contractor's efforts to resolve
these problens.

c. General observational remarks on the progress of
the project ag viewed by the Contractor (GOUV field
directors will prepare project status report for
which the Contractor will provide input).

d. Potential relationships and contacts which USAID
might establish with individuals, organizations, or
government agencies which would bonefit project im-

plementation.
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e. List of Contractor goals and objectives for next
reporting period.

£f. Administrative plans for the contract team during
following reporting period including leave, vaca-
tion, TDY, etc. and other details that would assist
the USAID project officer in performing project
activities with GOUV project manager.

Reports will be prepared in English. 1In addition to dis-
tribution requirements in the General Provision, the Con-
tractor will provide four copies of the report to USAID/
Upper Volta and six copies to the GOUV. Each report will
contain an extracted summary written in French.

In addition to these reports the team will prepare brief
analytical reports for the use of the Director General
of OFNACER, the Commercial Director and their staffs.
These reports will fall into two general categories: (a)
reports .on operational aspects of OFNACER which can be
implemented in a relatively short time span, e.g., a
more efficient transportation system, and (b) reports
concerning more strategic subjects such as how official
grain prices should be determined or methods to incorpo-
rate empirical findings into policy decisions, etc.

These reports are to be prepared upon the request of the
Director General or the Commercial Director, or at such
- time that the team believes they are appropriate and/or
needed. A copy of these reports is to be submitted to
USAID/Upper Volta.

A report shall be submitted by OFNACER with the assis-

tance of the Contract Team to the Ministry of Rural De-
velopment and USAID/Upper Volta concerns the recurrent

costs to OFNACER which may result from programs implemented
through this comgonent of the project (688-0243). This
report is to analyze the recurrent costs to OFNACER upon
project completion and propose measures by which these costs
can be covered. This report is to be submitted within 4
months of commencement of contract duties in French to the
Mi?istry of Rural Development and in English to USAID/Upper
Volta.

Contractor shall submit two copies of each annual report re-
quired by the above to the Office of Development Informa-
tion and Utilization, Bureau for Development Support,

Agency for International Development, Washington, D.C.
20523. The title page of all reports forwarded to the

AID Reference Center pursuant to this paragraph shall
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include the contract number, project number and project
title as set forth in the Schedule of this contract.

In the event of an inconsistency between these provisions
and General Provision 12, the above provisions shall apply.

Language Requirements

The long-term Contractor employees will be required to
speak and read French at the FSI S-J and R-3 levels.

The Government reserves the right to require the Contrac-
tor employees to submit to a language capability test.
(See Attachment A-1 for Definitions of Language Profic-
iency Rating.)

1-14
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3. SOW from Original Contract (May 1982)

Contract AFR-0243-C-00-2062-00 -
| [with SECID; Total Cost ¥5¢8,101
ARTICLE I: STATEMENT OF VORK

A. BACKGROUND

For a period as hereinafter set forth in the Schedule, the
Contractor shall make available its facilities and personnel
at the level of effort hereinafter set forth, for the Upper
Volta Grain Marketing Development project.

B. OBJECTIVES

1. General

The goal of this contract is to assist the Government
of Upper Volta to establish a set of conditions
within the country that will lead to food
self-sufficiency. More efficient grain marketing is
a key condition to be met in order to reach this
overall objective.

2. Specific

The specific purpose of the technical assistance
component of the project is to improve the
operational efficiency and managerial capabilities of
Upper Volta's National Cereals Office (OFNACER).

The specific goals of the technical assistance compo-
nent include:

a. Improving the marketing and distribution of
grains for the purpose of providing food
security especially to grain deficit areas and
during the pre-harvest %hungry) season;

b. Assiscing OFNACER in its operational activities
of buying and selling via an effective pricing
and distribution system;

c. Determining mecans of effectively integrating the
private sector into the national grain marketing
system to optimally utilize scarce resources,
capital, and entreprencurship;

d. Assisting and advising OFNACER regarding the
efficient functioning of supporting infra-
structures such as transportation,
conmunication, and storage to stimulate an
orderly and economical expansion of grain
discrigution systens,
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e. Assisting and advising the Director General of
OFNACER in policy matters that will enhance the
mobilization of savings via producer incentive
policies, trade policies, monitoring and
analyzing the effects of foreign exchange
controls, and proper collection, analysis and
utilization of data; and

f. Supervising and training local employees in
planning techniques and financial accounting
procedures
such that upon completion of the project OFNACER
will possess indigenous personnel to carry out
subsequent planning and accounting activities in
a timely and effective way.

D. WORK STATEMENT

In attaining the objectives of this contract, the Contrac-
tor shall provide OFNACER with a team of long-term
technicians including an Agricultural Economist/Economist
as team leader, and a Financial Accounting Advisor.

These advisors will work closely with OFNACER's senior
management to design aud imglement management systems that
will identify what empirical data OFNACER needs, collect
and process the selected data, and produce the information
needed to improve OFNACER's day-to-day operations. In
carrying out their activities, the advisors' enphasis wi}l
be to help OFNACER define the role it must play in the
~marketplace to make grain marketing in Upper Volta more
efficient and to implement changes in day-to-day opera-
tions so that OFNACER does fill that role.

1. Agricultural Economist and Economics/Marketing
ﬁanagement (21U 177 months) »

In order to fulfill the specific goals and objectives,
the Contractor's agricultural economist (team leader) will
work closely with the Commercial Director to establish and
develop a planning unit within OFNACER. The Contractor's
agricultural economist will provide on-the-job training
over the life of the project to two Voltaic counterparty
who will be capable of running the planning unit on their
own by the end of the project. The Agricultural Econonmist
shall provide 21&1/2 person months of technical
assistance.

¥ Note: Time spent in language training shall be counted
towards the total 21&1/2 months required.

7-16
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The planning unit team of contractor advisor and two host
country counterparts will undertake the following

operations:

A. Identification and Analysis of Scructure and Per-
formance of the Existing Grain farketing System.

(1) Surplus and deficit areas: Grain surplus and
grain derficit areas will be identified by Regional
Development Organizations (ORD)and subprefectures
and by cereal crops.

(2) Structure, Conduct and Performance: The
contracctor agricultural economist and his
counterparts will also seek to determine the
number, size (market share), conduct (pricing and
product strategy), and performance (marketing
efficiency) of buyers and sellers by regions and
by crops.

In order to have a good data base to be
utilized for formulating trade policies, the
geographic dispersion of market concentration of

uyers and sellers should be analyzed. The
contractor team leader will work closely with the
Commercial Director to evaluate the policy
implications of market concentrations for each
type of grain.

B. Trade Policy

Food security and food self-sufficiency analyses
can be significantly enhanced by improving OFNACER's
ability to recommend flexible trade policias. These
policies might include:

1. Free Trade
2. Restricted Trade
3. Stablizing Trade

The planning unit will analyze and estimate the
effects of each trading policy (intervention) on grain
production and marketing; savings and investments;
foreign exchange reserves and balance of payments; and

eneral employment of resources and distribution of
ncome.

C. Pricing Policies

Policies to fix the procurement and solling price
of grain should be based upon a combination of data
analysis, an estimation of future trends, and some
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judgment regarding socio-political considerations.
The planning unit will be capable of analyzing the
impact fixed procurement and selling prices has on
farmers and traders; and the general ability of
OFNACER to operate efficiently in grain marketing
activicies.

(1) Procurement prices. The planring unit
should be able to generate the following
information to recommend procurement prices for

each type of grain;

(a)Estimated costs of production and
marketing;

(b)Current trends in the open market whole-
sale price that mainly depend on demand and

supply of grain;

(c)Estimated inter-regional price differ-
ences, distance, and trucking and storage;

(d)Estimated impact on production and prices
of related crops; '

(e)Effect on consumers, competitors, indus-
trial development and overall stability.

(2). Selling prices. The planning unit should
also be able to determine the costs of buying,
storing, handling, processing and distributing
grain. Analysls of these factors will pe
necessary to support selling price recommendatious.

The planning unit will work closely with OFNACER
to make the price difference between regions more
realistic and economic so that producers of surplius
grain and consumers of deficit regions are not hurt
by low procurement prices and high selling prices,
Trespectively.

D. Increasing COverall Efficiency of Infrastructures

Upper Volta has a transitional agricultural
economy. In such economies, two major marketing
objectives are: assured purchase of outputs, and

price stabilization. The following are types of
inputs that should be provided in order to attain the

above objectives:
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(1) Transportation: Using germane and up-to-date
data, the planning unit will evaluate the
potential for using a Linear Programming ilodel, in
this case, the Transportation Hethod, which is a
vell-known technique for analyzing and solving
transportation problems such as assignment
problems and traffic management.

(2) Storage and Handling:

(a)Location and Selection of Sites;

(b)Buffer Stock Policy: If appropriate data
are available, Input-Output analysis will be
used to find an optimum solution regarding
the costs and benefits of locating storage
facilities in a particular area;

(c)Reducing Losses in Grain: The economic
costs and benetits of reducing losses in
grain will be documented periodically for
subsequent planning and evaluation;

(d)Inventory Management.

(3) Dissemination of Information: Through devel-
opment of an ettective market Iinformation systenm,
OFNACER will have a good data base for the
day-to-day operations and for policy planning and
strategy. The information system will consist of

the following:

(a)Internal accounting cystems reporting
inventory levels, orders, sales, prices,
production and consumption levels. The
planning unit will seek ways to improve the
speed, accuracy, and efficiency of reporting.

(b)farket intelligence will provide OFNACER's
management with current information about
competitors and developments and changing
conditions at the macro level. The art of
disseminating information using the simplest
method of reporting, such as simple and short
sentences, graphs, tables, summarized
research reports and parphlets will be used.

(c)darket research provides specific studies
of marketing problems, market effectiveness
and marketing alternatives. The team will
provide the methodology of doing good market
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research by involving itself and local
employees in the actual research. The
training and research work will be designed
on site with OFNACER's staff.

E. Supervision and Training of OFNACER Employees

A central assumption of this contract is that the
contractor team will assist OFNACER in improving the
capacities of its personnel in planning techniques
analysis. This can only be accomplished in an ef-
fective manner if the contractor Agricultural
Economist operates with his OFNACER counterparts as a
close knit team. Hence, throughout this contract the
term planning unit has been used to refer to both the
contractor advisor and his OFNACER counterparts.

Achieving this objective will include assuring that
the Agricultural Economist works closely with his
OFNACER counterparts and that the latter are know-~
ledgeable and can independently utilize the planning
techniques employed during the project. Further,
OFNACER counterparts will be able to analyze results
and make policy recommendations to the Director in a
timely and effective manner.

Prior to the undertaking of any specific task, the
contractor team Agricultural Economist will meet with his
counterparts to establish objectives and the
methodology(ies) required to reach said objectives. This
effort will be mutually supportive insofar as
OFNACER counterparts will have insights regarding the
existing systems and constraints to alternative methods.
Prior to employing specific methodologies, sessions wi€l
be held to ensure mutual comprehension. Similarly, data
analysis will be undertaken collegially.

2. Financial Accounting Advisor and Financial Accountin
Management (ZI&I/Z person months)

The principal task of the financial accounting advisor
will be to implement a financial management system and to
provide on-the-job training of OFNACER's accounting office
to assure that such a system will continue to provide .
useful information following the departure of contractor
technical assistance. The financial accounting advigor
shall provide 21&1/2 person months of technical assistance.
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Accordingly, the financial accounting advisor will
collaborate with OFNACER's senior management, accounting
staff, and various members of the donor community,
including USAID, to design, plan for, and implement a
financial accounting system that will assure that:

o transactions are executed in accordance with
management's general and specific authorizatjons;

o transactions are recorded so as to facilitate the
preparation of accurate financial statements in
conformity with generally accepted accounting
principles and to maintain accountability of
assets;

o periodic audits are taken to verify the accuracy
of records and that any discrepancies are
accounted for;

o record-keeping errors and irregularities can be
prevented and discovered promptly;

o information can be generated on a timely basis to
meet all of OFNACER's reporting needs, including
the requirements of P.L. 480.

In addition to these responsibilities, the financial
accounting advisor will work closely with the Financial
Director to provide useful financial information to
improve the managerial effectiveness of OFNACER. In a
similar vein, the financial accounting advisor will
collaborate closely with the project's agricultural
economist to see that he is getting the information he and
his counterparts need to carry out their planning
functions. In addition, the two advisors will work
together to prepare timely, accurate, and useful quarterly
reports for USAID/Upper Volta and brief analytical reports
on operational and strategic aspects of OFNACER.

Throughout the project, the financial accounting ad-
visor will provide on-the-job training to OFNACER
manajtement and financial personnel. This on-the-job
training will have to be tailored to fit the capabilities
of the OFNACER staff and will te carried out so as to meet
the needs and to develop the skills of eachi individual
OFNACER employee.

To carry out these tasks, the financlal accounting

advisor will have .to establish a collaborative and
cooperative working relationship with OFNACER management
and personnel. The first assignment for this advisor,
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therefore, will be to familiarize himself with OFNACER' s
current procedures. At the same time the advisor will
learn about the accounting and financial requirements of
OFNACER's donors, including the requirements mandated by
P.L. 480. This knowledge will give the financial
accounting advisor an understanding of the foundation upon
which OFNACER's new accounting system is to be based and a
chance to gain the credibility necessary to work with
OFNACER's accounting staff. Specifically, in order to
gain an understanding of current procedures and to
establish a personal rapport with his counterparts, the
financial accounting advisor plans to work on a one-on-one
basis with each member of the accounting staff. The
culmination of the first phase of operations should be an
in-house seminar conducted by the advisor to examine
OFNACER' s current procedures and financial reporting
obligations.

The purpose of this seminar will be to review with the
accounting staff how their responsibilities relate to the
overall financial accounting system. This first phase
should take approximately three months.

Also during the first three months, the financial
accounting advisor will work with the project's agri-
cultural economist to assist OFNACER in preparing a report
for the Ministry of Rural Development and USAID/Upper
Volta on the recurrent costs that may result from programs
implemented during the project. With a thorough
understanding of current operations and financial
accounting needs, the financial accounting advisor's next
task will be to work closely with OFNACER personnel to
design and plan for the implementation of a revised
accounting system. In this phase the advisor will have to
experiment with various parts of the system, i.e.,
journals, ledgers, and worksheets, that will provide the
information OFNACER requires. The advisor will have to
work closely with each member of the accounting staff to
make sure that he understands not only what he will do
under the revised system, but also why he will do it.

The design and subsequent implementation of the
various parts of the financial accounting system will be
greatly affected by the capacilities of OFNACER's per-
sonnel. The advisor will have to revise his designs and
lmplementation plans as his assessment of these
capabilities change. The culmination of this second phase
of operations will be another in-house seminar to examine

the revised financial accounting system and to finalize
the plans to implement it. This second phase should take
about six months.
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The actual implementation of the revised financial
accounting system will take an entire year, i.e., one
crop/marketing year. Implementation should begin at the
start of the rainy season (May-June), whicn is near the
end of the crop/marketing year, when OFNACER's day-to-day
operations are minimal. A one year phase-in will allow
ample time to make adjustments to the system as it is
implemented. During this phase of the project, the
financial accounting advisor should have the ability to
supervise the day-to-day operations of OFNACER' s
accounting department. Regardless of how collaborative
the development of a revised systenm is, it is still likely
to be viewed by the accounting staff as the advisor's
system. Therefore, the advisor should have the authority
to manage its implementation and to take responsibility
for any difficulties with the system and its
implementation.

Once the revised system is in place, the financial
accounting advisor will address the following points
Specifically, during the final, phase-out stage of the
project, the advisor will collaborate closely with
OFNACER's Financial Director to make better use of the
data provided by the system to monitor OFNACER's financial
condition and to produce the financial data needed to
address various issues of policy, including pricing.
Also, during this phase the financial accounting advisor
will concentrate on providing the accounting staff with
the on-the-job training it needs to operate and maintain
the accounting systenm. Through on-the-job training, the
financial accounting advisor will be able to phase his
withdrawal from accounting operations well in advance of
the end of the project.

The Financial Accounting Advisor will be fielded
immediately upon signing of contract. Actual
implementation of the revised accounting system would
begin about May or June of 1983 and proceed through the
1983/84 crop marketing year. During the final twelve
months of the project, the financial accounting advisor
would focus on on-the-job training and advising the
Financial Director on financial management and policy.

Language Requirements

The long-term Contractor employees will be required to
speak and read French at the FSI S-3 and R-3 levels. The

Contractor employees will submit to a language capability
test. (See Attachment A-1 for Definitiong of Language
Proficiency Rating,)
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E. Structure of Project Team

1.

SECID

SECID will assume the role and responsibilities of
prime contractor; Lincoln University will serve as the
project lead institution and subcontractor.
Administrative and backstopping services, including
budget control, procurement and shipment of equipment
and personal effects, and liaison with AID/W regarding
contract management and technical coordination will be
handled by SECID in Chapel Hill, North Carolina, in
collaboration with Lincolun University. SECID will
provide a Project Coordinator to oversee these tasks.,

The Administrative Office of SECID will provide
logistical services as needed to free the University
personnel for maximizing the efficiency and
effectiveness of their technical assistance in-puts:
Such services will include contract negotiation,
making travel arrangements, and organizing orientation
conferences for SECID faculty. SECID staff will
liaise frequently with Lincoln University and the
implementation team in Upper Volta to ensure the
provision of effective administrative support.

Agricultural Economist/Team Leader

The Contract Team Leader will serve as technical
advisor to the Commercial Director of OFNACER. The
team leader will coordinate and monitor the work of
the SECID team. His administrative duties will
include ensuring that the project team's skills and
expertise are effectively integrated and keyed to
project goals; that international coordination and
institutional capacity are strengthened within
OFNACER; and that continuity in effective project
management is assured by the organizational structure
that exists once the contract teams departs.

Additional duties will include: 1liaison with
USAID/Ouagadougou, liaison with SECID and the
participating meamber institutions; assistance in
planning buying and selling campaigns; supervision and
training of Voltaic employees in pPlanning techniques
analysis; and coordination of the planning unit's
activities with the different divisions and regional

controllers of OFNACER.
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~ Block 14 a Continuation Sheet

Page 1 of 8

B. OBJECTIVE

The Grain Marketing Development Project provides assistance in improving grain
market conditions, increasing food grain production, and improving the
prospects of food security in rural areas of Upper Volta. The long-term
technical assistance component is: (1) to upgrade the National Cereals Office's
ability to allocate storage facilities in a manner which maximizes the
efficient use of its resources; (2) to strengthen OFNACER's ability to analyze
market conditions; and (3) to make rational pricing recommendations and
procurement plans which conform with market conditions and intervention
capabilities. A final objective 1s that OFNACER's data gathering and
analytical capabilities will be upgraded, enabling the organization to

perform day-to-day commercial operations more efficiently.

A major overall task of the technical assistance team will be to demonstrate
to the Director General and his staff the value of empirical information,
how to identify what information is needed, how to collect and process the
selected information, and how to apply the information within the day-to-day
operations of OFNACER. The team must also work to help define OFNACER's
role in the Voltaic grain economy by identifying the operations, cereal
varieties, etc., best suited to OFNACER's capabilities and those operations
and areas which should be left to the initiative of the private sector.
Similarly, the team shculd seek to outline the practical constraints to
OFNACER's abilities to predict and enforce fixed prices and possible
interactions with market factors.

C. Work Statement should be amended to read as follows:

The work statement contractor agrees to make available the personnel to
perform the following responsibilities.

1. Agricultural Economist (Team Leader) (28 months - January 1983 -

May 1985). The Agricultural Economist will serve as technical advisor

to the Commercial Director of OFNACER for a period of twenty eight months.
He/she will be responsible for the establishment and development of a
planning unit (the Cellule des Etudes, de la Planification, et des
Statistiques) and on the job training of iwo Voltaic college graduates
with degrees in Economics who will utlimately assume the responsibilities
of the planning unit,
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A. Specific responsibilities from January 1983, thru June 3, 1984 include:
1. The establishment and development of a statistical research and
management planning unit capable of collecting relevant data
analyzing such data to permit OFNACER to become a more efficient

and effective market intervention agent.

a. provide supervision and on-the-job training for two local
economists employed by OFNACER

b. develop market information system (quantities and prices.)

c¢. conduct specific studies as required to complement existing
data

2. Assistance to the Commercial Director in planning the buying and
selling campaigns,

a. analyzing available production and stock information

b. recommending localities and timing of intervention to
assure maximization of OFNACER's objectives

€. recommending quantities to be purchased/sold by locality
to assure maximization of OFNACER's objectives

d. analyzing the relevant cost and price parameters in order
that OFNACER may present rational pricing recommendations
to the interministerial commission

3. Assist OFNACER in developmen: of an improved warehouse
distribution plan.

a. assess local grain balances over time

b. assess the availability and adequacy of alternate storage
facilities

C. assess the economic and financial implications of such a plan
4. Assist OFNACER in the aralysis of transportation, storage, and
administrative costs and Present recommendations of OFNACER
management regarding increased efficiencies.
B. Specific responsibilities from June 3, 1984, thru May 3, 1985 include:
1. To continue the training of two Voltaic economists currently working
with him who will be able to manage themselves the Cellule des

Etudes de la Planification, et des Statistiquea (CEPS) upon contract
completion,
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2. To play a directing role to the CEPS in identifying the marketing
problems of OFNACER in coordination with the Commercial Department
by conducting surveys for GFNACER.

3. To assist the Commercial Department conduct statistical analyses,
plan, and improve the staff potential of this department, and
better coordinate the management of the regional management offices.

4, To readjust the expected geographical sales reports over time
according to needs and available cereal stocks.

5. To assist the Commercial Department to plan stock movements in
order to minimize the frequency and cost of such movements.

6. To complete a detailed analysis of market prices using the newly
established market information system.

7. To analyze the 1983/84 and previous year's commercial activities
in order that OFNACER's managerial staff can utilize such
information for formulating its marketing policy and taking
managerial decisions.

8. To assist the Commercial Department to establish a system of
analyzing stock movements.

9., To work in close collaboration with the other technical offices
of OFNACER in order to improve the general management of the
office.

10. To participate in the planning and installation of a computer
system appropriate to OFNACER's managerial requirement.

2. The Financial Accounting Advisor (26 months, October 1982-December
1984). The Financial Accounting Advisor will serve as a technical advisor
to the Director of Finance and Accounting for a period of twenty six months.
He/she will be responsible for the implementation of a financial management
system designed with USAID support. He/she will be responsible for the
on-the-job training of the accounting office to assure that such a system
will continue to provide useful information beyond the life of the contract.

A. Specific responsibilities of the Financial Accounting Advisor from
October 1982 thru June 3, 1984 include:

1. To assist and advise the Financial Director and Director General
concerning the implementation of OFNACER's revised accounting
system, i . e. designed by Deloitte Haskins and Sells, i.e. assuring
that:

a. transactions are executed in accordance with management's general
and specific authorizations conform to the authorization, and
that such authorizations take cognizance of donor requirements,
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regulations, and restrictions concerning the use of donor assets;

b. transactions are recorded as necessary to (1) permit preparation
of financial statements in conformity with generally accepted
accounting principles, and (2) to maintain accountability of
assets;

C. access to assets is permitted only in accordance with OFNACER
management authorization;

d. recorded accountability of assets is compared with the existing
assets at reasonable interval and appropriate action 1is taken
with respect to any differences;

e. record keeping errors and irregularities can be prevented or will
be discovered promptly;

f. information can be generated on a timely basis from the financial
records to meet the demands of OFNACER management and the reporting
requirements of each donor.

To assist OFNACER develop and implement a system of physical inventory

To establish and advise an internal account inspection unit within the
Financial and Accounting Office to verify procedures used and data
submitted by the regional offices.

To establish and advise the analytical cost unit in order that OFNACER
may become more efficient and improve the basis for price recommendations.

To assist OFNACER with the revision of its Credit Sales policy and establish
a unit within the Financial Office responsible for credit sales.

To assist the Financial Director with the management of diverse food aid
accounts (including PL 480) to assure that OFNACER meets the responsibilities
detailed in the various bilateral agreements.

To assist OFNACER management review its existing management structure
and prescnt recommendations as to how this structure may be modified to
encourage efficiency.

To provide on-the-job training for the staff of the Financial Office,

Specific responsibilities of the Financinl Advisor from June 3, 1984 thru
December 3, 1984, include:

1,

To monitor and assist the application of all procedures included within the
financ{al and accounting manual and continue the training of the

accounting and financial personnel who will be responsible for the correct
application of the system upon the departure of the advigor,
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a. to assist the Financial Office improve its internal audit
capabilities through on-the-job training

b. to assist the implementation of internal control procedures

C. to assist the application of counterpart fund procedures and
train the responsible accountants in their management

d. to update the Financia) and Accounting Manual by incorporating
necessary modifications

To finalize the Financial and Accounting Manual with the collaboration
of a local accounting expert to better adapt the current system to
Voltaic accounting regulations.

a. to contribute to the implementation of analytical accounting
system and to train the agent charged as section chief

b. to contribute to the implementation of an accounting system for
purchases, and to train the personnel charged with this operation

To participate in the definition of needs for the computerization
of the Financial Management Office.

To assist OFNACER to improve the quality of its management,

a. to examine and propose all possible measures which permit the
reduction of costs and improved efficiency

b. to complete any study, analysis, or assignment for the Financial
and Accounting Department, the other technical departments,
or Central Management that will permit improved information
flows and decision making capabilities

Language Requirements, No change 1s required

Structure of the Proje:t Team need not be amended

Article II Reports Deliverables is to be amended as follows:

Quarterly Report - No changes

Analytical Reports - No changes

OFNACER Report. The due date is amended to read June 3, 1984,
Final Report is amended to read as follows: "Upon completion of
the effort described in Article I - Statement of Work and not

later than August 3, 1985, the contractor shall submit a f4inal
report to USAID/Upper Volta (5 Coples in English) and to OFNACER
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and the Ministry of Rural Development (5 Copies in French.) The
final report shall be in narrative form and shall reflect the
Contractor's efforts, findings, observations and recommendations,
accomplished as a result of performance under this contract. A draft
report and oral briefing shall be completed prior to departure

from post.

E. Evaluations is to be deleted.

Article III: Technical Directions 1s amended as follows

A. Cooperating Country Liaison : Directeur General of OFNACER
B. AID Mission Liaison: Project Officer, USAID/Upper Volta
Article IV - No Modifications

Article V lPeriod of Contract

A. The estimated completion date is 5/3/84.

B. Contract services are to "... and continue for thirty two
a half months. f%he Financial Accounting Advisor arrived
in October 1982, and the Agricultural Economist arrived
in January 1983.

Article VI Estimated Contract Cost and Financing

The total estimated cost of the contract to the Government is
$661,000, The total Amount obligated is $661,000., See Article
VII Budget.
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General Provisions.

Delete in its entirety and insert in lieu thereof the
following:

"The General Provisions applicable to this contract consist
of form AID 1420-41C entitled 'General Provisions-Cost
Reimbursement Type Contract,' dated 10-82, which includes
?rovisions 1 through 48; form AID 1420-41D entitled
Additional General Provisions Cost Reimbursement Type
Contract,' dated 10-82, which includes provisions 1 through
20; and Alterations in Contract (AIDPR 7-7) dated
October 1982."

ARTICLE I - STATEMENT OF WORK

1. Delete B. OBJECTIVES in its entirety and insert in lieu
thereof the following:

""B. OBJECTIVES

1. General

The Grain Marketing Development Project

~ provides assistance in improving grain market
conditions, increasing food grain production,
and improving the prospects of food security in
rural area of UYper Volta. Tke long term goal
of the technical assistance component 1is:

a. to upgrade the National Cereals Office's
ability to allocate storage facilities i a
manner which maximizes the efficient use of
its resources;

b. to strengthen OFNACER's ability to analyze
market conditions; and

¢. to make rational pricing recommendations and
procurement plans which conform with market
conditions and intervention capabilities.

The end result is that OFNACER's data gathering
and analytical capabilities will be upgraded,
enabling the organization to perform day-to-day
commercial operations more efficiently.
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2. Specific

The specific goals of the technical assistance
component include:

a. To demonstrate to the Director General and
his staff the value of empirical
information, how to identify what
information is needed, how to collect and
process the selected information, and how to
apply the information within the day-to-day
operations of OFNACER.

b. To help define OFNACER's role in th Voltaic
grain economy by identifying the operations,
cereal varieties, etc. best suited to
OFNACER's capabilities and those operations
and areas which should be left to the
initiative of the private sector.

c. To outline the practical constraints to
OFNACER's abilities to Yredict and enforce
fixed prices and possible interactions with
market factors.'

2. Delete ''D. WORK STATEMENT'" in its entirety and insert in
lieu thereof the following:

"C. WORK STATEMENT

In attaining the objectives of this contract, the
Contractor shall provide OFNACER with a team of
long-term technicians including an Agricultural
Economist as team leader, and a Financial
Accounting Advisor.

These advisors will work closely with OFNACER's
senior management to deaign and implement
management system that will identify what
empirical data OFNACER needs, collect and process
the selected data, and produce the information
needed to improve OFNACER's day-to-day

operations. In carrying out their activities, the
advisors' emphasis will be to help OFNACER define
the role it must play in the marketplace to make
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grain marketing in Upper Volta more efficient and
to implement changes in day-to-day operations so
that OFNACER does fill that role.

1. Agricultural Economist (Team Leader (32.5
months - 3 = May . The
Agricultural“BecHonlst°0111 serve as technical

' advisor to the Commercial Director of OFNACER
for a period of thirty two and one half
months. He/she will be responsible for the
establishment and development of a planning
unit (the Cellule des Etudes, de la
Planification, et des Statistiques) and on the
Job training of two Voltaic college graduates
with degrees in Economics who wil% utlimately
assume the responsibilities of the planning

unic.

a. Specific responsibilities from
January 1983, thru June 3, 1984 include:

1) The establishment and development of a
statistical research and management
planning unit capable of collecting
relevant data analyzing such data to
permit OFNACER to become a more
efficient and effective market
intervention agent.

a) provide supervision and on-the-job
training for two local economists
employed by OFNACER;

b) develop market information system
(quantities and prices);

c) conduct specific studies as
required to complement existing
data.

2) Assistance to the Commercial Director
in planning the buying and selling
campaigns,

*Note: Time spent in language trainiig shall be

counted towards the total 28~ months
required. J2.56m
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a) analyzing available production and
stock information;

b) recommending localities and timing
of intervention to assure
maximization of OFNACER's
objectives;

c) recommending quantities to be
purchased/sold by locality to
assure maximization of OFNACER's
objectives;

d) analyzing the relevant cost and
price parameters in order that
OFNACER may present rational
pricing recommendations to the
interministerial commission

3. Assist OFNACER in development of an
improved warehouse distribution plan.

a) assess local grain balances over
time;

b) assess the availability and
adequacy of alternate storage
facilities;

c) assess the economic and financial
implications of such a plan.

4. Assist OFNACER in the analysis of
transportation, storage, and
administrative costs and present
recommendations of OFNACER management
regarding increased efficiencies.

b. Specific responsibilities from
June 3, 1984, thru May 3, 1985 include:

1) To continue the training of two

Voltaic economists currently working
with him who will be able to manage
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2)

3)

4)

5)

6)

7)

8)

9)

-6-

themselves the Cellule des Etudes de
la Planification, et des Statistiques
(CEPS) upon contract completion.

To play a directing role to CEPS in
identifying the marketing problems of
OFNACER in coordination with the
Commercial Department by conducting
surveys for OFNACER.

To assist the Commercial Department
conduct statistical analyses, plan,
and improve the staff potential of
this department, and better coordinate
the management of the regional
management offices.

To readjust the expected geographical
sales reports over time according to
needs and available cereal stocks.

To assist the Commercial Department to
plan stock movements in order to
minimize the frequency and cost of
such movements.

To complete a detailed analysis of
market prices using the newly
established market information system.

To analyze the 1983/84 and previous
year's commercial activities in order
that OFNACER's managerial staff can
utilize such information for
formulating its marketing policy and
taking managerial decisions.

To assist the Commercial Department to
establish a system of analyzing stock
movements.

To work in close collaboration with
the other technical offices of OFNACER
in order to improve the general
management of the office.
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10) To participate in the planning and
installation of a computer system
appropriate OFNACER's managerial
requirement.

2. The Financial Accounting Advisor (26 months,
ctober - December . he Financial
Accounting Advisor will serve as a technical
advisor to the Director of Finance and
Accounting for a peri.d of twenty six months.
He/she will be responsible for the
implementation of a financial management system
desinged with USAID support. He/she will be
responsible for the on-the-job training of the
accounting office to assure that such a system
will continue to provide useful information
beyond the life of the contract

a. Specific responsibilities of the Financial
Accounting Advisor from October 1982 thru
June 3, 1984 include:

1) To asaist and advise the Financial
Director and Director General concerning
the implementation of OFNACER's revised
acccounting system, i.e. designed by
Deloitte Haskins and Sells, i.e. assuring
that:

a) transactions are executed in
accordance with management's general
and specific authorizations and
conform to the authorization, and that
such authorizations take cognizance of
donor requirements, regulations, and
restrictions concerning the use of
donor assets;

b) transactions are recorded 48 necessary
to (1) permit preparation of financial
statements in conformity with
generally accepted accounting
principles, and (2) to maintain
accountability of assets;
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2)

3)

4)

5)

6)

C) access to assets is permitted only in
accordance with OFNACER management
authorization;

d) recorded accountability of assests is
compared with the existing assets at
reasonable interval and appropriate
action is taken with respect to any
differences;

e) record-keeping errors and
irregularities can be prevented or
will be discovered promptly;

f) information can be generated on a
timely hasis from the financial
records to meet the demands of OFNACER
management and the reporting
requirements of each donor.

To assist OFNACER develop and implement a
system of physical inventory.

To establish and advise an internal
account inspection unit within the
Financial and Accounting Office to verify
procedures used and data submitted by the
regional offices.

To establish and advise the analytical
cost unit in order that OFNACER may
become more efficient and improve the
basis for price recommendations.

To assist OFNACER with the revision of
its Credit Sales policy and establish a
unit within the Financial Office
respongible for credit sales.

To assist the Financial Director with the
nanngement of diverse food aid accounts
(including PL 480) to assure that OFNACER
meets the responsibilities detailed in
the various bilateral agreements.
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8)

-9-

To assist OFNACER management review its

existing management structure and presen!
recommendations as to how this structure
may be modified to encourage efficiency.

To provide on-the-job training for the
staff of the Financial Office.

b. Specific responsibilities of the Financial
Advisor from June 3, 1984 thry
December 3, 1984 include:

1)

2)

To monitor and assist the application of
all procedures included within the
financial and accounting manual and
continue the training of the accounting
and financial personnel who will be
responsible for the correct application
of the system upon the departure of the
advisor.

a) to assist the Financial Office improve
its internal audit capabilities
through on-the-job training;

b) to assist the implementation of
internal control procedures;

c) to assist the application of
counterpart fund procedures and train
the responsible accountants in their
nanagement ;

d) to update the Financial and Accounting
Manual by incorporating necessary
modifications.

To finalize the Financial and Accounting
Manual with the collaboration of a loca
accounting expert to better adapt the
current system to Voltaic accounting
regulations.

a) to contribute to the implementation of
analytical accounting system end to
train the agent charged as section
chief;
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b) to contribute to the implementation of
an accounting system for purchases,
and to train the personnel charged
with this operation.

3) To participate in the definition of needs
for the computerization of the Financial
Management Office.

4) To assist OFNACER to improve the quality
of its management.

a) To examine and propose all possible
measures which permit the reduction of
costs and lmproved efficiency;

b) to complete any study, analysis, or
asgignment for the Financial and
Accounting Department, the other
technical departments, or Central
Management that will permit improved
information flows and decision making
capbilitieg.

D. ARTICLE II - REPORTS

1.

3.

Under C. OFNACF™ REPORT delete the last sentence and
insert in Ifeu thereof the following:

"This report shall be submitted by June 3, 1984 in
French to the Ministry of Rural Development and in
English to USAID/Upper Volta."

Under D. Final Report delete the first paragraph in
its entirety and Insert in lieu thereof the following

"Upon completion of the effort described in Article I
= Statement of Work and not later than

August 3, 1985, the contractor shall submit a final
report to USAID/Upper Volta (5 copies in English) and
to OFNACER and the Ministry of Rural Development (5
copies in French). A draft report and oral briefing
shall be completed prior to departure from post.

Delete E. Evaluations in its entirety.
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ANNEX 8

OFNACER's Sales and Distribution System

The attached "Note d'Information' describes the
organization of OFNACER's sales activities. The unofficial
translation which follows it was prepared by the evaluation
team.
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/) /)INIS’L‘E-RE U }™VELOPPENEHT RURAL REPUBLIGUE IE HAUTE-VOLTA
i =S Unité = Travail - Justice

OFFICE NATICK ", DES CEREALES e )
B.P. t 53 - OUAGADOUGUU e

TEL 1 367-%: / 367-39

-l e e imes IS e S

Ouagadougou, le 10 Octobre 1983

\/~ 001481 __ /OFNACER/DG

N oTE D'/ NFORMATION

SUR LES CIRCUITS REVOLUTIONNAIRES D DISTRIBUTION
DES CEREALES

[ -z o T e

En exécution de la lettre-circulaire n® 1726/CNR/DR/OFi4
du 29 Septembre 1983 du Camarade Ministre du Développement Rural, le
Camarade Directeur Général de 1'OFNACER informe les camarades collabo-
rateurs d¢ 1'0ffice, les camarades membres des C.D.R., les camarades
patriotes commergants agréés que les dispositions suivantes doivent
8tre atrictement observées pour un succds total des operations

d'approvisionnement en céréales aux citoyens consommateurs

TROIS FORMULES DE DISTRIBUTION SONT CONCUES

1) Vente des céréales dans les points de vente OFNACER

1.1 Les centres de vente OFNACER ouverts du lundi au namedi .ir
seront régulitrement approvisionnés pour la clientéle.

1.2 Les ventes aux consommateura s'cffectueront avec la super
sion des C.D.R. qui prociéderont au contr8le de la régular:

deas opérations de vente notamment par

. Le Contr8le den cartes de fam!lle ou du derniexr bulleti
de paie et dea pidces d'identsté pour la vérification d
le conformité,

. Le pointage des pidcen préamentdeus pour dviter des espdev
tiong,

« la quantité A livrer par conoommpateur est soumiso b
1'appréciation responnable den C.D.R,
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) Livrajson des cérdales aux consommateurs par les CDR

2,1

2,2

2.3

2.4

2.9

Les COR désigneront deux rezponsables chargés de l'approvision-
nement de leur ressort, Les noms et prénoms de ceux-cl doivent

ttre communiqués au Sécrétariat Général liitional des CDR,

Les responsables CDR déaignés exprimercnt les besoins de leurs
militante par liste d@ment viséo par evx, La quantité des
céréales a livrer par consommateur est lajissée A l'appréciation
responsable des CDH qui connaissent tres bien les femilles de
leurs militantc, En mtme temps qu'ils cxpriment leurs besoins,
les militants riglent la valeur des quintités de céréales

dcwandées.,

La lists accompagnée des fonds collect«s est déposée auprds
des centres de stockage de 1'OFJACER qui procktderont & la livral-

gon des produits A un lieu préalablewcnt déterminé par les CDR,

Les militants concommateurs se présentcront au liecu-dit pour
prendre livraison de leurs céréales entre les mains de leurs

" recpansables d'approvisionnement ".

T1 ect important d'indiquer qu'il est houtement souhaitable que
les besoins exprimén atteignent le minimum de chargement d'un
camion ( 7 Tonnes ),

3) Ventes des céréales var les commerganta agréén

3.1

3.2

Les commercants ngrédés regoivent livraison deo cérénles auprds
de 1'OFNACER apris rbglement en présence do délégués CDR en vue
d'assurcr l'approvisionnement de consonmateurs d'ung aire
oographique,

Préocntn au chargemant ¢ovt comme au déchargement, les

déléués CDR oupervisent jusqu'au dernior sac les opérations
de vante en agsurant notarment

Lo contr8le deu carten de famillo ou du dornier bulletin

do paie ot les pibces d'i{dentitd pour la vérification de
conform!td,
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. Le pointage des pitces présentées en. vue d'éviter les
spéculations,

. La quantité A livrer par consommateur est laissée &
1'appréciation responsable des CD,

3.3 11 est important de souligner qu'afin de permettre aux cormer-
cants patriotes d'essurer la distribution des céréales aux
consommateurs au prix officiel une remise de 1,5 F.CFA par

kilogramme est conccdée 1 ceux-ci.

A titre d'excmple, le sac de 100 Kg de sorgho blanc
qui cofite officiellement B,315 F.CFA eat 1livré anux commergantas patrioteo
% 6.165 F, soit une marge de 150 F.CFA par sac de 100 Kg.

Camarades militants du Conseil National de la
Piyolution, mobilisons-nous pour défendre lea acquis do notre révolution
¢‘mocratique et populaire afin d'accéder A des victoires de pluo en plus

+latantes,

La Patrie ou la lMort,
Nous Vaincrons.

mpliation
P Diffusion Cdén'zale,

.! ./ X
>, S
MaRamadow 4 AWADOGO
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Office National des Cereales
B.P. 53, Ouagadougou

Information Directive on the Revolutionary
Circuits of Cereal Distribution

In promulgation of the provisions contained in Circular Letter No.
1726/CNR/DR/OFNACER of September 29, 1983 from Comrade Minister of
Rural Development, Comrade General Director informs his comrade
colleagues of his office, the comrade members of the Committee for the
Defense of the Revolution,and the patriotic comrade authorized
merchants that the following regulations must be strictly observed for
the total success of the cereal supply operations to the citizen
consumers.

Three Distribution Systems have been formulated.
1) Sale of cereals at OFNACER sale centers :

l.1 The OFNACER sale centers will be open from Monday to
Saturday inclusive and will receive regular supplies.

1.2, Sales to consumers will take place under the supervision of
Committees for the Defense of the Revolution, who will ensure
the regularity of sale operations by:

- Checking the family identity cards, or most recent salary
slip, or identificat{on documents, for conformity purposes.

- Marking the documents to prevent speculation on the part of
consumers.

= Having the quantity delivered to each consumer checked by
an appropriate member of the Committee for the Defense of
the Revolution.,

2) Delivery of Coereals to Connumers by the Committees for the
Defense of the Revolution,

2.1 Fach Committees for the Defonse of the Revolution will
designate tvo membors as responaible for the diatribution of
cereals under thelr control, The family name and all given
names mudt he notifled to the National General Secretariat
of the Committen for the Defense of the Revolution,

2.2 Those Committes mombera thus designated will regiater the
needa of their party membors by means of a duly certified
1int. The quantity of cereals to he delivered to each
consumer {8 left to the reaponsible judgment of the
Committees for the Defense of the Revolution, who know thelir
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2.4

2.5

3
3.1

3.2

party members” families very well. When they establish
their requirements the party members will pay the value
amount of the cereals requested.

The above mentioned list, together with the funds collected,
will be deposited with the appropriate OFNACER distribution
center, which will then deliver the cereals to a place
already specified by the Committee for the Defense of the

Revolution.

The party member consumers will present themselves at the
appointed place to take delivery of the cereals from the
Committee member already appointed responsible for
distribution.

It is highly preferred that the requirements stated amount
to at least one truckload (7 tonnes).

Sales of Cereals by Authorized Merchants

The authorized merchants will take delivery of the cereals
from OFNACER after having paid the appropriate cash amount in
the prerence of delegates of the Committee for the Defense of
the Revolution.

The Committee delegates will remain on gsite until the very
last bag has been loaded or unloaded, to supervise and to
ensure specifically the following:

- That the family identity card, or most recent salary slip,
or identification document, is checked for conformity;

- That the documents are duly marked in order to prevent
speculation;

- That the quantity to be delivered to each consumer 1is
determined by the Committee for the Defense of the
Revolution.

1t i{s {mportant to emphasize that in order to enable those
patriotic traders to distribute cereals at the official
price, they will recelve a discount of 1.5 CFA francs per
kilogram. For example, a bag of 100 kilograms of white
sorghum, which costa offictally 8,315 CFA francs, will be
delivered to patriotic traders at 8,165 CFA francs, that is,
a margin of 150 CFA france per 100 kilogram bag.
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Comrade members of the National Revolutionary Council, let us
mobilize to protect the achievements of our democratic, popular
revolution and go on to yet greater victories.

Fatherland or Death,
We Shall Overcome

MAHAMADOU SAWADOGO
Director General
Office National des Céréales.



ANNEX 9

Minutes of the Price Committee Mectm
(November 6, 1984)
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OF WPCER

FINISTERE DE L'AGRICULTURE ET DE BURKINA F A‘S 0

5=—=;=—=-=—L 'ELEVAGE—="='="="=-="

-l e e - -

C.E0 -

R

6 ) ROCES-VEREAL DE LA FEUNION
/ DE LA CONMISSION TECENIQUE CKLRZEE DES

MESURES RELATIVES A LA COMMERCIALISATION
DES PRODUITS CEREALIERS,

L'an mille neuf cent quatre vingt quatre et le Vingt nouf Octecire,
s'est réunie dans la salle de Conférence de 1'H.E.Rsy la Commission Techkricue

chargée des resures relatives a la Commercialisation des produite cérésliers,

Membres de la Corrmiscion,

-~ Le Cde K/XBIRE Hean Martin, Ministére de 1'Agriculture et de
1'Elevage (Président de séance)

- Le Cde SANON M, Jules, Représentant du Directeur Général de
1%Agriculture

~ Le Cde DYEMKOUMA Dominique, Represertant du Bdrecteur de la
Production Végétale

= Les Cdes GO Dokl® et OUOBA K. Bernard, Direction
de la Production:Végétalee

~ La Cde SOMDA Brigitte, Directrice Générale des Douanes

=~ Le Cde COULIBALY Tbrahim., Directeur de 1'Administration
Territoriale et de la Séeurité P.I,

= Le Cde OUEDRAOGO Nongoma Laurent, Directeur Général de 1'0FNACER

- Les Cdes M, Moussié OUEDRAOGO Harouna et OUEDRAOGO Jean-Pierre
Direction Générale de 1'OFNACER '

- Les Cdes TAMBOURA Amelie et SANON Félix, Direction Générale du
Commerce et de l'Approvisionnement du Peuple,.

= Le Cde TLBOUDO Michel, Directeur Général du Commerce et des
Prix P.I,

=~ Les Cdes OUEDRAOGO Pierre et ZOUNGRANA Ousmane, Syndicat des
Conmergants de Céréales

= Le Cde DENGTOUMDA Mizinda,. Président des Syndicats des Agricul-
teurs,

§ —t—

Merbres absents 3
Ottice Nitr..r.u ae¢ r..

Le Président de la Chambre de Commeroe
Le Directour Général de la Planifieation
Le Directeur du Commerne Intérieur,

Eorego-é Vvt
Le —flecfsy 1 3

o

eeee/ous
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OBSERVATEURS

-~ Le Cde. PALM Eric, Caisse de Stabilisation des Prix des
Froduits Agricoles

.i Le Cde Yadgho Augustin ' Caisse Générale de Perequation
-des Prix U

Le Cde SOW Louia. Directeur ‘de la’ Cooperativb de la Valli
du Kou, -

- L& Cde ZQNGO Maurice, FASS YAR (Sisalia)'

Le Cde Secrétai;é Géréral du Ministére de 1'Agriculture
et de 1'Elevage(Présidént de Séance) ayant constaté que le querum est
atteint debute la réunion, Ii-ragpelle que 1a,Commission doit se réunir

tr01s (3) fois pgr an g

En Juin’ pour la propBsitdion des prix d'achat au producteur
~En Octobre pour 1'examen du dossier dé la Carpagne de’ Gome
nerc1alisation de 1'OFNACER

~-En Novembre pour libpropbbitio# dgs_j;ix:ae“vqntg_ag con-
sormateur, D » | .

Il invite elors les membres de la q@ﬁmiééiéq 4 appgfter'les
éléments d' éppréciation permettant de fixer doffectement Les prix des'pro-
duits cerealiers. Les propositions feit-il remarquer, doivent aller dans 1
"sens ‘de la politique du CeN,R. de défendre. les interéta ‘des maeses popu-
laires e¢ d'oouvror vers l'autosuffisance alimentaire. n informe egalene]
la commission, ‘de la: decision des Autorites de 11berer 1ea_prix des Intra;
Agricoles qui jusque 1la etaient subventionnés par l'etat..Etant .donné que
clest la Directio; Generale de 1'Agricul ture (D.G.A.) qui detient les
informations tethniaques permettant de faire .une 1ere ‘approche du probleme

il propose la procédure suivgnte qui sera, adoptee s

°/ La Direction Générale de 1t AgriCulture fait a la con=

L

du Kg des culturos ceralieres de base (mil, eorgho, ma!u)

2°/ La Commission diacute Bur. le prix dégagé pur ln DuGohe

}’/ La Commission ndopto a partir de la. diacussion et des
différentes propositiona dea membroa de ln,commiusion. un prix du Kg de
chmque cernalo.

.Le Preuidont de Séance donne ensuite ln parole au Reprc-
sentant du Diroctéur Geno:al de 'Asricultura _pour qu'il expboe la méthod
de calcul de prax dn;reviont du’ 'XKg de pnrealo (mil, porgho, ma%fs) ou
égard aux contu de productionn Intrnnto.kgricolob, Main d'Oouvro),

‘ooo/coa .
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En ce qui concerne le riz, c'est le Representant de la Vallee du Kou qui

vl Tl
gn fera l'erose immedlatement apres. De ces deux (2) e!poses, accompagnes

.-.de leur rapport .techniquey-les prix c;-dessohs indlques seront degages

(F/KG) . Lt TEREAN
. ) ! Scrgho .l Mil | MaIs - 1
D U R I I A l l
.i‘TracﬁEch assine ™ .ome e -:J 96,40 : '165326J5.: vﬂ77|t°"j‘
S e— T T T Tt
{ Traction bovine ! 89,50 d27,70 1 1. 59,60 1
L ! 1 I | L
i Culture traditionnelle - - ; 224,70 1 260,80, 1 IAC,L0 ;
a L TR . - -

En falaant la moyenne crithnidique des prix avec 1a margo beneficlalre de{

15% on aboutlt aux résultats ‘suivants - [ -

. - SOrgho : 137 F/Kg
PR R V7 & T S 191 F/Kg X
’ "= MafE' 3T ” 99 F/Kg

AR SR paddy 1 T T B 6 B

1y, %
lf

" Le Secretaire’aineral‘fait remarquer que pour ies prix moyens on devrait
- '1.".” i .
'plutBt 2 "fdire ded moyennes ponderees (sulvant la pourCentage de productlon

des dlfferentes céreales) et “non tine moyenne arithmethue, ce qui aurait

l‘.,, . I N . v

- .

' relevé 1es pri¥y - D ;
© un, RepreSentant de 1'ornncza voudrait savoir dans quel cadre
les-chiffres de’ rendements aVances ont ete retenus. La D.G.A. repond en

disant qu'elle s'éthit réTéréd a un document de ia campagne precedenteo

. f o ,. . Le Secrctaire General de Mtére do. 1'AgricEL,. intervient pour
dire qu un.rendemcnt n'eat en principe valable ‘que pour une cnmpnsne. une
region et uno culture donnces. pet fait alora remarouer qpe.comparativeﬁ?pt
aux chiffrea de rendcment relevos dana les rapports dea.O.ﬂ De au 50/09}198#;

.les rendoments adoPtcn sont ropreaehtati!u de 1u campngno. . P

Yo eie, T fait, remarquery. a .ce tztro que ai ‘par ‘exemple le prix
d'uchgt au.produgiour p'ent pas fixé de maniéro riéalisté; 1'on se heurte
d la réticonte dos paysans & vendre & 1°' OFNnCER. A I

& v e L I'vCommence alors 1o’ débnt dd {ond o loa rembres de la Commimcion
vdodvent fmire uno nnalfh"objbctivo do la aitun!ion nfin de fixor dus prix
réalistey quﬁ‘pobmubtront d'attolndro 1ei objoctifu pournuxvzso o

' |
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Le Directeur de 1'OFNACER infervienon;' a pgon tour dit queo la
Chambre de Comncrco avait nsage de livrér les prix pratiques eur les
. marchea ‘des pays volsins et insiste sur l'importance db cetto démarche
pour la commcrcxallsation des cereales. Il ‘informe ensuite la commicsion

dcs deux points suivants :

» »

1°/ L OFNACER a requ dea 1nstruct10ns decs uutorltcs pour prat:ouc
une xegionalﬂsatlon des prix des cereales.
o \2°/ LVOFK,CER va réfordre le systeme: TdE collecte et de cormercia-
lisation dcs cereales et.a pour. cela adopté trois (}) formules § .
- Redfnarlser la collecte dcs cereales par les groypeaents vil-
rlage01s er. rarpcrt avec les O.R.D.,- lcs Hauts Cormlssalres et les C.D.
~ Créer des centrés populalres de collecte.

-

-~ Instituer au niveau de cPaque ﬁrovinée des .commerfants agrécs.

Le Secrétaire Gereral du Ekcne’ﬁe l'ngr-:ulture ‘et dé 1! Elcvage
demande au Directeur de l'OFNhCER s'il’'y a des Instructions précises sout
forme écrite sur la reglonallsat1on des’ prix. o' falt remarquer qu'il y ¢

des zoxes de productlvite oereallere differente.

Prenant la parole le D1rectcur de 1! OFNACER pre01se qt'll a rcgy

des ins»ructlons yertales ‘de 1la part du Chef de 1'Etate

.Le, Dlrecteur de 1! OINACER indlque sur une carto du Burkina Fase
.qu'il falt dlstrlbuer 4 1'assistance Quatre (h) gones qprrespondant a
des product1v1tes différentes et a Ees prix differents pratiques Bur les
marchés
- 1ére zone 8 excédentaire
- 2éme zone 3 production plus ou moins-equilibree
= 3éme zone.legerement deficitaire

- Léme zoneg .déficitaire

Le Secrétaire Général/MAE récapitule alors i l'nftontion.deo
menbres de la Coxmiscsion tous 1es critéres qui doivent donc &tre prim cn

conpte dans lecs prix a fixer @

= Lo fagtecur regionnlisutlon
= Lo prix au conaommatour

~ Lo facteur libération du prix des Intrants Rgricolos.

I 1nvito loc membros de la comnission & ac prononcor toun a tour sur
la quontion de 1la rcgionuliontion dog prix qui vient poser selon lud le
probléme du prix d'achat au p:oductcur ot colui do vontu au corpocmatou

loquol de coo doux. prix pout répondro au principo do la robionnlinntion

et

La parole & ce proporefait le tour do la b%able.s
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- In Rnprésentnnt des Commerqants‘ pense qu' en ce Qui concerne les zones

déficitaires comme le Sahel, on ne saurait fixer un prix d'ackat au producteur.

- Fagn Yar 3y il faut considérer les avantages de la régionallsation du C8té
producteur et du c€té consommateur, Pour les zones eycédentalres, la régiora-

lisatien des prix est une incitation & la rroduction,

- Cozmerce et Approvisionnement du Peuple :‘régionélisér le prix d'dchat au

‘producteur’ popa be,ucoup de problemes ; il vaut riewx ‘donserver 1'unifor=ité

des prix,

apphrtlent

- C.S.P.0 %, 1 11 Plutt 2 1'0FNACER d& faire des-propositions.

~ Directicn des Doucrnes : du r8me avis que le represant¢rt de la CErPi,

- Adminlsurﬂtlon Tc:Litorlale et Sécurité opte pour l'unlfornité des prix,

- DGA 1 il vaut mleux réolonaliser le: prix de 'vente. au comsommateur -ais uni-

formlser L61u1 de 1'schat eu produvtcur.
' v

~ Caisse Génerale de Péreou=t10n ¢ i1 s¢ pose le proble"e de la dLLLLbY des

prix (achat eu producteur et vente au consommatéur),
Ie rég*onali$atﬁon resouirait e probleme au niveau de l'OFNﬁCEP qui
n'nurniﬁ:qu'é acheter lep. céréales dans les 2ones excedentaires afin de les ache-

i

ziner dans celles déficitaires,

- neprésenthnt du Commerce et Aprrovisionnepent du Peuple : propose 1'urifor-
mité pour leé?ﬁ*ﬁbhat au producteur et la ‘régionaligation pour le .prix de verte

au ceonsomnzteur,

~ Syndicat des asriculteurs i propose d'achoter “len. céréales dans les zones

oxcédentajros et de-len vondre a des .prix raisonnables dans les zones déficitaire

= Directeur de 1'GFLACER n;;ofte ur rectificatif sur la compréhensiorn du

principe de 1a régionalisation des prix } 11 o'agit s

o de fixer le prix des cé éa]es au nivoau de chuquo province par les
Hauts Corrissaires ot les CDR,
"+ d'inciter lep zones producttvon A accroitre’ léur production
o 8¢ préparer des cartes ¢ approvinionnemont dnnn 1o zbnes 84fi-

citairoso,

Ropronnnt la parole, le Secrétaire Général du Miniut%ro de M'Agrleulty
re ot de 1'Elevego ait qu'en partant du principu de 1la fixation des 2 prix
(prix a'achat au produatour ot prix dv vente au consommateur) au niveau
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1 evincinal lg edmmiivion p'aurait donc plus Qe raison d'Btre, Firer ceponitiu
un prix de vente au e’nsarmateur 3 portée de sa bourse et compte temu des c!
ges en matiére d'approvisionnement (transport notamment), suppcse une goure
de subvention, 1'Etat: en l'occurence. la libération des prix des intrdnts

agricqxes'supbose également la régionalisation de leurs prix.
. -‘:4. A\ ] -

" 211 ne‘restait ilus qu:A fixer ies prix d'achat auuproducteura ce
poarquoi le Pre=1dent de scance invite les membres 2 falrc de propositions
crntes. Chdque directlon eut droit A la pnrole pour faire sa proposition
thntlv“ ive ou qualitztive des prix,”
citions est consifmé dane le tatleru ci-descsot: .

le résumé des prejo
Tableau des proyositions des prix (F CFi/KG )

T

I Mid ISorgho blanc I Sorgho | Riz paddy | Mal

3 ] l ) .. | »ouge | ! _
! T r o 1 - !
Synéicat des Counnm ergxnts 1 95 ! .90 1. B0 1 - 85 1 £
Feso Yer - : - - - “ L‘80,7h

Dtior. Forretion des Frix.3 , Il est'dif{icileﬁd'apprécigr sans doounent
) | SR ‘

.
: -

CeSePePoie ¢ Proposons la reévisiorn des prlx de revient & la
taisse oo . e
. RS " o -
Douanes . .3 Fas de prop051t10n. On devait fourcir le docute
" v avant la réunion et non eeance tenente, Mais
tant que douaniers nous sormes favorables & une
hausse des prix
Vallée du Kou g - - - 85 -

LdreTerritoriale & Sécurité: Nous ne possédons pas des critéres objectifs
' d'appréciations,

A S G O I W CW GW P GuS Cen S D Pup Pen Sad Pum Pud

caisse Générale de Perequation: Ent -tant qu'obaservatours nous n'avon8 pas dc
proposition . '

ganmerce | Propose une nugmentation des prix de céréales d
30% par rapport & l'an dernier,. naut pour le ri
(15 & d'nugmcntation) .

I S M G S - G ten G e em

R 80 80 75 85 8
Syndicat /griculteur I S8'nlignc sur 1a propesition du Représentant du
Commorco.
| OFNACER ! 80 75 65 8074 70
! ‘
ID.CeAe I réitére a nouveau les prix do roviont propoaén
! ! dans lc¢ document technique,

4

Un Repréaentant de 1'OFNACER fait recarquer que la mubvention du prix
do vente au conscommateur nura pour connbquence la monopolisation do 1
commercialisation par 1'OFNACER,les Commergants ne pouvant pas vendre
prix officielsn. . 9-8 sogdpoe
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te Secrétalre Cénérak/M...E. recapitule les différentes propo-
sitions et il ressort les prropositions de prix suivantes ¢ Mils BOF/KG
¥afs ¢ 85 F/KG, Sorgho Elanc 3 80 F/KG, Sorgho rouge t 75 F/KG.

I1 fait remarquer 18 neceseite de faire les propgsitlons
d'actat au producteur des cereales en détut de campagne afin d'inciter

a lu production comme pour le coton,

CONCLUSIONS

‘La,qumissionga“QQthé,.lesfrésolutions suiventce

~ Uniforriser'les prix c'achet au producteur,

- Régionaliser les prix de vente-au consorrmateurs

Le régionalisation aura, pour avantage 8

- D'inciter les zores productives 4 pméliorer leur potontiel de
productioﬁ.

-~ De permettre aux populations des zones déffcitaires dl'avoir
acmbs aux produits vivriére. dont les prix seront étudiés en fonction de leu
lour pouvoir d'ackat. =) Cu;L:f:}}J{

e e

La Patri& ou la morty nous vaincrons |

Lo PRESIDﬁNT DE SEANCE RKPPORTEUR "S8ECRETAIRE DI
SEANCE
"o - 'ﬁf{L -

e g Tt S ; ;\-\-’A,’J‘
j7}q,ﬂﬁﬂ‘“ : - - — N L
Y./MBIRE Jean Martin vUOB,A Rornard T/MBOURA Arélic
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ANNEX 10

Organization of OFNACER's Buying Campaign
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ionnarisation de tous les domaine

de tous les secteurs d'activité, est le mot d'ordre qul corres=-
pond au moment présent",

Camarade Thomas SANKARA

Discours d'Orientation Politique
du 2 Octobre 1983,




/)/)INISTERE DU COMMERCE ET DE
L'APPROVISIONNEMENT DU PEUPLE BURKINA FAS50

OFFICE NATIONAL DES CEREALES
BP., 53 = OUAGADOUGOU -

Tél. 33-67-38 / 33-67-39

Ouagadougou, le - - Z:c. 1944

00x¢ 700 /CNR/CAPRO/OFNACER /DG /DC Le Camarade Directeur Général de
1'0ffice National des Cérdales

_/=)ux

Objet g:?f:g:° ?;;17?;é° de Camarades Contr8leurs Départementaux
+ ° 4 3 de Gestian,

Camarades,

La Campagne Nationale de collecte vient d'8tre lancée dons les
Centres Départementaux de Cestion.
!
Le Gouvernement Révolutionnaire a déoidé cette année de rolovj
Plus de 25% les prix d'achat dos cérénles afin que noa produoteurs voien
réocompensés leur dure labeur et soient incités A produire davantcge.

J'attends donc de vous une action intensive et soutenue dans
colleote de nos cérénles loocalea, Aucun effort ne devra 8tre épargné po
celleoter le r ximum de cérénlens j développez des initiatives et amelior
relations avec lem autorités administratives, les CDR, les groupenents
villageois, les banquen do céréales, les ORD etc...

Copendant, cotte action ne doit pas vous dispenser des contrpl
contrfle de la qualité, de la quantité dom cérénlem et du travail mené Py

3

agents aur le terrain g.lcc X 223 tourncea trdyo fréquenten,

La Direotion Générale do 1'OFNACER, grfice A ses équipesde
sensidilisation effectuora de nombreuses tournéesm danm toutes les I'roving

La rPatrie ou la Mort, Nous Vainorons
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Le présend guide s'adresse A tous les agents OFNACER intervenant dans la campagne
nationale de collecte, il a pour objet de définir le cadre rdglomentaire régissant
les activités de la campagne. Il permet également aux autorités administratives,
aux Camarades CDR et aux organisations paysannes d'avoir une information complitte

chaque année sur le ddroulement de la campagne d'achat de 1'OFN\CZR.

la campagne nationale d'achat danas chaque centro départonental de geetior
(CDG) ent dirigée, animée et coordonnée par le Contr8leur resporuaidle du CDG, sur
la base du guide et des inatructions regues de la Direction Génércle, en étroite
collaboration avec len groupementn villageois, banques ds cédrécles, cutorités

adminiestratives, CDR et ORD,

e Contr8leur par mes tourndes régulidres doit pouvoir informexr une
foin pa semaine par teus moyens la Direction Commerciasle de l'évolution de la

collecte dans son CDG et den problémes qui pourrail survenir,
Le guide 1984/1989 comprend 4 grandes parties

I = lea Objectifa
II =~ les Produitas

IIT . lt0rganisation des achats
IV - l'Enreginstrement dos mouvements de stook,

I - Lea Obisctira

L'Office llationa)l des Céréalen, compte tenu dea différentes infermationa
qt' prévioions plutBt pesaimistes sur lew réocoltem 84/85, a retenu un objectif
national de ovlleote de 15 000 tonnea de cérénlem ¢ mil, male, norgho dlanc et

rouge,

Cet objectif no doit pas 8tre perqu comme une fin en ol mzis plutbt une
indioation, L'OFNACER oollectera le naximum de cdrédnlems dimponiblen 12 oh ellens
se trouvent mans pour autant chercher A vider lew grenierm des payscna de leurs
atocks rémervéds A la conmcamation familiale, LYOFNACER est prdt 4 acheter tout
1'excédent comumerainlisable,

10-5


http:L'OFNACY.Jt

-7 =

les Sous-Objectifs r CDG/par preduit

!

: g:né::t?ggartemontal 5 3;??:5293 ;'
: Ouagadougou : 1 300 :
! Dédougou ! 5 000 !
! Bobe-Dioulasse l’ 4 000 l'
! Cuahigouya ! 500 !
: Fada N'Gourma : 1 700 :
! Gaoua { 1 000 !
: Koudougou : 1 000 :
! Koupéla ! 500 !
! ! !
! TOTAL | 15 000 !

II - les Produits

L'OFNACER collectera cette année les produits suivants g mil,
sorgho blanc, sorgho rouge, Ces produits devront obliggtn;;gmog: !tiﬁ so ﬂ‘l:j

irréprochable.

Les agents OFNACER cone. tents des problémes nccesionnés par le
stockage prolongé de céréales humides, infestéosou en début d'infostation,

prendrant toutes mesures pour vérifier et contr8ler la qualitd gt le poida_ds
tous les saocs,

Le ContrBleur, l'Asnistant ot le Chef magasinier informeront
largoment tous les agonts ocollecteurs et procéderont A des contr8len de leurs
ao;ivltdl d'achat. Toute céréale humide ou infestée, tout mac ne fziment pas 1
poidl devront 8tre rejotés, Le ContrBlour ent responnable de 1la quclité et de

quantité den produits achotés,

Les mnganinog destinds A recevoir los produits do 1a: nouvelle

caapagne devraiont 8tre auparavant vidés, nettoyéms et désinfectds,

IIl- L'Organinntion don nchata

Trois formules de colloctes sont adoptées cetto annde.

1) Las_Achate 1

LYOFNACER achdtera cette année par 1'intermédiaire des groupel
villageois, des marohds populaires d'achate et des commergants 3réés,
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1«1, Les Groupements Villageois et autres organisations payscnnes

Comme les campagnes Précédentes, 1'OFNACER dans son décir de
soutenir les erganisatinns paysannes privilégiera ses achats auprés des

groupements villageois.,

Les groupements seront choisis de commun accord avee 1'ORD
(encadreur desdits groupements) parmi les Plus séricux et ne devrcient pas 8tre
débiteurs vis-3evis de 1'OFNACER. Il Tecevront des avances do fonds pcr tranehe
inférieure ou égale 3 300 000 Franes CFA, des sacs, ficelles etc... pour procéder
aux achats pour 1le compte de 1'OFL:CER,

Le succés de cette formule d'achat tient corpte d'une port du niveau
d'orgnnisatiﬂn, du sérieux des groupements ct d'autre part de 1a bonne

collaboration entre ORD, autorités edministratives et OFNACER,

1e2. Les marchés populaires dtachats

A ltinstar de 1la SOFITEX, L'OFNACER voudrait tendre vors la mise
en place de maichés autogérés paur les céréales, Ces marchés tiendront compte
de la spécifité des cérédales pPar rapport au ceton commercialiad par lc SOFITEX.,

Cen marchéns populaires d'achats (WPA) soront dos m=rckéas périoedique:
sur lesquels 1'OFNACER procddera directomont aux achate par 1'intormédicire de

868 propres agenta,

Cos MPA so tiendront selon une périodicité et A un lieu détorminés par
les autorités adminisiratives et los CDR. Les CDR ame chargoront d'informer les
paysans du liou ot do lz dato. Ilo oonnibiliserant égaloment lan poyornas sur
l'avantage qu'ils ont A vondre lours produito A 1'OFNACER plutdt qu'cux commergant

Loo agentn OFNACER so présentoront lo jour indiqué au lieu fixé cven lew
fonds, lem saco ot le camien pour procdéder diractoment aux achats et A

l'enldvoment du produit logé dans don saco,

L'OFNACER attaohe boaucoup de prix A la réuseite de cotte iormule

populaire d'achat.

Les centrem d'achatn olamsiquon devront tris rapidenont lzisgor la

place aux marchés populaires d'achcte,

10-7 A
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1.3. les Cemmergants

L'OFNACER avait prévu acheter cette année aux coummergonts agréés
mais la publicatien tardive des prix officiels ne lui permet pas d'attendre la

mise en place du systdme d'agrément.

Aussi, 1'OFNACER achétera cette année sans exiger d'aprécent,
Les agents seront vigilants sur la qualité et la poids des cérédale
livrées par les commergunts, Ils pourront procéder & des reconditionncments aux

frais du commer¢ant pour contr8ler la qualité,

Sacherie t loraque le produit livré par le commergint c¢at logé da
un sac en trés bon état, l'agent acceptera la sacherie et reglera zu cornergent
farf~it de 4 FCFA par kg net livré. Dans le cas contraire, 1l'agont refusera 1la
sccherie et procédera A un reconditionnement z2ux frais du comm:rgant pour

transférer les produits dans de¢s sacs OFNACER

Transport & Il est prevu un forfait de 4 F CFA par kg livré et

legé dans nes magasina de otnckage aux frais du commergant.

Compte tonu du prix"sbordable.du mals, 1'OFNACHR no _verserz pan

4 FCFA prur le transport du ma®s livré par leo commergonts,

NB 3 L'OFNACER n'euxclut pro l'erganisation d'achut tust selen la
formule d'achat auprds de commergants agréés dans l'une ou 1l'autroe province n
los autaritdés administratives et lea CDR auront déjd mis au point un syntdme

d'cgrément,

2) L'approvipionnemont den CDA _on fondo

La Direction financidro prendra tautes diopositions your
approvisionner len CDG par le nyntdme de viremont dans leo banques tu sitge du

CDG, aprds vérificntion do 1a situation den cnllectoa,

3) Lon prix d'nchat

! Unité de ! ! 1 ! ! !
! monuEa : KG : ror : {38%””’ :1/2 TINE : TINE :
!

I M1 : 80 : 64 ‘ 128 ; 640 : 1 260 :
: 8ncrghe blane y 80 ! 64 | 120 640 | 1 260
| Sargho rouge 75 ! 60 ! 120 1 600 | 1200 I
: Mals : 65 : 68 : 136 : 660 : 1 360 :
! ! ! ! ! ! !
{ $- $ 10-8 4 4 4 |
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4) La Logistique

En plus des camions et chauffeurs déja afrfectés au nivéau des CDG, 1la
Directien de la Legistique répondra dens les plus brefs délais A toute demande

de camions formuléde par un Contr8leur pour sa campagne.

Tout chauffeur paresseux, indiscipliné ou "affairiste" devra &tre

#ignalé par le Conti8leur pour qu'il soit sanctionné.

5) Les risteurnes
4.1. Groupements Villageois et zutres organisations paysannes
2 FCPA par kg net collecté, versés en fin de canpnrgne,

4.2. ORD ¢ 0,5 FCFA par kg net collecté, versés en fin de campagne.

4.3, Caisse CDR : Pour le traveil de sensibilisation, d'information
¢t d'organisation des marchés populzires d'achat,
une ristourne de 0,5 FCFA par kg ret collecté dans
les MPA effectivement "encadrés” par lee CIR gera
reversée a la Caisse CDR en fiﬁ de ccmpogne.

4.4. Magasinier OFNACER
Les magasiniers collectant dans les L.FA reccvront

une ristourne de 0,05 FCFA par kg not collecté

Les magasiniers collectant exceptionnellement dans
les centres d'achat ancienne formule perceviont une

ristourne de 0,7 F/kg collecté,

4.5, Les Contr8lcurs OIFNACER.
Ils percevront une ristourne de 0,05 FCFA par kg
net colleocté par le CDG quelle quu soit le systdme
dtachat.

6) Les Frais de Colleoctes 3
Manuteption ¢ la manutention reste fixée A 200 FCI\ 12 tonne
(ensachoges couture, pesde et chargemont),

Gardiennage s Los frais de gardiennage reotont maintonuc A 200 F
par jour, L'enlévement des stcoks dovrait oe faire

rapidement, lem frain de gardiennagoe devrzient

connaitre une riductian,
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IV) Enregistrement des Meruvements de stocks
L'OFNACER & la demande des Autorités devra tendre ) stocker dans {

centres situés 3 prnxigité des zunes de collecte, les produits achotés,
L'actien de 1'0ffice, 3 travers les Contr8leurs, sera donc cette
année de prendre contact et d'instaurer des relations suivies avee les différen
banques de céréales agissant sur lsur CDG respectif,
Tout mouvement d'entrée ou de sortie du stock collccté devra riguﬂ

sur la fiche de contr8le de stock,

1) Les Cessions au Stock Notional de Sécurité

Toute cersion de céréale au stock national de sécurité sers
matérialisée par un berdereau de réception établi per l'agent D35S en présence d

magasinier de la Direction coumerciale, celui-ci devra au paravant remplir un B

2) Les Enregistrements comptables
En plus de la situation hebdomadaire communiquée par touss poyena i
Direction Cemmercicle, un rapport mensuel sera exigé per CDG. Le xapport devra

comprendre
-~ la situation des collectes et des charges

- les pidces comptables ¢t piéces justificatives

Ce raoppnort devra briller par sa clarté et ne souffrir d'aucun retaxd

Tout agent héoitant sur la fagon de remplir un B.\., BE, ICD, PCR, |
devra s'adresser & son Contr8lour afin déviter len errours, surch-rges et ratur

Ia Patria ou 1n Mart. Nmin vai{narana o
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