
1*
 

EVALUATION
 

OF THE
 

BURKINA FASO GRAIN MARKETING DEVELOPMENT PROJECT
 

(NO. 686-0243)
 

Submitted to: John Becker
 
Agricultural Development Officer
 
USAID/Burkina Faso
 
Ouagadougou, Burkina Faso
 

Submitted by: 	 Daniel Kohler
 
Clive Baker
 

With the assistance of: 	 Allen Turner
 

Albert Baron
 

DEVRES, INC.
 
2426 Ontario Road, N.W.
 
Washington, D.C.
 
(202) 797-9610
 
Cable: DEVRES
 

Telex: 440184
0 0 

Contract No.: 	 PDC-1406-I-01-4092-OO(No.1)
 

March 8, 1985
 

Dewres
 



ACKNOWLEDGEMENTS
 

The evaluation team would like to thank the people at the USAID
mission in Ouagadougou for their hospitality and for all the help they
provided during the time that the evaluation team spent there.

Especially Lee Hall and Bonaventure Traore have been very helpful.

Special thanks also go to Rose Kaboui, who has provided much of the
secretarial support. 
M. Moussie of the South East 
Consortium for
International Development (SECID) has submitted 
to the scrutiny with
patience and has helped the evaluation team in many ways. 
 Ed Vickery,

Tim Mooney, Pamela Cheek, and Colin Weir of SECID and Lincoln

University respectively have helped the evaluation team considerably by
answering innumerable questions frankly, and by offering helpful

suggestions. 
None of those individuals, however, should be held
 
accountable for anything said in this evaluation report.
 

Our thanks go also to Albert Baron and Allen Turner, Devres
Associates, who helped prepare the final report and recommendations and
 
to the Devres Production Staff.
 

Devres 



LIST OF ACRONYMS AND ABBREVIATIONS
 

AA/Afr 
 Assistant Administrator for Africa
 
AID Agency for International Development

CDR Committee for the Defense of the Revolution

CEPS 
 Cellule d'Etudes et de Planification Statistique

CFA 
 Monetary Unit of the West African Monetary Union
 

CILSS 
 Permanent Inter-State Committee on Drought Control in
 
the Sahel


CRED 
 Center for Research and Economic Development (University
 
of Michigan State)


DG Director General
 
DHS Deloitte Haskins Sells,
 
FAO Food and Agriculture Organization
 

FY Fiscal Year
 
FYE Fiscal Year Ending
 
GAO Government Accounting Office
 
kg. Kilogram
 
KSU Kansas State University
 

LOP Life-of-Project
 
MT Metric ton
 
NCR National Cash Register

OCAM Organisation Commune Africaine et Mauricienne
 
OFNACER National Cereals Office
 

ORSTOM 
 Office for Scientific and Technical Research Overseas
 
(France)


PID 
 Project Identification Document
 
PIO/C 
 Project Implementation Order for Commodities
 
PIO/T Project Implementation Order for Technical Services
 
PL 480 Public Law 480
 

PP Project Paper

RFP Request for Proposal

SDR Special Drawing Rights

SECID 
 Southeast Consortium for International Development

TA 
 Technical Assistance
 

US 
 United States
 
USAID 
 United States Agency for International Development
 

tit 
 Devres 



Appel de la patrie 


Burkinabd 


Fonds de contrepartie 


Groupements villageois 


Mattrise de la marchd 


M~fi du gouvernement 


Soudure 


GLOSSARY OF FRENCH TERMS
 

A call to perform one's civic duty
 

People of Burkina Faso
 

Counterpart funds
 

Village groups
 

Market control (by the government)
 

Mistrust of government
 

Period of grain scarcity prior to the new
 
harvest season
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CURRENCY EQUIVALENTS
 

Week of March 4, 1985 

1 West African franc (CFA) - US$ 0.002 

US$1 - CFA 516 to CFA 523 

(The CFA is tied to the French franc (F) at the rate of CFA 50 to 1 F.) 
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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 intended purpose and objectives; and
 

0 	 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 conducted 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 officials in Washington, as well as 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 participantsl 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 project was Implemented ty a number of contractors--the
 
Abidjan office of Deloitte Haskins Sells (DIIS), Ronco Consulting
 
Corporation, and SECID in cooperation with Lincoln University

(Misrouri).
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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 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 Ouagidougou, 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

III summarizes the evaluation team's conclusions and findings and
 
develops recommendations regarding future US/Burkinabd cooperation for
 
improved grain marketing and food aid.
 

C. Conclusions 

1. Protect design
 

a. The project design was basedimplicitly 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 assumpvion. Furthermore, 
the project design did not adequately take into account existing 
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empirical studies which strongly indicated that interventions by

OFNACER in 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 
to be the
 
major conduit of policy advice to the Burkinabd 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 III, p. 51.)
 

c. 
 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 III, p. 51.)
 

2. Achievement of project purposes 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 111, 
p. 52.) To a limited degree the
 
project contributed to Its second stated purpose of improving the basis
 
for policy 3nd 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.

(See Chapter II, pp. 42 ff., and Chapter I1, p. 53.)
 

1). 
The project achieved its "immediate objective" of
 
improving OFNACER's capability and operatinr efficiency
 

Most of the objectively verifiable indicators in the log

frame have been attained, although not generally to the degree called
 
for. In particular.
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o The rolling fund which was established is smaller than
 

planned:
 

o 	 Grain stocks are available;
 

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
 

" 	 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
 
accolinting system was well designed and is 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.
 

c. 	 OFNACER's role and &tatus
 

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 	 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;
 

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 Burkinabd government; and
 

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
 
Devres
 

0 



activities where a postgraduate education is an essential
 
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 financtal 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/Burkinabg
 
cooperation in grain marketing
 

The current Burkinabd 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 against 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 of 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 ("maftzise du march6")--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 able to impose the
 
government's market control policies.
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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 Burkinabds 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. Its only profitable
 
line of business is the distribution and sale of donated food aid,
 
where OFNACER is allowed to deduct its costs prior to depositing the
 
net receipts 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, USAIr 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.
 

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 appropciate 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 I). In 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 is 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 Burkinabd 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 announcements 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 Burkinab6 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 Burkinabd 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 Leader, 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 pollry and planning aspects of the
 
project, while Mr. Baker concentrated on the financial management
 
component.
 

Tne team arrived in Burkina Faso on January 4, 1985.
 
The evaluation team obtained permission from the Director General of
 
OFNACER to visit two regional management centers, Koupfla and Fads
 
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 it 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 t'iat 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 Burkina 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, researchers frequently refuse to take certain data into
 
account. This convenient twist of logic makes it possible to
 
consider only the facts which happen to coincide with one's beliefs.
 
Any desired conclusion can be reached if this form of argument is
 
permi tted.I
 

This is nowhere more true than in the grain marketing area. For
 
years donors and governments alike have ignored much of the data that
 
were available in favor of continued reliance on stylized "facts" which
 
Justify government intervention in the cereals market. Some of thee
 
are:
 

o 	 Farmern are exploited by having to sell their marketable
 
surplun immediately after the harvest:
 

o 	 Frmers arre trapped in a debt cycle which forces them to sell 
their grain prior to harvest and then purchase It back at 
exorbitant price. during the next soudure; 

ICISS/Cluh dii !;ahel, Marketing, Price Policy and Storge of Food
 
Grains in the SAhel, A Survy, Vol, 11: Country S.tudleos Niler
 
(Ann Arbor: Center for -Ronarch
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."1
 

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 is 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
 

1IN'A[D/Upper Volta, Grain Marketing Proect Paper, p. 4.
 

2CILSS/Club du Sahel, Marketing, Price Policy and Storage of Food

Grainn in 
the Sahel, A Survey, Vol. II: 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
 
Sahel, Country Studies: Upper Volta).
 

3ORSTOM, "Etude sur lee Mouvements do Population A Partir du Pays
MOSSi," 1975. 
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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 done 2 , 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. In 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
 
G,ggenheim 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 studies 3 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 Lhe soudure period.
 

IJAcqueline 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) (hereafter cited as Sherman, "A 
Case Study"). 

2USAID/Upper Volta, Grain Marketing Project Paper, p. 5. 

3CILSS/Club du Sahel, Country Studies: Upper Volta.
 

6 Devr 



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. If 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...l
 

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 Cdr~ales (OFNACER). If 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., it could help raise producer prices for food grains.
 

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

o 	 Providing an agricultural economist to advise OFNACER on
 
market strategies;
 

o 	 Providing short-term technical assistance to improve
 
OFNACER's financial management;
 

o 	 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/Zipper Volta, Grain Marketing Project Identification
 
Document, p. I.
 

21hid., P. 2.
 

3The term "revolving fund" Is a literal translation from the
 
French term "fonda 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 Agreement 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 is 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:
 

0 	 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. Instead, it noted that:
 

The final project design differs from that described in
 
the PID in 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 itself does not contain direct
 
responses to some of the questions 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:
 

...is determined 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 stabilzation effort proposed. Alternatives that might have
 
improved the efficiency of the private market channels--such as
 
improved communication and transportation infrastructure--were never
 
considered.
 

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

2 lbid, p. 9. 

3USAID/Upper Volta, Grain Marketing Project Paper, p. 94.
 

9 
Devres 



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 Burkinabd cereals marketing
 
policy in general, and of OFNACER in particular, are far from clear.
 
For example, OFNACER was created in 1971 by Presidential decree 2 and to
 
this date no statutes define its role and responsibilities. Its
 
e:istence 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
 

3
ministry to another are one indication of this.
 

At the time of this project's inception, OFNACER was v-der the
 

control of the Minittry of Rural Development. It had recently beet.
 
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 inatitution like OFNACER to
 
buy at higher prices, sell at lower prices and still cover its costs.
 
Furthermore, it was believed that OFNACER could offer uniform 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/MFC,
 
January 1971.
 

3For an overview of Voltaic and later Burkinabd grain marketing
 
policy see CILSS/Club du Sahel, Country Studies: Upper Volta, or the
 
forthcoming OECD report by Lecaillon and Morrinson.
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the costs would be offset by profits in other areas. Experience
 
revealed, however, 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 exceeded 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.l 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 policy 2 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
 

ICILSS/Club du Sahel, Country Studies: Upper Volta.
 

2Arrdtd No. 01308/mcodim/dgcp/dci portant r6glementation de la
 
campagne de commercialisation des produits agricoles locaux, 197e/79.
 

3Rapport Relatifla la Commercialisation des C~rdales. Etude
 
confid' un groupe de travail: Ministere du Commerce/Ministere du
 
Dfveloppement 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.1
 

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 efficiently 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 waa 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 Burkinabd grain

marketing system with the objective of determining how the
 
private sector's extensive capital stock and entrepreneurial
 
talents can best 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.
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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
 
is 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 accounting for
 
this 	food aid, which culminated with the discovery of a 535 million CFA
 
Franc (US$ 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 food 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 protect 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 aid.
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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. 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 2 , 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 Burkinabd
 
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 Burkinabd 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 its disposition, and had sufficient
 

'Host 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."
 

2Originally 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
 
issuing 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
 

I. 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 in 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 5 percent as a measure of success.
 
Even if food production in Burkina Faso could be measured with the kind
 
of accuracy needed to distinguish a 5 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 Lhe other measures of verification offer the same
 
difficulty. 
For example, higher grain prices will not necessarily

increase the purchasing power oZ 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 if 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--if 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,
 
Koupdla, 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 project's contribution to increased producer prices is 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 4arehouses for
 
OFNACER is not necessary. The Ronco studyl conducted at the outset of
 
this project made it abundantly clear that the plauned wavehuuses 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 Burkinabd 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. lie 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 seilously 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."I This conclusion put the entire
 
counterpart scheme of the project in jeopardy.
 

USAID/Upper Volta and OFNACER responded in June, 1981 y 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 iew system, and the total
 
costs had grown to almost half a million dollars from an original
 
budgeted amount of US$ 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 th3t 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 3iined in June, 1981. However, it
 
was modified before AID/W issued the eequest for technical proposal
 
(RFP). The information specialist was deleted to reduce the budget,
 
and his functions were added to the DFtS 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 IUSAID and its contractors were not qujie in
 
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
 

IG. Barwicke and A. Zongo, "Results of Examination of OFNACER
 
Accountlgn 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-O0-2062-00) 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.1 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 diferently. 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 their work that was quite different from what USAID
 
and OFNACER expected them to do, as evidenced in several of
 

SECID/Uncoln's quarterly management reports.
 

b. Appropriateness, impact, and effectiveness
 

() Achievement of project outputs and inputs
 

Most of the outputs specified in the log frame were
 
achieved, albeit not in the hoped-for magnitudes. Fewer warehouses
 
have been built, the rolling fund is 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 been soe problems with the materials supplied (aee Section
 
(4) below).
 

Some inputs were reduced over the life of the project. Instead of 

9.5 person years of technical assistance, only about 6.5 were 
ultimately provided (DIIS 2.7 and SECID/Ulncoln 3.75). The shortfalls 

IThe Team Leader, Dr. Koussie, claims to have had no knowledge of
 

the CRED research 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., if they were produced, the project purpose 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 wirehouses 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 is unfortunate that the Burkinabd
 
government and OFNACER nevertheless insisted on at least some
 
warehouses being built.
 

(3) Relations with other donors
 

It is not sr exaggeration to state that over the
 
duration of this project, USAID .and its contractors relationships with
 
other donors were poor. This was eipecially true in the case of the
 
team of West German consultants already working ait OFNACER when the
 
American teams arrived. There were numerous conflicts and
 
misunderstandings regarding the respective roles of different teams.
 
OFNACER management did not intervene forcefully nough to resolve the
 
conflicts, although the SECID/IUncoln team explicitly asked them to do
 
go.
 

This is most unfortunate, but it is understandable that OFNACER
 
management did not intercede. According to Tim Mooney, OFNACRP. 
consistently considered the USAID team members to he USAID employees. 
The evaluation team feels that the USAID project manager should have 
contacted other donors active at OFNACKR (duringthe project design 
phase, and certainly prior to the DIIS and SECTD/I.ncoln teams' arrival. 
USAID's intended contributions should have boon explained to and 

22 Der­



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 easier 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 lailure 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. It
 
was, for example, not very politic of Dr. Houssie, the long-term
 
agricultural economist, to suggust 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 financial
 
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 USAII). It sees 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 Job descriptions the Germans foresaw for their collaborators can be 
summarized in five words: "Watch how I do it." The German team had
 
years of experience working in cereal marketing offices in the Sahel
 
and percieved the SECID/Incoln University team as theoreticians
 
with little or no shirt sleeve experience in the management of cereal
 
marketing offices. These operational and perception differences
 
between the two groups could have been minimized with a little
 
understanding 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 PIO/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.I But since this report was largely ignored by the
 
Burkinabd 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 awarding contracts by
 
the Butkinabd governmtnt. As of the yFriting of this report, one
 
warehouse is completed, seven 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 hirod 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.
 

IEnger, "Marketing Position." 
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(5) 	Cooperation and expertise of Burkinabd
 
collaborators
 

The evaluation team was impressed with the caliber
 

of the Burkinab6 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 is that many
 

are 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 Burkinabgs who were ultimately hired were quite competent. At this
 

point there is 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 (DIHS)
 

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'n reporting both
 

to USAID and the Burkina Faso Government. Without compromising these 
fundamental requirements DIIS has evidently made a laudable. effort to 
keep the system as simple as possible. Tis is enp'ci.tlly appropriatO 
in view of One fact that no proper accounting records had been kept by 
OFNACER prior tG 1981.1 A complete Financial and Accounting Manual
 
has been provided, divided into five sections:
 

o 	 Organization;
 

o 	 Accounting Policies and Practices:
 

IDeloitte Haskins and Sells, "Improvement of Accounting and Stock
 
Control Systems for OFNACER, Upper Volta," December 14, 1982,
 
Appendix C (hereafter cited as D1S, "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 system
 
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
 
Mauriclenne). 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
 

26 Devrei 



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. It 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 Burkinabd 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;
 

0 	 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 Burkinabd 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
 

ISee 	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 (mdfi 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
campaigns 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. 
In the
 
evaluation team's opinion, 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 is quite informative and

probably one of its best pieces 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 Burkinab6
 
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
 
is 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 Burkinabd 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.
 

Nongovernmental 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 is 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 faolt.
 
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
 
campaign is done. However, it is an analytic synthesis of
 
several past campaigns, rather than an individual analysis of
 
each, which would be desirable;
 

0 	 Task 1: Continue training of the remaining Burkinabd
 
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 I 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.
 

c. 	 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;
 

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

o 	 To 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
 
diverse 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 is 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. In
 
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 I 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 in 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 DIIS 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. 1
 

Assisting OFNACER management in reviewing its existing management
 
structure is another area in which the advisor was unable to make
 
headway. A commission formed to study OFNACER's organizational

structure--of which the advisor became a member on his arrival
 
(replacing the DHS financial systems advisor)--submitted its
 
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
 
were: 

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.
 

2OFNACER 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:
 

0 	 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/Uncoln, FAO and German aid personnel, OFNACER

senior management has failed to lend its support. 
The FAO advibor
 
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 maximization/cost

minimization criterion. 
In other words, Ronco was asked to select

those locations for new warehouses that would contribute most to the
 
reduction in OFNACER's operating expense.
 

The Ronco consultant (Warren Enger) visited Upper Volta in May,

June, and July of 1981. Ilia report, dated October, 1981, Is a very

careful piece of analysis, 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 economist 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 
iupport this assessment. The findings and conclusions that Ronco 
arriviid 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 it to do its analysis on the basis of the "profit 

maximization/cost minimization principle".
 

It is possible to interpret the Ronco consultant's statement of 
work narrowly. If he was asked only to provide a ranking of the 30 
preselected sites, he may indeed have overstepped his ncope 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 rained the question "ia 
there really a need for more village level storage?" and made approval 
of the project contingent on the answer. llowever, nowhere in the PP is 
this question answered. Thie Ronco report finally answered this query 
as unambiguously as possible, and USAID did not draw the consequent 

conclusions. 

C. OFNACER 

1. OFNACER'. roln
 

OFNACER's traditional role was that of a market stabilizer. 
By actively intervening in grain markets through purchaeas from farmers 
after harvest and sales to consumers during the noudure, It was 
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supposed to reduce the fluctuations in prices. However, OFNACER has
 
never been 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 19R0, 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 OFNtCER operations. Practically all the commodities that the

evaluation team saw in OFNACER warehouses during its visit were 
food
 
aid.
 

Transactions involving domestically produced grain 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 Corporationl estimates the

total costs to be 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 is operating below the shutdown point: it would lose less money

by not buying any domestic grain at all, despite having to pay for the
 
fixed costs.
 

The activity that contributes the most 
toward keeping OFNACER in
 
business today is the steady inflow of 
food aid. This is because the

sale of such food aid is the only operation where OFNACER can cover its
 
costs. 
 It in allowed to deduct its operating costs from gross 
revenue
 
earned from food aid sales prior to depositing the balance in the

various counterpart accounts,. 
OFNACER is thus a parastatal bureaucracy

that depends heavily on food aid for its financial existence; this

implies that it has a very strong interest in the declaration of food
 
emergencies In Burkina Paso year after year. Also through OFNACER,

USAID and the other donors h4ve institutionalized food aid to a 
 larger

degree than if they had created A sp-cific agency with expenses gearad

solely to distributing food aid in emergencies.
 

IEnger, "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 (USS.04) per kg in most major markets.1
 

Of course, the increased costs of supplying inaccessible regions are
 
reflected in higher margins for those areas. However, because OFNACER
 
is committed to the same buying and selling prices in all markets at
 
all times, it is easy for the private traders to concentrate on the
 
profitable ones, leaving the high cost ones to OFNACER. If 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 If 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 initiation of this project OFNACER has had six
 
different Director Generals. Mr. Bans, who had signed the original
 
PIO/T for this prolect 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 housecleaning
 
campaign. 2
 

In November, 1982 Jean-Baptiote Oufdraogo 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 an
 
Director of OFNACER with Robert Ouddraogo. Alfred Sawddogo was put on
 
trial for allegedly enriching himself an Director of OFNACER,
 
convicted, fined and Imprisoned.
 

It wan clear from the beginning that Robert Oufdraogo was only an 
Interim Director until the new regime could put Its own man In place. 
On August 4, 1983, Thoms Sankar4 took over as President in a couP, and 
replaced Robert Ou drtogo with Mamadou Sawadogo, an Eaeit rirman-trainod 
agronomi it. nmadoU Siw4dogo, who according to some had a habit of 

1,11,for exAmple, Stherman, "A Cae Study:" and l.;. Ou dreiogo,
 

"*A Socio-conomic Analysio of Farars" Food (rAin HArketlng 49nkage1 and 

Rehavior In Eastern Upper Volta" (Phi) Dlni'-tation, Hichigan St4te 
Univrsity) (hervaftor cited as Ou~dr4ogo, "*SoclocomlicAna1lysi"). 
The World h4nk, tIpper Volta Agricultural Issuvs Study (Washington, 

DrtI The World ftank, Ortotwr 19M.) tportts 4 siotiotlms" of I', 

71n an Internal memo tha UII) prolot off icr commoeti that in 
thim Wffort, th, new Director Gdnoral found the 1lSAI1V-'o.oj)red 
accoUnting oyotom very useful (mono by D.A. Smith, n.d.). 

16 Do:vr
 



placing his AK-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 Ouddraogo, who had been OFNACER'S
 
Director of Commercial Operations, and later its Controller General.
 
Laurent Ou~draogo was a cautious man, working hard to improve OFNACER's
 
technical abilities but refusing to make any decisions that might be
 
politically difficult. He left of his own volition, and was replaced
 
in December of 1984 by Ti~ri Bdni.
 

With the arrival of Tiri Bdni, 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). Ti~ri Bdni 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 Ouddraogo will continue.
 
Both the new Director General, as well as the General Secretary at the
 
Ministry of Commerce, talked to the evaluation team at length about
 
their plans for making OFNACER 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. OFNP.ER did submit an Invoice to the national treasury for the
 
losses thus Incurred but has not been paid to data. In addition,
 
OFNACER is also seen as the mator instrument by which the government
 
cen Impose Ito price policy, which is essentially based on social
 
considerationo. The minutes of the latest interministerial price
 
committee meeting are quite clear on that point (see Annex 9).
 
flow@ver, USAID ha. conoistently refused to support OFNACER as an
 
Instrument of social 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 the
 
mistakes and omissions of the past still causes undue strain and
 
demands on precious management time.
 

OFNACKR 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
 
ability to produce these figures; secondly, the great divergence in
 
these costs from center to center indicates an inadequate control over
 
manpower resources.1 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 is not unknown for a week to elapse between the submission of the 
handwritten drafts of the consolidated figures to the lead of 
Accounting and the commencement of typing.
 

The submission of reports on Counterpart Funds to USAID and other
 
donors is 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 before the donor can
 
see it. Keeping track of the documents through these various stages is
 
another unnecessary drain on accountants' time.
 

ISECID, "Quarterly Operational Report 7," August 1984, p. 5.
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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.l 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:
 

" 	 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
 

" 	 Late starts of buying campaigns, due to late notification of
 

the official buying price by the Ministerial Committee. No
 

buying campaign has ever begun on time.
 

Another factor adversely affecting OFNACER's ability to function
 

effectively is the inadequacy of the local banks. Until 1982 all
 

transactions were in cash, but since then funds for buying campatgns 
have been remitted from Ouagadougou to the regional centers by bank
 

transfer, thus introducing an element of security. It Is not unknown,
 

however, for the banks to mislay the funds for up to three weeks at a 
time, with personnel and vehicles standing idle during these period".
 

It is even more common for the bank branches to have inadequat, cash in 

their vaults when the transfers are received, resulting in further 
delays as all purchases are cash transactions. 

111e accounting staff often work late into the night and weekends 

in order to keel) up to date, and the present Dtrector of FinaeCO and 
Accounting has taken no vacation in three years. Thi is directly 
attributable to the volume of paperwork in relation to the staff 
available. Morale i. detrimentally affected. OFNACER io hard put to 
maintain nufficient control over Its present workload of 20 percent ­
30 percent market intervention. Any further additions of 
responsibility such an enviagedI by the Ministry of CoMImhrce, 0.9., 50 

ISECID, "Quarterly Operational Report 7," August 1904, 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 in place
 
which is 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 Koupdla and Fada N'Gourma. The team found that whereas copies
 
of all monthly reports subLiitted to Ouagadougou are retained in the
 
latter, Koup~la keeps no files of these reports, meaning that any losr,
 
in transit would necessitate duplication of effort in Koupdla and
 
delays in account consolidation in Ouagadougou. 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 excL 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 (US$ 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 October, 1984 over CFA
 
300 million (US$ 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.l 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 is not known
 

IDeloitte Haskins and Sells, "Improvement of Accounting and Stock
 
Control Systems for OFNACER. Uvper Volta," December 14, 1982, Appendix

C (hereafter cted 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 Pdrdquation, 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 is a reasonable chance that OFNACER will continue to
 
adhere and maybe even improve upon present standards of efficiency
 
provided that:
 

" 	 The size of OFNACER's accounting staff does not fluctuate or
 
decline;
 

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. 	 Burkinabd 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, CEPS) within OFNACER. 
This planning
 
unit was headed by the long-term agricultural economist, and was
 
staffed initially with two Burkinabd 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 Burkinabd 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
 
official 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 set,

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 Burkinabd 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 in 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 Burkinabd cereals policy, he
 
would probably not have had any effect at all. 
 Given that these
 
questions were not raised during project design, when they should have
 
been considered, it was wise of Dr. Houssie not to raise them once the
 
CEPS was established.
 

Within these constraints, the CEPS has without doubt had a
 
positive influence on Burkinabd 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 Burkinabd government,
 
OFNACER is taking on an expanded role. It has been transferred back
 
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
 
raising 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 (mattrise du march6). 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.
 
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 is 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 Burkinabd grain into neighboring
 
countries; the net effect, however, Is an increase in risks and thus
 
costs associated with grain trading throughout 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
 

ISee, 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 Burkinabd 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 frum
 
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.i
 

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 Burkinabd
 
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. In a perverse twist of fate it
 
may be that, thanks to USAID, the Burkinabd government now has a more
 
efficient tool with which to execute its planned cereals policy.
 

E. Impact on Other Grain Marketing Activities
 

1. Farmers
 

It is 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
 
offere 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 grail. Assuming an average sales volume of two to three
 

IEstablishing production quotas for local grain was suggested by
 
the Minister of Commerce at a meeting with foreign donors on January 4,
 
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. In 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 is 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) is quite close to market prices in many locations. However,

purchases by OFNACER do not appear to be markedly higher than in past
 
years 2 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 improves the
 
situation for the farmers, this is 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
 

IAgroprogress GmbH, the company providing technical assistance to
 
OFNACER for the security stock, also carries out annual surveys among a
 
sample of farmers. In their 1981/1982 survey ("Enquete Haute-Volta,
 
1981/1982") they list the sales volumes per capita for the various
 
sample villages. The median Is about 22 kg/capita, and the median
 
household size is about 12. Thus, the median for sales of cereals
 
would be somewhere around 250 kg/household.
 

2Mot warehouses visited by the evaluation team In January, more
 
than a month into the buying campaign, were empty, and only small
 
quantities of grain were arriving. Furthermore, whatever grain was
 
arriving was brought by private traders, who were Importing 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
 
is 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 pttces, 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 it was never able to buy
 
sufficient grain on its own. The USAID-sponsored CEPS within OFNACER
 
has nevertheless been diligent In 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". 1 However, in the official guidelines for the 1984/85
 
buying campaign (see Annex 10), OFNACER describes the three ways in
 
which it plans to purchase grain: directly from the Groupement
 
Villageois, from the traders (these two are the traditional methods),
 
and directly from the farmers in people's markets, organized by the
 
CDR. OFNACER then expresses 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., it plans tj

displace the private traders as primary purchasers on OFNACER's behalf. 

It would be erroneous to view traders as a homogeneot group. 
Some traders have traditionally been very keen to cooperate with 
OFNACER, and have successfully done so. Thone traders that are 
licensed by the government have every interest in keeping additional 
traders out of the markets. Some traders support the current 
government plans to require permits for transferring gr-in from one
 

t Government of Burkina Faso, Ministry of Commerce and Supply 
of People's Needs, "Annex OFNACER,' distributed at donor meeting 
January 4, 1985. (Mimoographed). 

2Sea Annex !0.
 

47 Devres 



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
 
curtailed 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
 
Durklnabd marketing development. "The markets are a mos ("paaille"),
 
he stated. "Anybody and everybody can buy and sell. That's no way to
 
run a market."
 

40 Devro 



III. CONCLUSIONS AND RECOMMENDATIONS
 

A. Evaluation Criteria
 

This project's contribution to economic development in Burkina
 
Fano 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 project 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 1, and the
 
conclusions and recommendations are presented under Section B, Project
 
Design, bniow.
 

The purpoqe 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 11 has
 
discussed the extent to which Lhe 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 I.B.
 
Other outputs, such as the warehouses and the working capital fund, had 
to be produced by OFNACER with means put at its disposal by USAID. flow 
this cooperative effort has succeeded in improving OFNACER has been
 
discussed in Chapter II.C. Our conclusions regarding project outputs
 
are summarized below in Section D. 

Where the evaluation has identified errors and omissions in
 
protect design and/or Implementation, the recommendations for future 
actions are fairly obvious. To la more difficult, however, to 
recommend actions that could be undertaken to enhance beneficial 
US/Burktnab6 cooperation in the grain marketing area in the future. 
Much will depend on what kind of cereals policy the Surkinabd 
government adopts and Implements. This policy is nowhere explicitly
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specified and the evaluation team had to rely almost exclusively on
 

Interviews with government officials and on inferencee drawn from 
past
 
the
policy decisions as well as decisions taken in other areas (e.g., 


Section E of the
expropriation of private real estate property). 


present chapter, Recommendations for Future US/Burkinabd Cooperation,
 

Is therefore necessarily somewhat speculative.
 

B. Proect Desin
 

1. Conclusions
 

The overall goal of USAID's activities under this project has 

been to assist the Covernment to attain food self-sufficiency. This 

project has attempted to contribute towards this goal by improving 

and food production through strengthening OFNACER ingrain marketing 
a long chain of reasoning to conclude that
varlous ways. It takes 


Increased planning and operational capability in OFNACER would lead to
 

increased food production and self-sufficiency. In the evaluation
 

team's opinion, some of the links in this chain of argument are weak. 

Therefore, It is difficult to determine the extent to which the project 

has contributed to achieving this goal. 

One important finding of this evaluation was that the project 

design was based, in part, on certain questionable premisc. Thus, the 
relies in part on hearsayJustification for the project given In the PP1 


and myths about the traditional marketing sector that are at odds with 

the results of empirical studies available at that time. The project
 

that resulted places undue emphasis on providing technicaldesign 
rather than upon oupport4ng measures, suchassistance to OFNACFR. 

as improved commnication and transportation links, that would have had 

more direct beneficial effects on the efficiency an:d operating coots of 

the overall grain mirketing system. 

Ouestions regarding the validity of these assumptions wore raised 
tte PID approval cable (See Annexrepeatedly with UIATD. For example, 

3) explicitly directed USAID/OuagadougolU to provide evidence to support 
the basic assumptions on which the project was based. This wat not 

done, posibly b0eCause the data available at that time would have shOwn 

the protect doeign to be deficient. Instead a research component 
a millinn dollar* was added, presumably to Investigate thecoating aver 


quostions raised in the 110 approval cable.l
 

There was at least one more Instance early on in this project, 

when USALID wan made aware of the problems Inherent in the project 

design, ONe of the first tasks conducted under this project Involved 

an evaluatiot of sttes for construction of the warehouses planned an 

part of this protect. Roneo Corporation provided a confltaltnt for this 

1IUJAIP/Upper Volta, Crain Marketing Prolect Paper, p. 6. 
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activity, and his reportl 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 Burkinabd 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 19R1) 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
 
prolect were designed in a mnnner 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 Burkinab6
 
government, was placed in 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-sponsored CEPS should have been reporting at the very least to
 
the Director General at OFNACER. Its usefulness would have been even 
more enhanced, if 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
 
failed grain marketing policies by Sahelian governmnts, including
 
Burkina Faao's, has not been due to a lack of available information,
 
but due to an unwillingness to draw the consequences from the data that
 

wereavailable. The evidence against the basic assumptions that were 
used to Justify OFNACER and other Institutions of its kind was already 

consider ble at the time that the project was being designed, and 
adding moro evidence was iinlikely to have had much effect. 

During the project design, USAID failed to make contact with other 
donors who were also providing technical assistance to OFNACER. No 
attempt was mad- to develop a common policy approach in cooperation 

with other donors or to take into account that other donors, who were 
already active in grain marketing, might be supporting alternative 
policies Inconsistent with the US approach. This led to unnecessary 
frictions between the TA teams from different donors, which impeded the 
project,$ progren.. Other donors should have been informed about the 

purpose and scope of the US TA teams, and the USAID contractors 
In turn should have been briefed about the presence of other TA teams 
at OFNACER.
 

IEnper, "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 conducting
 

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
 

0 	 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 outsiders should be
 

brought in to critique the project design:
 

o 	 USAID should use its leverage early in project to place TA
 

teads in positions where their evidence will be heard by
 

policy makers:
 

0 	 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
 

area, as well as other USAID activities; and
 

0 	 Contractors should also undertake efforts to better inform
 

themselves, even if 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 list).
 

C. 	 Achievement of Proect Purpose
 

1. 	 Conclusions
 

If the first stated project purpose, "to improve arain 

marketing conditions, (and) Increase cereal production and food 
security in rural ar'an" In taken literally, then the project har 

certainly failed to achlve its purpose. It wan simply too narrowly 

focusing on the nfficial markettng channels, to the detriment of the 

private channels to improve grain marketing conditionn, to contribute 

to increased cereal production or to improve 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. In terms of the short run, the
 

improved operational efficiency 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 if 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 tile 10,000 tons
 
that it had been constituted for. There appear to be no mechanisms in
 
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 staff, and ways should be found to reduce it
 
further. It is also most unlikely that the current structures could
 
accommodate a large expansion of OFNACER's activities and
 

responsibtlitl:s, as seems to be planned according to the new Director
 

General of OFNACER and the Secretary General of the supervising
 
ministry (Conmerce).
 

The second stated purpose, "to improve the basis for policy and
 

operational decision-making in food grain marketing" has also been
 

essentially achieved, if we are willing to confine our attention to
 
"official" marketing channels. Even though no formal "information 

system" exists, data and studies are produced by the CE'S and OFNAC.R 
management seems to make tie of them. If we e,,aluate thit second 

purpose in terms of overall national policy regarding food grain 
marketing in toto, it appears that a basis for policy and operatiolal 
decision-making has been provided in the work done by CEPS and to be 
provided in th research toing carried out by Michigan S to'is Conter 

for Research and Economic Development (CRED)--whIch we did not 
evaluate. !owever, the influence that OFNACFR management hao on 

policymaking In vory limited at best, And it in doubtful whothor the 

CEPS studies will be used or taken into Account by the govornment io 

(ashioning ovorall policy for grain marketlng or for food production.,
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2. 	 Recommendations
 

o 	 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;
 

o 	 USAID should make it clear that it is 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.
 

o 	 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
 
English as is currently required, would be a simple first
 
step in the right direction;
 

o 	 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 Burkinabd 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 officials
 
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. In 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
 
Burkinabd government.
 

o 	 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 government 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
 

1. 	 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, evn 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 teams to use, when it proved to be
 
impossible to maintain the originally supplied US-made Jeeps it&
 
Ouagadougou.
 

Not explicitly mentioned in the log frame is the new financial
 
accounting system, which DHIS designed, and which the financial
 
accounting advisor implemented. This is because the importance 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 eudit which discovered the CFA
 

535 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 accoMts receivable (300 to 400 million CFA) represent
 

credit sales to irdividuals who, due to inadequate record keeping,
 

These receivables are thus irrecoverable, and
cannot be identified. 

to not continue stating an unrealistic net
must be written off in order 


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 months of the senior and middle management's time.
 

Furthermore, each successive Director General has been farther removed
 

from the original decision to instsll the DIIS system and has
 

accordingly felt less committed to it.
 

Nevertheless, if OFNACER does not suffer any more such serious
 

fluctuations in management in the future, if its accounting staff
 

remains relatively stable, and if no further burdens such an credit
 

sales or a large expansion of the market share are placed on it, then
 

there In a reasonable chance that the accounting department will
 

fhinction satinfactorily in the foreoecable future.
 

2. Recommendt Ions 

Most of the project outputs were produced by various
 

contractors. They performed generally quite well in the
 

present casen,given the project design. It might be useful
 

0 
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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.
 

o 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.
 

o 	 USAID should try to use the mechanism of counterpart funds
 
whenever appropriate. The flexibility it provides to project
 
budgets is 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 Burkinabd
 
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 management of the desirability of implementing the
 
remaining components of the DHS financial accounting system.
 
The evaluation team supports the threat of withholding food
 
aid if 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 Burkinab6 people, is dependent on
 
continuous inflows of food aid to meet many of its financial
 
obligations (see below).
 

o 	 Despite our generally skeptical view of OFNACER and its role
 
in Burkinabd cereals marketing, there are two areas where
 
USAID can and should assist the office. One is the area 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. USAID
 
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 counterpart 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/Burkinabd
 

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 their 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 reportl 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 Burkinabd 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 is 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
 

ICILSS/Club du Sahel, Country Studies: Upper Volta.
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be brought about by fundamental policy changes, In 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 marchd") 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. In the absence
 

of such policy influence, the principal result of the project is an
 

improved and more efficient OFNACER that is better able to impose the
 

government's market control policies.
 

Within OFNACER, the only function that the evaluation team can
 
It is in
unconditionally support is the audit and control function. 


the interests of the current Burkinabd 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 is
 

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 Burkinabds 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 Burkinabd population, it was probably also in their
 

interests that the P1 480 accounting problem was resolved.
 

However, 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 cereals office. As the Ronco report 
and other previous reports have noted, OFNACER's operating costs exceed
 

the margin allowed by the official buying and selling prices. Even
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Accordingly, OFNACER
 

its variable costs are 
higher than this spread. 


increases its losses with every additional 
bag of grain bought
 

only profitable line of business is the distribution
 
detas 
its 


couun
in the different
-rceipts
domesticallyd ed food aid* where OFNACER is allowed to deductts
and sale of donate rou-, 

c s e to grips with this issue rcosts prior to depositing the net 
rp ihti su 

thatindication

The project paper 

attempted to come 
t thetategy
two years before the end of 
as a covenant that
Accounts. ana implementation would develop a strabypovn Governmentproject,by providingthe as ovenand the 

The evaluation team found 
no indication that
 

to cover recurrent costs. 


such a strategy was developed.
 

it is probably
 
Thus, OFNACER-s lifeblood is donated food aid. 


only a small exaggeration 
to state that OFNACER 

cannot afford ever to
 

the pipeline from abroad 
to
 

have a good harvest, 
for this would cause 


OFNACR's interest 
is to see a food deficit
 

dry up. Accordiegly, the
 
a food aid request 

addressed to 

This places USAID, along with 

most other
 
declared every year 

and 
. tnhe official food dea­internetional cmmunity. 
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i
 
donorsoernational cofu ition. In the first place, it becomesef^i
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increasingly difficult to have confidence 

in tho 


if they
However, even in years when there 
exists a deficit that is
 

estimates. 


food aid, they are 
forced to continue
 clearly recognized by 

everybody, the donors 
face a dilemma. 


want to provide the 
necessary 


propping up OFNACER 
and the government's 

marketing policies.
 

formulated above, 
under the section 

on project
 

The recommendations 


purpose, suggest that the Mission expand 
its policy dialogue 

with the
of
 

government to help 
educate policymakers 

on the negative consequences 


attempts to control 
the grain market and 

to encourage a shift 
toward a
 

a streamlined OFNACER
 
One possibility would 

be 


free market approach. 


set up to manage security 
stores and food aid, 

with greatly ceduced
 

if the
 
neibilities for intervening 

in grain marketing 
combined with other
 

res 

productive measures 

to improve food and 
grain marketing. 


mor. 
 on embarking on strong 
and rigid controls 
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Government insists To
 
marketing, USAID 
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to channel as much
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voluntary organizations. 


food aid as 
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of these organizations 

to accept and distribute
 

the food aid that 
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Such 
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an OFNACER
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most without at 


marketing controls.
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Background
 

The Grain Marketing Project is 
an effort to establish a more
efficient grain marketing system for
consists of several elements which, 
Upper Volta. The project

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)
allocate storage 
to upgrade OFNACER's ability tofacilities in a manner which maximizesuse of its resources; and efficient(3) to make a systematic diagnosis of
the Burkina-Faso grain marketing system objectivedetermining how the private sector's extensive 

with the 
capital stock 

of 
andentrepreneurial 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 Sellsfirm based in Abidjan, (DEIS), an accountingIvory Coast and the Southeastfor International ConsortiumDevelopment (SECID)assistance to provide technicalin designing and establishing systems for 
improved
financial and economic management. 
 Also, USAID/Burkina-Faso
contracted with the Ronco Corporation to provide
assessment of OFNACER's Planning Unit 
a preliminary
 

improved warehousing system. 
(CEPS) to develop an
Finally, the Unriversity of Michigan
Center for Research and Economic Developmenta grain marketing (CRED) is conductingresearch activity to enable bothUSAID/Burkina- Faso and GOB to have a better understanding of the
basic parameters of grain markets in Burkina-Faso whichin establishing more appropriate policies. 

will aid 

ARTICLE I - TITLE: Mid-term evaluation of the Grain Marketing
Development Project: 
 SECID Component.

(Project No. 
686-0243)


ARTICrE II -OBJECTIVE: The objectives of
to: this evaluation are
1) a se,,. the activities
Project of the Grain Marketing Developmentto date with regard to the fulfillmentintended purpose and of the project'sobjectives:as to appropriate and 2) present recommendationsactivity modificationbe or development whichproposed canas a future OFNACER - USAID/Burkina-Faso projectactivity. 

ARTrcrLE Ill SCOPE OF- WORK: 
1. The incumbent of this position shall carry out the followingscope of work:
 

a) aosens the project annumptiona as stated inPaper logframe with regard to their 
the Project

appropriatenos 
given
th.# intended outputs;
 

1-3
 



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 withSECID) and determine the appropriateness, impact and/oreffectiveness 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 

terms of fulfilling the SECID contract; 

in
 
review the
appropriateness of 
the warehouse location and of the


training system for OFNACER staff.
 

d) 	summarize the findings of a., b., 
and 	c, above and make

recommendations for 
improved project implementation

performance in terms of the technical assistance providecfor 	 the achievement of the project's purpose andobjectives relating to 
improved grain marketing research

and 	policy development by OFNACER; and
 

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

2. 	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 DIIS; 

b) assess the extent to which the DIS designed system hasbeen implemented at OFNACER; 

c) review the performance of the SECID provided technicalassistance team and 	 theevaluate team members' efforts interms of fulft'lling the SECID contract's level of effortin implementing the DiS 	 financial management and 
reporting system;
 

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

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

3. 	Review of Documentation: The evaluation team shall review
the Project Agreements, grain marketing research and policy
documents, OFNACER financial reports and commodity

transactions, SECID contract and 
 amendments thereto, PIO/Tand 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.
 

5. 	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.
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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 -


HEILMAN, Larry -


MELAVEN, Emerson -


TRAORE, Bonaventure -


OFNACER 

BATTA, Dieudonne -

BENO, Pyalo -

BENTHE, Klau -

CISSE, Abdoulale -

DABCUE, Andre -

OUEDRAOGO, Joan Pierre -

OUEDRAOGO, lAurent N. -

OUEDRAOGO, Robert -

OUEDRAOGO, Zaph4r w 

TIERI, hen SO 

WILIARD, Ivam -

ZONGU, Teart lu -

Agricultural Officer
 

Senior Agricultural Economist
 

Deputy Director
 

Director 

Agricultural Economist
 

Director of Security Stock
 

Financial Director
 

Security Stock Advisor
 

Controller General
 

Personnel Director
 

Commercial Director 

Coordinator of BluyinR Campaign 

Former Director General 

Rcgttnal Controllar, Fad4=N-Gourma 

Director CGnar41 

FA Consult4nt 

CHOef Account4it 
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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, Pierre - FED Representative
 

LEJOU, Chantal - CRED, University of Michigan 

MORRISSON, M. - OECD Development Center 

STAEHLI, Peter - Director, Swiss Technical 
Assistance
 

USA 
SECID - North Carolina/hincoln Univcrtity - Mitir.ourl 

CHEEK, Pamela - Project Administrator 

MOONEY, Tim - Financial Advisor 

MOUSSIF, Menwouillet - Agricultural Economist, Team 

Leader 

VICKERY, FA - Director, SECID)
 

WEIR, Colin - ionm Campus Coordinator, Lincoln
 

University 
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PID APPROVAL MESSAGE
 

FM: SECSTATE WASHDC 

TO AMEMBASSY OUAGADOUGOU 0065
 

UNCLAS. SECTION 01 OF 02 STATE 092440
 

AIDAC
 

SUBJECT: GP.AIN MARKETING DEVELOPMENT (686-0243) REVIEW 

MAR 9, 1979 

REF: STATE 62235 

1. BASED ON THE COMM!ITTEE RECOXLMENDATION THE AA/AFR APPROVED 

THE PID FOR FURTHER DESIGN. IN VIEW OF THE COMPLEX NATURE OF 

THE PROPOSED INTERVENTION, HOWEVER, PROJECTFINAL APPROVAL IS 

RESERVED FOR AA/AFR. 

2. T E ISSUES RAISFD AT THAT MEETING (AS :;OTFD BELOW) cFOULD 

BE RESOLVED DURING THE PP DESIGN: 

A. WHAT EVIDENCE IS THERE WHICH INDICATES THAT THE FARIMER
 

TRADER RELATIONSHIP IS THE CRITICAL 
 ELEMENT DEPRES:I';G FARM
 

PRICES 
 AND FARMER INCOMES? 

B. IF OF.ACER CAN OFFER PRODUCERS HIGHER PRICES AND RURAL 

CONSU4ERS LOWER PRICES WHAT IS THE.E ';IICH M.54.ES OFNr'CER THE 

SUPERIOR ARB TER RELATIVE TO THE 'RIVATE TRADING SYSTE:.M? 

C. WHAT IS F:PECTED INTERRELATIONSHIP BET'.EEN PROJECT PUP-
CHASES OF 10,000 TONS OF GRAIN AND C.FNACER's OTHER PURCKASES 

OF ANOTHER 20,000 TONS? (PID P. 14/15) 

D. WHAT IS THE RELATIONSHIP TO ORD FCOD ?7kCHLASES? 

.1-3 ( 



E. IS OFNACER THE BEST CHOICE FOR THESE FUNCTIONS? WHAT
 

ARE THE ADVANTAGES 
 AND DISADVANTAGES? 

F. WILL ANY FORM OF THE BAREME STRUCTURE BE RETAINED? 

G. WHAT IS THE EXPECTED URBAN-RURAL INTERACTION AS THE
 
PROJECT ATTEMPTS TO CONCENTRA\TE 
 ON RURAL AREAS BUT OFNACER
 

ALSO 
 WORKS WITH URBAN AREAS? 

H. WHY IS !NCREASI';G STORAGE A M.AIN OBJECTIVE IF FARMERS
 

ALREADY HAVE TO 
 TO THREE YEARS STORAGE CAPACITY? 

I. WILL GRJ.IN-DEFICIT FARMERS PRODUCE MORE THEYIF HAVE 

ACCESS TO MORE STORAGE?
 

J. DO G.RAIN-DEFIC-T FARMERS GROW OTHER CROPS FROM N..HICH
 

SOLE INCOME IS TO
USED PURCHASE FOOD GRAINS? 

K. CAN THE PRIVATE TRADING SYSTEM'S INEFFICIENCY BE TRACED 
TO GOVERNI!E:iT REGULATIONS, POOR ROADS OR FACTORS OTHER THAN
 

MONOPSON'Y/:.O:OO 
 Ly CONTROLS? 

L. COULD AN IMPROVED AND EXPANDED SM-IALL FARMER CREDIT PRO-

GRAM BE A VIABLE ALTERNATIVE 
 TO ALLEVIATE FARMERS' PROBLEMS 

DURING TEE "SOUDURE"? 

M. IS THERE REALLY A NEED FOR MORE VILLAGE LEVEL STORAGE? 
N. IS THERE SUFFICIENT ASSUANCE THAT 'HE GOUV WILL ESTABLISH 

AND MAIN;I:*: FrrICE POLICIES W-hICH DO 'NOT FAVOR THE CONSU.:ER 

OVER THE FAP.MER? 

0. THE PPOPOSED SUPPORT FOR A GOVERN'MEN:T CONTROLLED M.ARKE-
G SYSTE.-. MIG'T KARIM OR EVEN DISPLACE R.ATHER T'AN COlM[PLE.NEIzT 

EFFORTS TO CREATE A EETTER FREE . iRKET SYSTEM. 

P. WOULD A LARGER MORE POWE'UL OFNACER INCREASE THE POTEnt­
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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 BE SUCCESSFUL 

(THE PP DESIGN SHOULD ADDRESS HOW WELL-QUALIFIED M-ANAGEMENT
 

PERSONNEL WILL BE RECRUITED 
 AND RETAINED, AND IT SHOULD CON-

TAIN A CAREFUL ANALYSIS OF OFNACER'S FINANCIAL VIABILITY). 

3. THE PP DESIGN WILL ALSO HAVE TO ESTABLISH IF THERE IS AN 
APPROPRIATE ATMOSPHERE FOR SUCH A PROJECT. ATTITUDES OF FAR-


MERS TCW..RD PRODUCTION INCENTIVES ALND 'OTIVATIONS ARE ESSEN-

TIAL. A FIRMI EVALUATION 
 OF OFNACER'S NEI,; POTENTIAL FOR SUCCESS 
WILL BE REQUIRED. THE NATURE OF TE RISKS, AND SIGNS OF SUCCESS 

OR FAILURES, W';ILL NEED TO BE IDENTIFIED. 

4. OTHER CONSIDEPATIONS OR OBSERVATIONS ;OTED BY THE COM-MITTEE: 

A. SINCE THE IZE DID NOT ADDRESS IVHETHER AND THE EXTENT,
 
TO WHICH (I.E.
CHEMICALS PESTICIDES) tILL BE USED IN THE GRAIN
 
STORAGE WAREHOUSES, A REVISED 
 lEE MUST BE SUBMITTED. PESTICIDES 

POTE;TIALLY HAP14FUL HUMLANSTO "'HAVE BEEN UTILI2=.L T.7 OTHER SI:Il-

LAR PROJECTS. IF PESTICIDES ARE TO BE EMPLOYED, FULL COMPIA;CE 
WITH SECTION 216.3(B) OF PEG 16 WILL BE REQUIRED (SEE AID HA:t-

BOOK 3, APP.4 B) . 

B. WOMEN RURALAND PCOR AS BENIEFICIARIES COULD BE BETTER 

HIGHLIGHTED. THE FOLE OF WOMEN AS PARTICIPANTS AND DECEFICIAPIES 

WAS 'NOT ADEQUATELY ADDRESSED I; THE PID (SEE F. 7) AND SHOULD 
BE ELABORATED IN TH'E PP. CONCERtING BENEFICIARIrS GENEPALLY, 
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THE PP DESIGN SHOULD ELABORATE ON THE GOUV'S COMMITMENT TO 
ASSIST RURAL POOR CONSUMERS THROUGH THIS PROJECT, PARTICULARLY 
IN LIGHT OF OFNACER'S BREAK EVEN PRICING POLICY AND THE LIKELI-

HOOD THAT HIGHER PRICES MAY BE AVAIr',-=LE IN THE URBAN CONSUM.!ER 
MARKETS. 
(THE COL-!TTEE RECOGNIZES THE IN.HERENT PROBLE.! :.; THE 
EFFORT TO MAXI:.IZE OFNACER'S FINANCIAL INDEPE.NDENCE W-HILE PRO-
VIDING LESS THAN -k.RFET PRICES RU.ALTO CONESUMERS) . 

C. THE PP DESIGN SHOULD ADDRESS HCW'; THE IM.ACT OF AID SUP-
PORT OF OFNACER CAN BE INLAXIMIZED THROUGH LINKAGES WITH THE
 
GERM.N AND EADEA PROJECTS, 
 INDICATE THE DUPR.TION OF THOSE
 
PROJECTS AND 
 PLEVIEW '"HETHER -HE ANDGOALS PURPOSES OF UCF.
 

PROJECTS ARE COMPLEM\ENTARmY 
 WITH AID'S. 

D. COtIGRESSIONL .OTIFICATION WILL BE REQUIRED PRIOR TO
 
OBLIGATION 
 OF FUNDS, SINCE FIRST YEAR BUDGET EXCFEDS Al4OUNT
 

INDICATED IN 80
FY CP.
 

FAP.!ER ATTITUDES 
 ON SALE TO GOVERNMENT DURING BuIN;G
 

CAMIPAIGNS WILL NEED BE
TO IDENTIFIED. 

F. THE EFFECT OF GRAIN LEAKING INTO GHANA, MALI, AND OTHER
 
COUNTRIES V-ILL N:E!D BE
TO EVALUATED IN TER.%S CF PROJECT STRATEGY. 

E. ADDITIONAL CONST..UC.ION INFOM ATION: ON SITES AN:D A 611A 

STATEME:NT WILL BE REQUIRED. 

5. COMMENTS 7E0TI:;:NTPL FOOD }HAVETO 480 BEEN, PROVIDED IN 
STATE 62235. THE CO.%ITTEE .OTED THAT THE FOODRcIQUZRE:.IE:TS 
WOULD BE ACTED ON SEPARATELY. |l*OWEVER, THE PROJECT DESIGN WILL 
HAVE TO COORDINATE/It:TEGATE THE RESOURCE" AS APPROPRIATE. 
6. I:4 VIEW OF THE COMPLEX N4ATVURE OF THE PROPOSED KhRKETIWG 

3-6 41/
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;C - ,e of C iEllientrila

titLJt b l t( ;rott 

,A.i m (rUiS 

Pluajot 1wese: 


1., raD mxr * 
 11 a ret*, Cf"Zlti". 
wtwanil to nural art,*%. 

1i.11*0 r* e titLss4kcttmi.mm for ",lly Af"aki;inS im li-e ji.. 

al;" e e 
 n :--
Cs cAssumptionsrL-sure of (4Aoal 
 levesent:~
1. Increased production of fcod2. J n4 otler foxd crops by 5..cilm of fod nprts and 


t, . Incble
iraree in food experts.
). i-,7racd farmer intca. 
4. lrcrca,!,i dcn,.d for adjri-
cultural labor. 

-- iucrreJ.eio purclasin.j power 

of rural Lcnsrr:, .

C. Ircrasdr, consump.tlun if food 
.rains and Other 
foods to provide
, were frutrit onally tdtiuat
 diet
 
to rural areas.
 

e 


2. 
t"rtea-e in rL.ioilIshortages
 
Cf foCJ.
 

Cuditions 
tht u-11 indicate 

1.o a rj ttsEascsem b,.en achieved: [rid 
1. 2oiling funds available 
to 


ivu .tort creationStoCk of grain hufferto Influ~ence rural marketprice structure. 


1- StcLs of .rain avarlabile to
relieve food shortagcs in rural 


3. lncreased producer price for 

ce,eals providcs incentive for 
introased product iuf. 
4. 20%r.-h4,uses 
 with a total of
7.500 111 storage capacity ctx*­
lrt,J to lacilitate 
grain mariet-


Ing t-ansactions. 
5. U1.ACER 
fully staffed with 
%ulficlri4tly trained personnel!,r ;jraln urLeting o,-trations. 

.IEWVOrr 


MMJI5 Of V[RIIcAmIn 

I. Publlisctl crop production
statistics 

2. Imporl.-ek;,ort 
reports 
of COWV. 


3. lidtiondl 
Income AL ount-.4. larm rallarement research. 
5. R.ral hiosehold surve-ys. 
6. Nutritional studies. 

7. Regional food supply and popula-
Zion data.
 

2. OFIACER reports on market1. UFNACER financial repcrts. 
cun-

3. OFNACER stock reports by sub-

prefecture.4. Project reports.
5. UIV report o:ncereals policy; 


project reports.

C.7.1 IAIOFIdAC(R operational reports.
and project ircl-orts. 


life of Project:
lotl!U.S.-¥uning
rrom FY o to rya_ 7( o 
fte Prek red jZ j .. 

IMP"-fA?-T ASSWTIGNS 

- -. .
 goltrtages-,: 
for achieving goal targets:

1.
2. evere drought does not reoccur.
lncrtase in food 
grain production

not prevented by decline of soil
 

fertiiity.

3. Cther food production is not re­duced in order to 
increase food
 
grain production. 

Assumptions for achieving purpose:
 

.C) 
 efre of rural consumers
 

. (a) Uelfa
 
cros mrits. 
 h e fr o 
 r
 

(b) GOUV has political courage
to reduce dependence 
on food aid as
 
(IACERi's local stocks increase.
2. Study results. planning unitonal)ses, and COUV desire to economize
 
result in concurrence on realistic
 
fNod policy goals 4nd amust economic
Iusea of achieving 


goals.
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alrt for Policy and operational
d&Clsicn uakin.j In food grain 
"arletinj. 
1. Pljfininh unit C''an:::d and 
s tatIfed. 
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1. TA camplet rmarIct stuies. 
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4. ,1111 fami t-.1,4Stl red. 

W$1ef tsleft -. ytem estalitshed. 

Z 

AID 
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STAI- "t,4101234. CVI-4o 

,a) ( IrvI£isa 

,)J. 

started. 
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I. TrJitiu'na| and rodern grain 
edrieting studies avalldhle for 
infnred policy decision making.
2. 15 -pluyoces trained in grain
b.rketing and warehouse techniques 

S0 locals trained in iJrehfuuse 
mina ct.-nt. 
3. 10 neu uarehousei for grain 
storage constructed edc year.
4. 11.5 million available for I.ur 
cohse nf Iccal cereals. 
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for ;-to-dte ari tirig actions. 
Sl ,tat aret T 

r ant TaretTyp 
an ;.__D 

1. 
. ply of tong I 1hort Term 

(IrAlued at WEmilin)IA {v lued atn).2. Ve-hicles. rarel'uSe Iquiritnt2.Pesticides. tdarhuuse 

t,locals Trained in Crain Star-
ac larLeting .t U.S. Lh ivcrsity 

I sca Sa la , Pe / - -

1. Study reports 
2. K.S.U. training certification 
OFNACER and project reports.
3. Project records, site visitU, 
4. CanK stat: ,cntso OINAC[R financial 
reports. 

5. OriA(ER operational reprt.. 

. Project records (P/s 

PI0/C"s - PI0/P's 
2. Transfer authorizations.
3. Ipleme.tation letter-s. 
4. Site visits. 

. NACEP fincial rlpootsn
$ .F. llll 

Assumptions for achieving outputs: 

1. Sufficiently accurate Information 
can I.Jgathered for market studies. 
2. Trainees and warehousemen remain 
with CFIJACER .ter training.
3. Analysis of storage demonstrates 
need fGr rural warehouses. 
4. Deiand for cereals at official 
price permits sale of food aid to 
tonstitute rolling fund. 
5. Analyses by management information 
system specialist will be translated 
into operational i.provements. 

Assumption, for providing inputs: 

I. iuailtied. motivated personnel 
interested in working with cereals 
office lowg-teni will be recruited. 

ee ruie
2. cornomics degree-holders avai]lblefor Isire by CMJV.3. Qualitied mnagement consultant 

available for one year. 

2. 5atrl.-

ance (%1I.Cx. 
. 39.0 0 ;T ($4.E million - to 

be cmverted to cou..terpart 

(Jv) atrchuse Construction 
L-ith 150J to 251 m; capacity 

(b) Thirt Country Training 
in LareIouse Mana~etsent ($125.000).

(c) Finance iurchase of Local 
r'.rAin ($ .2 million). 

1. Sites for Construction (S40.800 
Z. ,dainistrative Responsibilities 
(M196.200). 
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BURKINA FASO: 
 EVALUATION OF THE GRAIN MARKETING DEVELOPMENT PROJECT
 

Table 5-1: Official Producer Pricesa
 

I, 
• 
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' 1 8 | 
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z a aa a : a a a! 

aData by crop year (October through September).
 

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

Table 5-2: Consumer Prices 
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'a.arket prices arc not available due to the controls placed on private merchants to use official prices. 

b ff Cla2 prices. 

cn.aret price !n Ouagadougou. 

Source: CESIO.-ACER. Burkina Faso 



KIKA FASO: EVALUATION OF THE GRAIN MURKETING DEVELOPMENT PROJECT 

Table 5-3: Grain Productiona 

(Tons) 

t I m 
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""I4za bj crap yeAr (October through Septenber). 

Scrrce$: Steve Ka-gbla~e. An (hrerlew of Food Security1- SSA, 3ullet3 In Upper Volta July 16, 1984 (MDR 1974-1982);-c Stastiques agricoles ca73pagnes (1982-83/1983-84).
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BMINA F?,SO: 
 EVALUATION OF THE GRAIN MARKETING DEVELOPMENT PROJECT
 

Table 5-': l=portsa

(Tons) 

I ERALM a NI a I TOAL1I 3 + 3 WAIS 2 BJZ + 1, 
Sun 2 
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aDbta by crop year (October through September). 

Source: CE-?SIOFI;ACER. Burkina Faso 



BURKINA FASO: EVALUATION OF THE GRAIN MARKETING DEVELOPMENT PROJECT
 

Table 5-5: Local Purchasesa by OFNACER
 
(Tons)
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I 3 3 8 

al. 
 office d-d not begin to organize purchasing efforts for local cereals until 1978/79. 
 Before that year,
ft vas supplied by direct delivery, specifically, private merchants.
 

bata by crop year (October through September).
 

Scurce: CZ-S/OFNACZ?., Burkina Faso 
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BURKINA FASO: EVALUATION OF THE GRAIN MARKETING DEVELOPMENT PROIF.CT 

Table 5-6: Sales by OFNACERa
 

I Aai. v Ctre t 
I Pzodult : 
I I 2 

1978/79 1934 

11979/80 

1980/81 4 979 
11981/82 6 574 

192/83:20039: 
11983/84 a 18 366 s 
I U 1 

Volta : Centre 
Noiret West 

a 

3 8 635 

2 

598: 454 
127 a 262. 

814:2003: 
2 792 2 406a 

2 I 

WEST 

593 

502 
2 263 

4773 
2 742 

: 
I 

a 

2 

2 

Nord Eat Sud 
xa West 

a a, 

1 091 1 1 036 117 

a 2 

6 420 741:384 
1 410 296 a 376 

187161264:780 
11 005 2 534 21 571 

3 2 

: 
9 
a 

1 

a 

a 

8 

2 

Centre 
EST 
, 

2 116 

330 
184 

9 
2 077 

Centre 
,Nof 

5 143 

a 

6 2 
, 372 

4 3 
10 171 

2 

2Sahel Total I 
aI, 
a I 

2 100 24000 

xa '25 0001 

:8008:29306: 
4479 116 343 1 

0: 054 
13 455 1 67 119 1 

aData by crop year (October through September). 

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

Table 5-7: Security Stock Movementsa
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aData by crop year (October through September).
 

Source: CEPS/OFNACER, Burkina Faso
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ANNEX 6
 

Project Implementation Orders (PIOs) and Contracts
 

A. 	Short-term Technical Assistance
 

1. 	 PIO/T # 686-0243-3-00019
 
Contract amount: $ 9,321
 
Signed August 4, 1980 by Bans6, Director General, OFNACER
 

a. 	 Statement of work
 

Provide a pesticide specialist to:
 

o 	 Identify storage pests;
 

o 	 Identify pesticides conforming to GOUV and AID
 
requirements; and
 

o 	 Make recommendations.
 

b. 	 Output
 

Report by Channing J. Fredrickson integrated into
 
Environmental Risk/Benefit Assessment, January 1981.
 

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

a. 	 Statement of work
 

Provide a consultant to:
 

o 
 Identify and rank initial ten warehouse sites; and
 

o 
 Develop procedures and criteria for an additional 20
 
sites.
 

This 	work to be done on the cost minimization principle!
 

b. 	 Output
 

Report by RONCO Corp.
 

3. 	 PIO/T # 686-0243-3-00050
 
Contract amount: $ 123,500
 
Signed May or June 1981 by Kibsd Alfred Sawadogo, Director
 
General, OFNACER
 

6-3
 



a. 	 Statement of work
 

Provide an accounting system designer to:
 

o 	 Make an assessment of the current OFNACER accounting
 
system;
 

o 	 Provide recommendotions 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.
 

Also 	provide a financial control specialist to:
 

o 
 Assure that the above designed system is operational; and
 

o 	 Install procedures that lead to timely reporting.
 

b. 	 Output
 

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 Kibsd 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 Kibs6 Alfred Sawadogo, Director
 
General, OFNACER
 

a. 	 Statement of work
 

Deloitte Haskins Sells is 
to provide a financial
 
advisor who will:
 

o Implement the system designed by DHS;
 

o 
 Train the OFNACER personnel in the use of that system; and
 

o 
 Cooperate with other donors giving 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
 

Devr 
( 




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 Ist amendment
 
Contract amount: 
 $ 118,000
 
Signed February 1982 by Kibsd Alfred Sawadogo, Director
 
General, OFNACER
 

This PIO/T extends the Deloitte Haskins Sells contract

negotiated under PIO/T # 686-0243-3-10060. 
DHS also ass'xmes the
responsibilities of the management information specialist, 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 amendment
 
Contract amount: 
 $ 60,750
 
Signed May 4th 1982 by Laurent Ouddraogo, Controller,
 
OFNACER.
 

This 	amendment extends 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 Ouddraogo, 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 Kibs6 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 5th amendment
 
Contract amount: 
 $ 0
 

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

This amendment provides for another no-cost extension of the
 
Deloitte Paskins Sells contract.
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11. 	 PIO/T # 686-0243-3-10073
 
Contract amount: $ 12,000
 
Signed May 4, 1982 by Laurent Ouddraogo, Director General,
 
OFNACER
 

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

B. 	 Long-term Technical Assistance
 

1. 	 PIO/T # 686-0243-3-00040
 
Contract amount: $ 209,000
 
Signed May/June 1981 by Kibsd Alfred Sawadogo, Director
 
General, OFNACER
 

a. 	 Statement of work
 

See Appendix 5.
 

2. 	 PIO/T # 686-0243-3-10057
 
Contract amount: $ 616,000
 
Signed October 1981 by Kibsd Alfred Sawadogo, Director
 
General, OFNACER
 

Provide Life Of Project (LOP) funding for the work initiated
 
under PIO/T I 686-0243-3-00040; reduce assignment of economist
 
and f5nancial specialist to 28 person months each.
 

3. 	 PIO/T # 686-0243-3-00040 1st amendment
 
Contract amount: $ 69,600
 
Signed February 1982 by Kibs6 Alfred Sawadogo, DireL",r
 

General, OFNACER
 

Delete the position of management Information specialist from
 
this PIO/T. The functions of the information specialist were
 
assumed by DIIS under PIO/T # 686-0243-3-10060, lst amendment.
 

4. 	 PTO/T 0 686-0243-3-10057 lt amendment
 
Contract amount: $ 94,400
 
Signed February 1982 by Klbs6 Alfred Sawadogo, Director
 

General, OFNACER
 

Same as PIO/T 0 686-0243-3-00040, lot amendment, but
 
concerning LOP funding.
 

5. 	 PIO/T 0 686-024-3-10057 2ndamondment 
Contract amount: S 0 
Signed Juine 1, 1984 by IAurint Quldragoo, Director General, 

OFNACKR 

Rdefln@ the rol of tho fFI) toam (ae Appendix 5) 



C. 	 Resenrch 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 # 6R6-0243-3-00013
 
Contract amount: $ 360,000
 
Signed December 15, 1980 by Bansd, Director General, OFNACER
 

2. 	 PIO/T # 686-0243-3-10098 (Extend CRED Contract)
 
Contract amount: $ 540,000
 
Signed August 6, 1984 by Laurent Ouddraogo, Director General,
 
OFNACER
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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 Oriainal PIO/T (Mav/June 1981)
 

PIO/T No. 686-0243-3-00040 

Attachment No. 3 

Page 1 of 5 Pages 

STATEMENT OF WORK
 

A, 	OBJECTIVE 

The Grain Marketing Development Project provides assistance in improving 
grain market conditiuns, increasing food grain production, and improving 

the prospects of food security in rural areas of Upper Volta. The long­
is 	 : (1) to upgrade the Nationalterm technical assistance component 

facilities in a manner whichCereals Office's ability to allocate storage 
use of its resources; (2) to strengthen OFNACER'smaximizes the efficient 

ability to analyze market conditions; and (3) to make rational pricing 
conform with market conditionsrecommendations and procurement plans which 

and intervention capabilities. A final objective is that OFNACER'a data 

gathering and analytical capabilities will be upgraded, enabling the 
operations more efficiently.organization to perform day-to-day commercial 

technical assistance team will be to demonstrateA major overall task of the 
staff the value of empirical information,to the Director General and to his 

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 
also work to help deff.ne OFNACER's roleoperdtions of OFNACER. The team must 

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

etc. beat suited to OFNACER's capabilities and tho operationo and 
areas 

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

team should seek to outline the practical constraints to 0FNACER'a abilities 

to predict and enforce fixed prices and possible interactions with market factors. 

Bs 	SCOPE OF WORK 

The Contractor agrees to make available the personnel to perform the following 

responsibilities : 

1. 	 Agricultural Economist/Econamint(Team Lder)(33 months) , The Agricultural 
advisor to the CommercialEconomist or Economist will servo an a technical 

Director of OFNACER for a period of thirty threo months. He will be 

responsible for the establishment and development of a planning unit and 

the on-the-job training of two Voltaic college graduAton with degrees in 

Economics who will ultimately annume the renponsibilitioe of the planning 
unit.
 

Ipeolfio rea_onsibilition of the A-roinonomint/Fogimint 	 Inaludo , 

a) 	 to anoint and advice the Couercial Director And the Director General 
or OFNACER refurding the location and capacity of storage structures. 

Thin %ill include an anneinmant of the local grain balance over time, 

the availabilit7 And adequacy of alternate storage fAcilities and other 

factors which arfoot the : sod for warehoune construction. Information 
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PIO/T No. 686-0243-3-00040
 

Attachment No. 3 

Page 2 of 5 Pages 

and procedures established by a short-tern 
marketing specialist
 

will be available to the contractors
 

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

1. 	 the selection of regions/areas where market activities 
should
 

expand;
 

providing estimates of the amounts to be purchased 
and sold


2. 	
in each region so as to assure profit maximization 

conditions; 

3. 	assisting in the determination/recommendation 
of an economically
 

as 	to increase the chances for success
rational pricing system p-' 


of 	the buying and 3elling campaigns;
 

4. assisting in the improcvement and expansion 
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 
trans­

mission to headquarters also need to be addressed.
 

o) to assist in the development of basic market concepts 
and experience
 

in order to guide operational decision-making;
 

to 	carry out analyses of OFNACER's operation as requested 
by the
 

d) 

Commercial Director and the Director General;
 

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

analysis;
 

f) to coordinate the planning unit activities with the different divi.sions 

and regional controllers of OFNACER.
 

(33 	months) : The Financial Accounting
2. Financial Accomting Advisor 

a technical advisor to the Accounting Division of
Advisor will serve as 

OFNACER for a period of thirty three months. He/she will be 
responsible
 

for the implementation of a financial management system designed with 

upport. He/she will also be responsible for on-the-job trainingUSAID 

of the accounting office to asure that such a system will continue 

to
 

provido useful information following the departure of U.S. technical
 

assistance. The Federal Republic of Germany financed accountant/informatior 

specialist is renponnibie for the accounting of the FRG security stock pro' 

and providing technical assistanco to the Financial Diviion of OFNAM. 

funded accountant will be responsible for the implementation of-
The U.S. 
an 	accounting system for the balance of OFNACER'a commercial 

transaction.
 

Collaboration will be required for transaotions between security 
and
 

conmoroal tocks. 
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PIO/T No. 686-0243-3-00040 
Attachment No- 3 
Page 3 of 5 Pages 

Specific Responsibilities of the Financial Accounting Advisor include : 

a) 	to assist and advise the Financial Director and the Director General
 
concerning the implementation of OFNACER's revised accounting system,
 
ioe. assuring that :
 
1. 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 permitted only in accordance with OFNACER 
management authorizationi
 

4. 	 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 irregularities can be prevented or will be 

discovered promptly;

6. information can be generated on a timely basis from the financial 

A.ecords to meet the demands of 0FNACER management and the reporting 
requirements of each donor. 

b) 	 to assist the Financial Director and Director General in meeting the
 
PL 480 reporting requirement of this project;
 

c) 	 to assist and advise the Financial Director in generating useful financial 
information to assure efficient management of the 0ffice;
 

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 Specialist (12 montho) 

This specialist is to work under the direct supervision of the Controller 
General and in close cooperation with the Federal Republic of Germany
financed accountant/information specialist so as to avoid duplication 



Pi0/T No. 686-O2k3-3-00o04 

Attachment No. 3 

Page 4 of 5 Pages 

of 	activitieso The Federal Repblic 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 0FNACER management. 

Specificaly the responsibilities of the manaement information system­
secialist will include :
 

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 organize the data in such a way that it yields 
information relevant to the needs of 0FNACER 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 0FNACER 
into the 0FNACER decisicn-making process. 

C. 	 REQUIRED PT-ORTS 

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 
team member. In addition to the requirements of Article 16, the following 
items will be addressed in each report : 

1) Contractor's contributiono toward meeting the objectives of the
 
project.
 

2) 	 Problems experienced in meeting the requirements of the contract 
and contractor efforts to resolve these problems.
 

3) 	Genoral obcorvatonal remarks on the progress of the projoot as 

7-6
 



Attachment No. 3 
PIO/T No. 686-0243-3-00040 

Page 5 of 5 Pages 

viewed by the Contractor (GOUV field directors will prepare
 
project status report for which the contractor will provide
 
input).
 

4) Potential relationships and contacts which USAID might
establish with individuals, organizations, or government agencies
which would benefit project implementation and be of assistance 
to USAIJJ'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 USAID project ufficer in performing 
project activities with GOUV projet manager. 

Reports will be prepared in English. In addition to distribution requirements
in the General Provision, the vontractor will provide four copies of the 
report to USiaD/Upper Volta and six copies tu the GOUY. Each report 
will contain an extracted summary written in French.
 

in addition to these reports the team will prepare brief analyticalreports
for the use of the Director General of OFrA ER, the Commercial Director 
and tieir staffs. These reports will fall into two general categor.ies: 
(a) reports on operational aspeuts of OFNACER whiuh can be implemented in 
a relatively short time spn, e.g. a more efficient transportation system,
and (b) reports concerning inure strategic subjects such as how official grain 
prices should be determined or methods to incorporate empirical findings 
into policy decisions, etc. 

These reports are tu be prepared upon the request of the Director General 
or tne Commercial Director, or at suon time that the team believes they are 
approp-eiate and/or needed. A copy of thes reports is to be submitted to
 
USAID/Upper Volta.
 

A final report to be submitted by ONACER with tne assistance of tne Contract 
Team to the Ministry of Rural Development and USAlh/Upper Volta..oonderns 
the recurrent cousts to OFNACER as a result of this project. This report
is to analyze the recurrent costs to OFACER upon project completion
(June 3, 1964 ) and propose measures by which theme coots can be covered. 
Thiks report in to be sulomjtted by January 1, 1902 in French to tsie Ministry
of Rural Deveiopment and in English to USAID/Opper Volta, 
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2. SOW from RFTP-AFR-00040 (April 12, 1982)
 

5. Statement of Work
 

a. 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 Vpon

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.
 

b. 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
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to support the field team, as necessary. Individual S4
 

of Work follow:
 

c. 	 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.
 

(I) 	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 responsibilities 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 the
 
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
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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.
 

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

(2) 	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 thui 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. 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 authorization, and
 
that such authorizations take cogni­
zance of the donor requirements,

regulations, and restrictions con­
cerning the use of donor assets;
 

ii. transactions are recorded as neces­
sary to (a) permit preparation of
 
financial statements in conformity

with generally accepted accounting

principles' and (b) tu maintain ac­
countability of assets;
 

iii. access to assets is permitted only

in accordance with OFNACER management

authorization;
 

iv. recorded accountability of assets is
 
compared with the existing assets at
 
reasonable intervals and appropriate

action is taken with respect to any

differences;
 

v. record keeping errors and irregulari­
ties can be prevented or will be dis­
covered promptly;
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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.
 

6. 	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
 
,onths 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 problems.
 

c. 	 General observational remarks on the progress of
 
the project aq 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. In 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 6FNIACER with the assis­
tance of the Contract Team to the Ministry of Rural De­
velopment and USAID/Upper Volta concerns the recurrent
 
costs to OFIACER which may result from programs implemented
through this component 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
Ministry 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
 

7-13
 



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.
 

7. Language Requiremerts
 

The long-term Contractor employees will be required to
 
speak and read French at the FSI S-3 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.)
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3. SOW from Original Contract (May 1982)
 

Contract AFR-0243-C-00-2062-00

Fw;tl SECIIP "o-Wl C,,5.t 45-11"1 

ARTICLE I: STATeMENT OF WORK 

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. ore 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. 	 Assisting OFNACER in its operational activities
 
of buying and selling via an effective pricing

and distribution system;
 

c. 	 Determining moans 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,
 
communicaLion, and storage to stimulate an
 
orderly and economical expdnsion of grain
distribution systems;
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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 aild 
implement 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' emphasis wi;1
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 
Managemen"' 7 ZI/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 counterparts

who will be capable of running the planning unit on their
 
own by the end of the project. The Agricultural Economist

shall provide 210 /2 person months of technical
 
assistance.
 

W"Note: Time spent in language training shall be counted
 

towards the total 
21&1/2 months required.
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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 Structure and Per­formance or 
tne Existing Grain:iarketing System. 

(1) Surplus and deficit areas: 
 Grain surplus and
grain dericit areas will be identified by RegionalDevelopment Organizations (ORD)and subprefectures

and by cereal crops.
 

(2) Structure, Conduct and Performance: The
contractor agricultural economist and hiscounterparts 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 
n good data base to be
utilized for formulating trade policies, thegeographic 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 policies. 
 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 grainproduction and marketing; savings and investments;
foreign exchange reserves 
and balance of payments; and
general employment of resources and distribution ofncome.
 

C. Pricirin Policies 

Policies to fix the procurement and selling price
of Irain should be based upon a combination of data
ana ysis, an estimation of future trends, 
and some
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judgment regarding socio-polit.cal 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
 
activities.
 

(1) Procurement prices. The planning 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 sturage;
 

(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. Analysis of these factors will oe
 
necessary to support selling price recommendatiotis.
 

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

D. Increasing Overall Efficiency of Infrastructures
 

Upper Volta has a transitional agricultural
 
economy. In such economics, 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 Method, which is a
 
well-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)Reducin& Losses in Grain: The economic
 
costs and benefits 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 effective market information system,
 
OFNACER will havre 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 systems 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)Market 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 pamphlets will be used.
 

(c)Market 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 lodal
 
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 will

be held to ensure mutual comprehension. Similarly, data
 
analysis will be undertaken collegially.
 

2. Financial Accounting Advisor and Financial Accounting

Management (21l2 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 advisor
 
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 authorizations;
 

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 Fenerated 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
 
management and financial personnel. This on-the-job
 
training will have to be tailored to fit the capabilities
 
of the OFNACER staff and will be carried out so as to meet
 
the needs and to develop the skills of eachi individual
 
OFNACER employee.
 

To carry out these tasks, the financial 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

implementation 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 system 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 system. 
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.
 

D. 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 Definitions 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 Lincoln 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-put.s
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.
 

2. 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: 
 liaison with
 
USAID/Ouagadougou, liaison with SECID and the
participating member institutions; assistance in
planning buying and selling campaigns; supervision and
training of Voltaic employees in planning techniques

analysis; and coordination of the planning unit's

activities with the different divisions and regional
 
controllers of OFNACER.
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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 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 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 shcld 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 two 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
 

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 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 analysis of transportation, storage, and
administrative costs and present recommendations qf 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 Statistiques (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 IJFNACER.
 

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, t 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 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 basis from the financial
records to meet the demands of OFNACER management and the reporting

requirements of each donor.
 

2. 
To assist OFNACER develop and implement a system of physical inventory
 

3. 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.
 

4. 
To establish and advise the analytical cost unit in order that OFNACER
may become more efficient and improve the basis for price recommendations.
 

5. 
To assist OFNACER with the revision of its Credit Sales policy and establish
a unit within the Financial Office responsible for credit sales.
 

6. 
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.
 

7. 
To assist OFNACER management review its existing management structure
and prescnt recommendations as to how this structure may be modified to
 encourage efficiency. 

8. 
To provide on-the-job training for the staff of the Financial Office. 
B. 
Specific responsibilities of the Financial Advisor from June 3, 1984 thru


December 3, 1984. include: 

1. To monitor and ansist the application of all procedures included within thefinancial and accounting manual and continue the training of theaccounting and financial personnel who will be responsible for the correct
application of the system upon the departure of the advisor.
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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 Financial.and Accounting Manual by incorporating
 
necessary modifications
 

2. 	To finalize the Financial and Accounting Manual with the collaboratior
 
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 scction chief
 

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 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
 

D. 	Language Requirements. 
No change is required
 

E. Structure of the Proje'.:t Team need not be amended
 

Article II Reports Deliverables is to be amended as follows:
 

A. 	Quarterly Report - No changes
 

B. 	Analytical Reports - No changes
 

C. 	OFNACER Report. 
 The 	due date is amended to read June 3, 1984.
 

D. 	Final Report in amended to read am 
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 final
 
report to USAID/Upper Volta (5 Copies 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 
 is amended as follows
 

A. Cooperating Country Liaison : 
Directeur General of OFNACER
 

AID Mission Liaison:
B. Project Officer, USAID/Upper Volta
 

Article IV 
- No Modifications
 

Article V Period of Contract
 

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

B. Contract services are to 
"... and continue for thirty two
a half months. 
 jThe 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.
 

7-31
 



5. SOW from Modtitled Contract kAugUSt LY154)
 

1. CONTRACT IA CODE PAGL OF 

AMENDMENT OF SOLICITATION/MODIFICATION OF CONTRACT I 	 I 

.AMENOmENT/MOOIFICATION NO. 3.EFFECTIVE DATE 4.REQUI$1TION/PUACHASE RKr. NO. , J C NO'( epp 

AFR-02L3-C-00-2062-03 06/03/84 686-0243-3-10057,A-2 686-0243
 
I SSU E D y 	 Co mo .A DM IN IT ER ED Y Ofo the- 1" 6 1 C O D E | 

Agency for International Development Same as Issuing Office
 
Office of Contract Management
 
Regional Operations Division - Africa
 

20523 	 TECHNICAL OFFICE: APR/PD/SWAP
Washington, D. C. 

1. NAME AND ADDRESS OF CONTRACTOR (No., etreet.county, State and ,I Code) W) 9A.AMENDMENT OF SOLICITATION 

South-East Consortium for
 
International Development 	 9U. DATED (SEE ITEM 11) 

400 	Eastowne Drive
 
Suite 207 	 10A. MODIFICATION OF CONTRACT 

NO.Chapel Hill, .C 27514 

X AFR-0243-C-00-209; 
1o. DATED (SEE ITEM 13) 

CODE 	 IFACILITY CODE 09/13/82 
11. THIS ITEM ONLY APPLIES TO AMENDMENTS OF SOLICITATIONS 

E isextended Isi The above numbered solicitation is amended as set forth in IteM 14. The hour and date specified for receipt of Offers 	 I 
tended. 

Offer's must acknowledge receipt of this amendment prior to the hour and date specified In the solicitation or as amended, by one of the following meth 

(a) By completing Items 8 and 15. and returning copies of the amendment: (b)By acknowledging receipt of this amendment on each copy of 
submitted; or (c)By separate letter or telegram which includes a reference to the solicitation and amendment numbers.FAILURE OF YOUR ACKNO 
MENT TO BE RECEIVED AT THE PLACE DESIGNATED FOR THE RECEIPT OF OFFERS PRIOR TO THE HOUR AND DATE SPECIFIED MAY 
IN FAEJECTION OF YOUR OFFER. If by virtue of this amendment you desire to change an offer clready submitted, such change may be made by tel 
letter, provided each telegram or letter makes reference to the solicitation and this amendment, and Isreceived prior to the opening hour and date specif 

It. ACCOUNTING AND APPROPRIATION DATA (itreqrd) Amount 	 ',92ed)rbeligated: 


72-IIX1012 GSHX-8J-21686-KGI8 Cumulative Obligation: $660,987
 
13. THIS ITEM APPLIES ONLY TO MODIFICATIONS OF CONTRACTS/ORDERS, 

IT MODIF IES THE CONTRACT/ORDER NO. AS DESCRIBED IN ITEM 14. 
A.THIS CHANGE ORDER IS ISSUIED PURSUANT TOt (Speci y authorlty) THE CHANGES SET FORTH IN ITEM 14 ARE MADE IN THE C 

TRACT ORDER NO. IN ITEM 1OA. 

I. THE ABOVI NUMUERED CONTRACT/ORDER IS MODIFIED TO REFLECT THE ADMINISTRATIVE CHANGES (ueh a eC hngee in vylh 

appropriation date. eec.) SET FORTH INITEM 14, PURSUANT TO THE AUTHORITY OF FAR 43.103(b). 

C. THIS SUPPLEMENTAL AGREEMENT ISENTERED INTO PURSUANT TO AUTHORITY OFt 

X 	 The FAA of 1961, as amended, and E.O. 11223
 
O.OTH R (Specffy type of modIficatton end authority) 

E. IMPORTANT: Contractor 0' is not, f ib rveuired to sign this document and return . copies to th* Issuing office. 

4rESCR IPTION OF AMENMENT/MOOIF ICAT ION (Orranieed by UCF section heading.. includingsoiicitationlcnqtrimt eabiect matier where es 

A. 	Cover Page
 

1. 	Delete the Estimated Completion Date of "06/03/81" and insert in
 
thereof "05/03/85"
 

2. 	Under the General Provisions delete the dates "10/81", "10/81",
 
and "6/82" and insert in lieu thereof "10/82" for each.
 

11e04 as provlded hereen, alltems and Conditions of the document referenced In ItemOA or 10A, as heretofore changed, remlnsi unchanged and Inf1
an41164fect
 

11A. NAME AND TITLE OF SIGNER (Type orprintl ISA.NAM9 AND fITL OF dONT RACTtNG OFFIC YTOf,oPr 

IDWARO VICKIAY 

gcuateve e,,coW-r ri-.hgn A. Dean (Selv) 

m l l
 

-	 ....... 
4i I 6.•3""_C
7-32 	 1 U.'rl 12, Iri tin 



-2-

B. 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."
 

C. 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 Upper Volta. The long term goal

of the technical assistance component is:
 

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

b. to strengthen OFNACER's ability to analyze

market conditions; and
 

c. 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 predict 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 design 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 
- Ja u-.-- -ay l9Z5).* The
AgriculturaT oo11 
 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 will utlimately

assume the responsibilities of the planning

unit.
 

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 trainig shall be
 
counted towards the total28-months
 
required.
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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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themselves the Cellule des Etudes de
 
la Planification, et des Statistiques

(CEPS) upon contract completion.
 

2) 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.
 

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.
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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,

October 1982 - December 1984). The Financial

Accounting Advisor will serve as 
a technical
 
advisor to tie Director of Finance and

Accounting for a periL d of twenty six months.

He/she willibe 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 cuntract
 

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

I) 	To assist 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 4 
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 as 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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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 kasis from the financial
 
records to meet the demands of OFNACER
 
management and the reporting

requirements of each donor.
 

2) To assist OFNACER develop and implement a
 
system of physical inventory.
 

3) 	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.
 

4) To establish and advise the analytical

cost unit in order that OFNACER may

become more efficient and improve the

basis for price recommendations.
 

5) To assist OFNACER with the revision of

its Credit Sales policy and establish a
 
unit within the Financial Office
 
responsible for credit sales.
 

6) 	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.
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7) To assist OFNACER management review its
existing management structure and preseni

recommendations as 
to how this structure
 
may be modified to encourage efficiency.
 

8) 	To provide on-the-job training for the
 
staff of the Financial Office.
 

b. Specific responsibilities of the Financial
 
Advisor from June 3, 1984 thru
 
December 3, 1984 include:
 

1) 	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 thpir

management;
 

d) to update the Financial and Accounting

Manual by incorporating necessary
 
modifications.
 

2) 	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;
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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 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

capbiliti~s.
 

D. ARTICLE II - REPORTS 

1. Under C. OFNACFY 
 REPORT delete the last sentence and

insert in'lieu thereot 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."
 

2. Under D. Final Report delete the first paragraph in
its entiretyndijnjsert in lieu thereof the following
 

"Upon completion of the effort described in Article I - Statement of Work and not later thanAugust 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.
 
3. 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
 
The unofficial
organization of OFNACER's sales activities. 


translation which follows it was prepared by the evaluation
 

team.
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1EWPUBLIQUE DE HAUTE-VOLTA/)/)_:SMEN-	 DU "'"ELOPPE-11T RURAL 
-" - Unitd - Travail - Justic-

OFFICE NATICI. ' DES CER_ __LES 
B.P. : 53 - OUAGADOUGOU 

TEL t 367-.:- / 367-39 Ouagadougou, le 10 Octobre 1983 

)/"ol4RI . oF1ACZ/DG 

0 	T E DI NF o R M A T I 0 1 

SUR LES CIRCUITS R2VOLUTIOMNAIRES DE DISTRIBUTION 

DES CEREALES 

En exdcution 	de la lettre-cir'culaire n' 1726/CUR/DR/OzA 

du 29 Septembre 1983 du Camarade Ministre du D-veloppement Rural, le
 

Camrarade Directeur G4ndral de 1'OFNACER informe lee camarades collabo­

rateuxe do l'Office, lea camarades membres des C.D.R., lee camarades
 

patriotee commerganto agr44s que lea dispositions suivantee doivent
 

8tre atrictement observdes pour un euccbs total dee operations
 

d'approviuionnement en c4rdales aux citoyens consommateura
 

TROIS FORMULES DE DISTRIBUTION SONT CONCUES 

1) Vente des 	c4r4ales dans les points de vente OFNACER
 

1.1 	 Lea centres de vente OFNACER ouverts du lundi. au samedi,-tr 

soront rdgulibrement approviaionn6 pour la olientble.
 

1.2 	 Les ventes aux concommateurs a'uffectucront avec la superi 

oion des C.D.R. qui proc~deront au contr8le do la rgular: 

den opdrationo de vente notament par 

.	 Le Contr~ls den cartes de famillo ou du dornior bulleti' 

de paie et des pibcee d'identl.td pour la vdrification d 

l. conformit6. 

, Le pointago den pibcoo prdaentdou pour dvitor den op4oc 

tions. 

, La quantiti h livrer par connommatour eut uoumiue k 

V'apprdoiation reaponnable dea C.D.H. 
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') Livraiuon des c6r6ales aux consommateurs Dar les CDR 

2.1 	 Los CDR ddsigneront deux.rnvponsables char"4s de l'approvision­

nemnt de leur ressort, Les noms et pr6noms de ceux-ci doivent 

Etre comnuniqu~s au Scr6tariat GUn6ral National des CDR. 

2.2 	 Les responsables CDR d~gign6s exprimeront lea besoins do leurs
 

r::ilit-nts par linte d0.ment vis6o par eux. La quantit4 des 

c6rdales h livrer par consommateur est laissse k l'appr6ciation 

rusponable des CDM qui connaissent trr-s bicn les familles de 

leurs militants. En mtrme temps qu'ils cxpriment leurs besoins, 

le militants r glent la valour des qu,ntit6s de cdr~ales 

dcmanddes.
 

2.3 	 La liste accompagn6e des fonds collecti.s eat d6poe~e auprbs 

des centres de stockaoe de I'OFRIACER qiii procbderont & la livrai­

son des produits h un lieu pr~alablement ddtormind par lee CDR. 

2.4 	 Les militants concomrnateurs se pr~senteront au lieu-dit pour
 

prendre livraison de leurs c6r6ales entre les mains do leurs
 

" recpmnsables d'approvioionnement ".
 

2.5 I1 ect important d'indiquer qu'il est hautement nouhaitable quo
 

les besoins ex1 rim6- atteignent le minimum de chareement d'un 

camion ( 7 Tonnes ). 

3)Ventos des c~rdales par los commeranto agr69d 

3.1 	Lea commerganta agr&dd regoivent livraioon des cdr6alen auprba
 

do 1'OFNACER apr .nrbglement on pr6nence do d6ldguda CDR on vue
 

d'aaouror l'approvisionement do conso''ateurs d'ung airs 

Lq ogi'aphique. 

3.2 	 Prdagnto au chargremont tovt commo au d6chargoment, lea 

dd16i;uis CDR1 nuporvisont jusqu'au dernior nac lea opdrations 

do wnto on aenurant notawlent 

Le contr1r, do" carton do famillo ou du dornior bullotin 

do pado at les pibcon d'identitd pour In vdrification do 

conformi td. 
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* Le pointage des piboes prdsentdes en vue d'Eviter les
 

sphculations.
 

. La quantitd & livrer par consomateur est laiss~e 

1'apprdciation responsable des CD,.
 

3.3 	 Ii est important de souligner qu'afin de permettre aux commer­

ants patriotes d'assurer la distribution des c~rdales aux
 

consor.'teurs au prix officie une remise de 1,5 F.CPA par 

kilog'am-me ent concdcLo aLceux-ci. 

A titre d'exemple, le sac de 100 Kg de sorgho blanc
 

q.i coOte officiellement 8.315 F.CFA eat livr6 aux commorganto patriote
 

Z.0.165 P, soit une marge do 150 F.CFA par sac do 100 Kg. 

Cam arades militants du Conseil National do la
 

rdvolutionP/volution, viobiliconfi-noua pour d6fondro Iew ac'luio do notre 

(I./mocratique et populairo afin d'accdder &ideo victoires de plus on plus
 

'-latantes. 

La Patrie ou la Mort, 

Noun V tnirona. 

nmliation , 

Diffunion Cdnifrale. Lte U1j$Y 

.
 
,, . O I- , ' -' . . \
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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 :
 

1.1 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 male operations by:
 

- Checking the family identity cards, or most recent salary
 
slip, or identification documents, for conformity purposes.
 

- Marking the documents to prevent speculation on the part of 
consume rs. 

- Hfaving the quantity delivered to each consumer checked by 
an appropriate member of the Committee for the Defense of 
the Revolution. 

2) Delivery of Cereals to Consumers by the Committees for the 
Defense of the Revolution. 

2.1 	 Each Committee for the Defense of the Revolution will 
designate two members am responsible for the distribution of 
cereal# under their control. The family name and all given 
n4meso mout bo notified to the National General Secretariat 
of the Committee for the Defense of the Rovolution. 

2.2 	Those Committee momborn thus dosignated will reginter th 
need* of their party members by means of a duly certified 
list. The quantity of cereala to be dolivered to each 
consumer io left to the responoible Itutmg nt of the 
Committees for the Pfense of the Revolution, who know their 



When they establish
party members' families very well. 


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.
 

2.4 	The party member consumers will present themselves 
at the
 

appointed place to take delivery of the cereals from 
the
 

already appointed responsible for
Committee member 

distribution.
 

2.5 	It is highly preferred that the requirements 
stated amount
 

to at least one truckload (7 tonnes).
 

Sales of Cereals by Authorized Merchants
3) 


3.1 The authorized merchants will take delivery of the cereals
 

from OFNACER after having paid the appropriate cash 
amount in
 

the presence of delegates of the Committee for the 
Defense of
 

the Revolution.
 

3.2 The Committee delegates will remain on site 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 is
 

determined by the Committee for the Defense of the
 

Revolution.
 

It is important to emphasize that in order to 
enable those
 

patriotic traders to distribute cereals at the 
official
 

price, they will receive a discount of 1.5 CFA francs per
 

100 	kilograms of white
kilogram. For example, a bag of 


sorghum, which costs officially 8,315 CFA francs, 
will be
 

8,165 CFA francs, that is,

delivered to patriotic traders at 


150 CFA francs per 100 kilogram bag.
a margin of 
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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 Cdrdales.
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ANNEX 9
 

Minutes of the Price Committee Meeting
 
(November 6, 1984)
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XINISTERE DE LIAGRICULTURE ET DE B U R K I N A F A S 0 

/Th ROCES-VER-AL PE LA PETJNION 
DE LA COMISSION TECHNIqUE CHBEE DES 
MESURES RELATIYES A LA COMM:PCIALISATION 

DES PPODUITS CEPEALIERS, 

LVan ille neuf cent quatre vingt quatre et le Vingt neuf OctI::rel 
s'est runie dans la salle de Conference de 1'H.E.R., la Commission Technique 
charge des mesuares relatives A la Commercialisation des produits cer'alierse 

Membres de la Commission.
 

- Le Cde KkXBIRE Mean Marting Ministere de V'Agriculture et de
V'Elevage (Pr~sident de seance) 

- Le Cde SANON M. Jules, ReprCsentant du Directeur Gkn~ral de
 
l 'Agriculture
 

- Le Ode DYEMKOUMA Dominique, Represertant du Ilrecteur de la 
Production V~g6tale 

- Les Cdes GO Doki-4 et OU0 3A K. Bernard, Direction 
de la Production.V6gtale.
 

- La Cde SOMDA Brigittel Directrice G6n6rale des Douanes 
- Le Cde COULIBALY Ibrahim.,r Directeur de 1 'Administration 

Territoriale et de la S6eurit6 P.I.
 
- Le Cde OUEDRAOGO Nongoma Laurent, Directeur G~neral de 1OFNACER 
- Les Cdes M. Moussi6 I. OUEDRAOGO Harouna OUEDRAOGOet Jean-Pierre 

Direction G6n6rale de 1OFNACER 
- Lee Cdes TAMBOURA Amelie et SANON Filix,. Direction G6nerale du 
Commerce et de l'Approvisionnement du Peuple.
 

- Le Cde ILBOUDO Michell Directeur G6n6ral du Commerce et des 
Prix P.1. 

- Les Cdes OUEDRAOGO Pierre ZOUNGRANAet Ousmane, Syndicat des 
Commzerans de Cr6ales 

- Le Cde DEXOTOUMDA Mizinda,. Pr6si'dent des Syndicats des Agricul­teurs. 

Membres absents -
Le President de la Chambre de Commeroe 
Le Directeur G6n6ral de la Planifi.ation La_/I 
Le Directeur du Commert'e Int6reur. / Z 
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OB SERVATEURS 

.-.te Cde. PALM Eric, Caisse de Stabilisation des Prix des
 
Pr6duits Agricoles
 

.'x"'
"--Lv Cde Yadgho Augustin., .Caisse G6nral6 de PNrgquation
 
-des Pr 

Le Cde Sow Lousi .Dir.ecteur de la'Coop6r.ativb de lA .Vall 
du Kou. 

- La COe ZONGO Maurice, FASO YAR (Sisalia) 

Le Cd& Secr %tire G~nral fu MintsLtre de l'Agriculture 

et de l"Elevage(Prsiadnt de.Sarice)'hyant constat" que le quvrum est 

atteirnt debute la- r~union. 3,. rarpelle que !a.Commission doit se reunir 

trois' (3) fois p r .an 2 

gn Jui' pour la prop 'sit.on des prix d'achat au p'rbducteur 

-En Octo're-ao± l'examen du dossie r d la Cazpagne de Com­

nercialisation de 1'OFNAC-E 

-En Novembre pour la propb'sition dkS prix aevente ccon­

sommateur.
 

nI invite alors les membres de la Commission i apporter leB 

4
1ements d'appr6ciation permettant de fixer dorreqtement J.es, prix des pro. 

duits c6re'al.ers. Les propositions fait-il remarquer, doivent alier dans 

•'sens de-!a politique du C.N,.R. de d~fendreleG int~r~ts daes masses popu­

1aires et _d'o4rmer vers .l'autosuffisance alimentairej fl informe igalce 

la commission de laad@Qision des Auorit6s de libirer les-prix des Intra: 

Agricole6 qui jusque 19 6taient subventionnis par l'ftat, Xtant donn6 que 

c'est la Directioi G6nrale de l'Agriculture (D.G.A.): qui.dft;ient les 

informations tefhniques permettant de faire une 1ere approche dq problme
 

il propose la procedure suiv~nte qui sera. adopteo 

Direction G6n6ralv l'Agricultue -fait &.'.la1 La 
•.." .' % .. ' de ,. - , Cor­

misiOn l'xposi des cofts de production et en d6duit le prix de revient 

du'Kg des cultures.c6ralieres de base.fmill sorgho, maTs)
 

20/ La Commission discute sur. le prLx d6gag6.par la D.G.A. 

e/iLa•Commnlssion adopts A aiarir do 18. discussion et des 

diff6rentes proposition'de-aembrou de ItLcbmmioslonj un prix du Kg do 

chAqup ctr&alo' 

.Le President do S6ance donne onsuite la parole au Repr6-, 

sentant du' DiroctiUr Gkeniral de 1l1griculture our qu'il expbso .la zetho 

do calcul de pir 'd re'vient du'Xg do kjrea1e (.ii,' norgho, male) *u 

6gard aux codto do productions (ntranta.Agricoleob Main d'Oeuvro)e 

does/w. :29-4 
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En Co qul. concerne le riz, cle~t le Reprbientanit'de la'aleduKuql 

gn fera l'expos& imznediatement apris. Do ces deux~ -­,eZose,&j Acconmpagne6 
de leur ;raqprt Aechnique l.es VreiIcront u- d' 

(F/KG) 
.. ,
 

* . I.* Scrgho. I -Mil I Ya-sr, 

Tractitan assine 9~6 46 . 16! 

Traction bovine I89,50 S.12770.I9'60 1 

.~Culture *tradi~i'nne11le 4,0 266,80. -i~ ~c..1 

En fai.iant la nmoyenne .Lithm2&tiquO des prix a'e )....................e'
 

155 o n abbutit au~c r~siultats U.at: 

Sorgho S137 F/Kg
 

MiJ. 19F/Kg 

-,~~~ -Ripaddy 
14 Sect4 ie hja1flait eaqurqu jjo~ir ies prix iayens on devrait 
plu.t t< f aire 'de 8nYiijinn e pon et'eis ('.iVdat la pourcettage do production.
des difiirentoeS-C* 6 ~~s yni aih etxn~ie .. .
 

es t~nn hm tiqule, -ce qui aurait
xriem~ynnear 

reldvi 106'px4 -- -... .'..
 

tinRer6 en an: de 1'OFNACER voudrait savoi,rdans quel cadre
 
les. chiffrs aer-*eldel~nte aVanc~f3 ont et6 retenus.. La'D.G.A. rponden
 

disant qu'elle alkt.it rile6b&i Uhdocrmnn de la cawpagne'pr~ciden .tz 

.~ Le Socr~taire G6n~ral de Mtr d.l'Agri.Vl,. intervient pour 
dire qu'un rend'emnnt n'eiat on p~cp~aal quo pour une capgn* une 
r(gio~n et uno clture, donn6es, 3:1 fait aJlors renarquer q-ue rmiqivejI 
eux chiffres de rendo~mnt releyo's dans lee rapports de..4%11.D. au 30109,A~9 
.1eb rind6ents' aaopte sont repr65'efitatf o3ucm&g 

XI~ ~ ~ f doit caratiteqremrqot 

~~~~~..ia1trirur.cettque~ ~ ~ ~ ..~ ,. o isi 'pntrsxemple I. prix
 

4'ach~t auyroductVour Q01ent pas 1ixi do manliio r.-adit6' "2'.on'o6 heurt
 
A Ia r~ticene doo payouno i vendre i 1'OFN.,CER&.I
 

* : VCOuMonc0-tlao oA IslR3ld6bnt do 'ond . e~mbrea do Ia Commission 
',doivenl tadr, u'nouandnca o t,'oCtIV,.40 afin do fixer des prixdoIa dltuadiio 


rialisio.s .qu4,, p0ImutAjont "ttatindo lo' objeciife' pOUrzULT18& 
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Le'Directeur de 1'OFNACER intervien, " p.on tour dit quo la
 

Chambro do Commerce avait -usage de*livrbr"les prix pratiquis evr lea
 

marches 'des pays'veisins ot insiste sur l'importance'cde cotto d'mrarche
 

informe ensuite la commisrsion
pour la commorcialisation dcs c~r~alos..,f 


doe doux po~ints suivants 3
 

10/ L'OFNACER a requ des instructions des autorit6s pour pratiquc
 

une rggior_iliaation des prix des cria2es.
 

de com.orcia.­'20/LIOFNICER va r6fo:.dra le systrme db, collecte et 

lisation dos c~r~ales et.a pour.cela adopt' trois (3) formules 2 

- Redy-narriser la collecte des c6r6 ales par les gro9uj~ments vl­

les.Hauts Cormmissaires et.los C.D...lageois er raypcrt avec les O.P.D., 

- Cr-er des contrds populaires de collec.te, 

Instituer au niveau de chaque provincedes.co-e,.T.ants agr6cs* 

?aire G.n6ral du are-Z" l'Agr' :ulture et de'l.'Elevage- Le Secr 

demande au Directeur de I'OFNACER s'il'y a des Instrkictions pr~cises soui 
forme 6crite sur la ri6gionaJlisation des-prix; fli 4 fait remarquer qu'il y 

des zones de productivit6 cer6_ligre diff6renbe 

Prenant la parole le Directeur do l'OFNACER precise q'i.., a rc9, 

de l'Etat.'.des.instructions yerbalesde la part du Chef 

du Burkina.FaseLe Directeur de I'OfNACEM indique rur .une carte 

a lassistance uatre (4) ;ones...cor-resp6ndant.i.qui1 fait distribuer 

des productivit6s diff~rentes et A Zas.prixd ffrents pratiqu6 s sur lea 

march6 s : 

- 1ere zone t exc6dentaire 

-2eme !one : production plus'ou moins.4jU'ibr6e 

-36me zone:lgirement dficitaire
 

- 46me Zone; .dficitaire
 

Lo Secr6taire G6n6ral/MAE r6capitule alors & l'attention does 

'tro prim ormembres de la Comission tgus los critires qui doivent donc 

compto dann los prix 6 fixer a 

- Lo faqteur r6gionalisation
 

- Lo prix au consommatour
 

- I,o.factour libiration du prix don Intrants ,Agricolose.
 

I& invite loc membros do la commission A Go pronioncor toun A tour our
 

In ql'e'stion do la r6gionalisntion dos prix qui'vont poor sclon lul 16
 

ou
probl6mo du prix d'achnt au productour ot colui do vento connomntou
 

loqul do con deuxprix pout r6pondre au'principe do In r6gionnllntion
 

La pardole A cc propore fait le tour do In t3ble. s 
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-- Hepr6bentant des Conmergants 
pense qu'en 6e qu1 concerne les zones
 
d4ficitaires 
cowe le*Sahel, on ne saurait fixer inprix d'achat au producteur. 

-tas, ar r il faut consiadrer les avantages de la r4gionalisation du C8td
 
producteur et du cetd consor.teur. Pour los zones exc6 den'taires, la r-gi 
rz.­
lisaten des prix est une 
incitation , la production. 

-	C _erce et Aprvisionnement du PeupleI: 'r~giorilis~r le prii d'Achat 
au
 
'producteur j
N" beaucoup de problbpes ; i vaut zieurx -onserver'lIunifoz t6 
des prix.
 

-	 C...p.F.A. : iay p a rti e ntplut 8 t "AI'OFCER de faire des-propositions. 

-	 Direction -des Dfouanes : dure avis quee r antant do la C?.
 

-	 Admnistrntion "Tenritoriale et S curit4 : opte pot r l'unifo=.itd des prix.
 
- DGA : il vaut ie'ux. rdionaliser le. prix de vente. au 
consommateur -ais uni­
formiser celui 
de l'.adhat au producteur. 

Caisse GUn6rale de Pr6dquation : il 
se pose le prob 6mede la d" .iV des
 
prix, (achat au producteur et vente au consommatur).
 

La r6g!onalipat~on r~souirait 
 le probleme zu niveau de I'OFNACM, cui 
a'AurdA.l. qu"& acheter lef; cdr4nles dan les zones excedentaires afin de :es ache­

miner dans celles d6fiditaires­

-	 .Reprdsentant du Corierce et A.jrovisionnepent du Peuple : propose l'urifo:­
mitd pour l17d'P hi*t a 
 producteux et la r&gionalisation pnu.r le prix de ver.te
 
au conso=ateur.
 

- Syndicat des arriculteurs : propcse'd'ache;terk1es cdrales dans les zones
 
exc6dentalres 
et do-.lo vendre A des prix raioonntblces dans le-, zones d4fic.taire 

-	 Divrctour do I'O!ACR : apoi-te un rectificatif sur la comprdhensicn du
 
principe do la r6glonlisation des prix ; ii s'agit :
 

do fixer le prix des cd:76aleo au niveau do chaque frovince par lea
 
Hauts Comisoairev et lea CDR.
 

d'inciter Ion zones proc!uct-ivou'h accroitrol-dur production 
* 	do prep;uorer des carteo d 'approvinionnoment dndn' owztneo ddf±­

citairos. 

Aeprdna~t la parole, le.Secrktaire Gdndral du J-Aniothrv do 1'/,&r.*ultx

ro et de.'Elovrig dit qu'on partant du principv de la fixation doo 2 rriy.
 
(prix d'achat au produotour et prix do vonto au oonorateur) au nivonu 
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* .7n n'aural% donc 

un prix do vente au annsirateur & port6e de sa bourse et compte tenu des c. 

Ces en mati~ro d'approvisionnement (transport notament), suppose une evure­

de subvention, I'Etat en 1'occurence. la liberation des ]prix des intrants
 

agrip essuppose dgalelent la r4gionalisation de leurs Frix.
 

.vircinl I e r,, 	 plus ae raison d'Vtre. Fiy r celnt'.* 

,Ilne restait plus qu'h fixer 2es prix d'achat.auproducteurs,ce 

pourquoi le Pr6sident.de s6pnrjce invite les membres h faire de propositions
 

cr ats; Chaque direction eut drolt h la parole'pour faire sa proposition
 

quznt.tatiNvc ou qunlit!ti.ce des i.-:.'
 

Le r4su=6 des prpitins est cor.si-n6 da.s le tableu ci-dessoz-

Tableau des p1rojositions des Dr'x (F CFA/KG ) 

I Nil :Sorgho blanc I Sorgho I Riz paddy I Xa 
..... I I -. I rougb ' 

1 I. ' . . I - I 

Syndicat des Cormerqnts 1 95 1 90 I - 80' 1 65 1 -

Faso Yar . • .gO, 7 4 
Dtior Formation des Prix.1 . I1 est difficile d'appr$cier sans dooument 

C.S.P.P.A. 	 : Proposons la r6vision des prix de revient i la 
baisse 

Douanes .	 Pas de proposition. On devait ourir le docume 

• 	 avant la reunion et non seance tenante. Mais 
tant que douaniers nous sommes favcrables A une 
hausse des prix
 

Valle du Kou I - -	 85 

Adm.Terrtoriale & ScuritA- Nous ne poss~dons pas des criteres objectifs
d'appreciations.
 

Caisso G6n~rale do P6r quation: Ent tant qu'obsorvatours nous rlavowl pas do 
proposition 

.1 Propose une augmentation dos prix de c6r6ales d 
1II 'co 30% par rapport i l'an dernior, nauf pou.le ri 

(15 % d'augmentation)
 

80 80 	 75 85 8 

ISyndicat ILriculteur S'alienc our in propcoition du Repr6sentnnt du
 
I 	 Commeorco. 
I 

IOFNACE, I 80 75 65 80;74 70 

ID.GoA. 	 I r~itire A nouveau lJo prix do rovent propon6n 
I dann le document techniquo. 

Un Ropr6sentnnt do I'OF4ACP fait rermrquer quo In aubventicn du rrix 

do vonto fu concomntur nurn pour conT1nque*co In monopolin'tlon do 1 

commorcinliontion pnr I'OFUACEAioo Cornm~rqnrtn no j)ouvnnt phn vondro 

prix officiol. 	 9-8
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to Secretaire 06n~ra/M.A.E, recapitule le diff6rentes propo­

sitions et il ressort les propositions de prix suivantes o Milt 8OF/KG 

X°aTs ! 85 F/KG, Sorgho Blanc " 80 F/YK, Sorgho rouge 1 75 F/KG. 

Ii fait remarquer ln necessite de faire les prop9sition.s 

d'achat au producter des cereales en d6but de canpagne afin d'incitcr 

la production comme pour le coton. 

CONCLUSION:
 

La cbmmssion,a_.a_ _pt , .len risolutons suivrntes 

- Uniformiser'.les prix d'achat au producteur. 

- R6gionaliser les prix do vente-.au consommatour. 

Lo r6gionalisation nura.pour avantage I 

- D'incitor les zones productives A qm6liorer lour potontiel do 

production. 

pormettre aux pypulations des zones d6ffcitairos d'avoir
-Do 


acB&5 aux proauits vivri'-rn.dont los prix seront 6tudi6s en fonction do leu
 

lour pouvoir d'nchct. .'
 

In mort. nous vaLncrons I
La Patri6i ou 


SECRETAIRE DrRIPPORTEUR
Lo PRESIDfNT DE SEANCE 
SEANCE 

uUOB:A Bernard TIY.BOJFA ArAlio
 
KIMBIRE Jtjnn Martin 
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ANNEX 10
 

Organization of OFNACER's Buying Campaign
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GUIDE DE L'AGENT 

OF NA CEF 

EN CAMPAGNE NATIONALE 

D ACHAT 19 4/1935 

" La rdvolutionnarisation de tous les domaine
 

de tous les secteurs d'activitd, est le mot d'ordre qul corres­
pond au moment prdsent".
 

Camarade Thomas SANKARA
 

Discours d'Oriontation Politique
 

du 2 Octobre 1983.
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/)/1INISTEIE DU COMMERCE ET DE
 
LIAPPROVISIONNEMENT DU PEUPLE 
 B U R K I N A P A S 0
 

OFFICE NATIONAL DES CEREALES
 
BP. 53 - OUAGADOUGOU -
T6I. 33-67-38 / 33-67-39 	 le 1dOuaadougou, 	 W4.. 

0 ONI 7 0 0 ICNR/CAPRO/OFNACER/DG/DC 	 Lo Camarado Directeur Gdnral do 
l'Office National don Cdrdales 

-/-lux

Objet i Campagne nationale do Camarades Contr8leurs Ddpartementaux
 

collects 1984/1985 do Goutin.
 

Camarades,
 

La Campagne Nationale do collect. vient dS6tre lanoe 
dan Ion
 

Centres Ddpartementaux do Gstion.
 

Le Gouvernement Rdvolutionnaire a ddcidd cette ann6e 
do relavI
 
plus de 256 le prix dfachat doe cdrdales afin quo no. producteurs voieni
 
r~compensE. leur dure labeur ot soient 
incites h produire davantce.
 

J'attondn donc de vous une aotion intensive et soutenue dano 
colleots do non cr~ales locales. Auoun effort no devra Ctre 4yargni pour! 

cellector 1. r ximum do c6r6ales I ddveloppet don initiatives at amvlior
 
relations aveo lo autiritis administrativem, le CDR, lo groupements
 

villageoi, lea banquen do c~r6ales, lee ORD etc...
 

Copendant, cotto action no doit pan vou. dispenser dew oontrPAi 
oontr~le de la qualitd, do la quantitd do. crale. at du travail meni pq 
agents our 1e terrain '% I . tourneon trYa frdquentan. 

La Direction Gndralo do l'OPNACER, groe & now dquipe de 
senlibilimation effeoctuora do nombreusos tournden dAno touto lee Iovir,,
 

La Patrie ou la Mort, Noun Vainorona 



-2-


Le prdon guide *'adreoue I tous lea agents OFNACER intorvenant dana la oampagne 

nationale do collects, il a pour objet de ddfinir le cadre rigloentaire rigiseant 

lea activitda do la campagne. Ii permet dgalement aux autoritds administratives, 

aux Camaradea CDR et aux organloationa paynannes d'avoir une information cemplbte 

chaque ann4= sur In duroulement do la campagne d'achat do 1'OFNkC2R. 

La campagne nationalo d'achat dana chaque centre d6parte:.iontal de gemtieor 

(CDG) eat dirig4e, animdo et coordonndo par le Contr8leur responu:,blo du CDG, our 

la base du guide et des instructions reques do la Direction GCn4rale, en 6troite
 

collaboration avec lea groupements villageoi, banques de cdrdalea, cutoritds
 

administrativea, CDR ot ORD.
 

Le Contrbleur par con tourn6es rcgulibreo doit pouvoir informer ane
 

foin pa ! seraine par tous moyeno la Direction Commerciale de l6volution do la
 

collects dans non CDC et don problmes qui pourrai survenir.
 

Lo. guide 1904/19H5 coprond 4 grandee partioa i 

I - lea Objectifn
 

II - le Prodult
 

III - 1o0remnination don aohats
 

IV - l'Enrogintreomnt don mouvemonts do stook.
 

I - Lea pbhettis 

L'O(Tico t1ationnI don C4r41ou, compto tonu don diftrdrntes tnfeuatioea 

qt'pr4viasonu plutt pv.aan#1mte# our Ion rdoolto, 04/05, a rotenu un objootif 

national do collocto do 15 000 tonnon do c~rAnlen j mil, mA!., norgho blano et 

rougo. 

Cet objeotif no doit p n Otro perju oomzo uno (in on noi mim plutbt une 

Indication. L'OFNACY.Jt collootorn lo wA1xmuw do o4rdalen dimponiblon lh Ct eles 

so trouvent sana pour aiitant cherohor 4 vider I#* greniorm don pyor~ns do lourn 

atooks rmerv4s & la consommation flwllalo. LIoFMAC)@out pr!t & saeter tout 

l'exo4dent onwarolalisablo. 
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Lo Soum-ObJectife par CDG/Ear Preduit 

Centre Ddpartemental I Tonnage &do Go-to 
 collecter
 

Ouagadougou1
1Dddougou 

0I 
5 000 

SBobe-Dioulasso | 4 000 
| Ouahigouya 4 00 
| 1Fada N'Courma 500 

1 700 
| Gaoua 1000 

1 1 000I 
I KoudougouI 
I Koupdla50 I 1 000 

I 

TOTAL 1 15 000 

II - Les Produits 

L'OFNACER collectera cette ann4e lea produits uivantg I mi,
aorgho blanc, aorgho rouge, Ces Produits devront oblicatAmriment Oti. denMiii 
irrdprochable.
 

Leo agents OFNACER conet ents des problbmes ,ccanionn6a par Ue
 
stookage prolongd do c6rdalos humidos, infestdosou en ddbut d'infoctation,
 
prondrmnt toutes mesuren ;our.vrifier ot contr8ler 1U qua,t , t 13,'voJl. , 
tou lea ease. 

Le Contr8leur, l'Annistant ot le Chef maganinier informoront
 
largoment toum 
lea agents collecteura et proodderont A%de contr8le. do lours
 
aojivitdm d'aohat. Touts c6rdale humide ou 
infoatde, tout mao no fr.iuLnt pas I 
polde devront Stre rojet6s. Le Contr8lour eat repvnsable do la qualit6 et do
 
quantit6 don produita nhotdo.
 

Leo 	 m4asins dotindo & rocevoir los produita do la nouvelle 
compagne devraient Stro nupnravant vid6st nottoyda et dduinftotiS.
 

III-	 L't,0rR njnation d, rio nt 

Troia formuleo do collocteom sont adoptdo oette annde. 

1) Los Achftm i 
LIOFNACRR maohotora cotto annie par tlintermidiaire don groupol

villagooil, dei *arch4a populairon dl-ohttm et dci OOorgnnts i-rddm. 
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1.1. Les Groupements VillaTeois et autres 
organisations Paysannes
 

Comme lea 
campagnee prdcddentes, I'OFNACER dans
soutenir lea organisatinns paysannes privil6giera 
son d~sir do
 

sea achats auprbs des
 
groupements villageois.
 

Les groupemonts seront 
choisis de 
commun accord avoc 
'0RD
(encadreur desdits groupements) parmi 
lea plus s6rioux at 
ne devraient pas Otre
d6biteurs vis-hvis de l'OFNACER. Ii recevront des 
avances 
do fonds par tranehe
inf 4 rieure ou 
4gale 4 300 000 Francs CFA, des sacs, 
ficelles 
etc... 
pour procddex
 
aux achats pour le compte do 
l'0FN:i1CER.
 

Le succbs de cette formule d'achat tiont compte d'une p:rt du niveau

d'organisatimn, du s~rieux des 
groupements et d'autre part de la bonne
 
collaboration entre ORD, autorit 
n administratives ot 
OFNACER.
 

1.2.Lea marchs populaire3 d'achats
 

A l'instar do la SOFITEX; L'OFNACER voudrait tondro vora 
la mine
an place de marchds autog6rda pauor lea cdrdales. Con marchda tiendront compto
do la 
 p6dcifitd don cdrdales pir rapport au cnton commorcialiad pzr I. SOFITEX.
 

Co 
 marchda populairos d'achato (RPA) seront dos marchda p4xiadiquefour leaquols 
 1'OFNACER procbdora diroctomont aux achato par l'intorm6diaire do
 
m0n propres agents.
 

Con MPA so tiondront salon uno 
pdriodicitd at A un 
lieu d'tormin~spar

lea 
autorit6s adminintrative 
 ot lou CDn. Lea CDR no 
chargoront d'informer lee
Dayaano du liou ot do 
la date. Ila oonnibilinormnt dgalement lea payarna sur
l'avantage qu'ils 
ont & vondre louts produita 
h 1'OFACER plut8t qu'aux com=ergan


Lou agents OFNACER no prdaentoront le jour In4iqu6 
au lieu fix6 even loufonds 
 lea sacs at lo 
camirn pour proo6dor directomont aux achata at
 
l'onlbvomont du produit log6 dana don 
sacs.
 

L'OFNACER attache 
beaucoup do prix 4 la 
rdunoito do cotto 
ioruule
 
populaire dlaohat.
 

Los contrad'chato clasolquoa devront trbo rnpidomont laiLoer la
 
place aux marchdu populairoa d'achata. 
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1.. Les Cemmergants
 

L'OFNACER avait pr6vu acheter cette ann6e aux commergants agr46a
 

mais la publication tardive des prix officiels ne lui permet pas d'ttendre la
 

mise en place du systbms d'agr6ment.
 

Aussi, 110FNACER achbtera cette anndo sans exiger d'a-r6ment. 

Les agents seront vigilants our la qualit- et la poidn does c~rdal 

livrdes par les commerqants. Ils pourront proc6der 4 des reconditionncments au 

frais du commerqant pour contr~ler Is qualit6. 

Sacherie : loraquo lo produit livrd par le commargint Qst logs dui 

un sac en trbs bon 6tat, V'agent zcceptora la eachurio et rbglora Lu comrlorqant 

fmrfait de 4 FCFA par kg net livrd. Dans le cas contraire, l''gont rctustra la 

sacherie et proc~dera h un reconditiolnnmLnt aux frais du commirg"nt pour 

transfdrer los produita dans ices saca OFNACER 

Transport : 11 est prevu un iorfait do 4 F CFA par kg livr6 et 

legd dans nea magaoins de otockag' aux frain du cnmmergant. 

Compte tonu du prix"zbordablol",u maTs, 1'0FNACId no versora 2an 

0 FCFA piur le tranap)rt du ma a livr4 par los cmmrrants. 

NB : L'OFNACER n'uxclut pas 1'organiuation d'chut tuat oulmn la 

formulo d'achat auprba do commerqanta agr4ds dana l'uno ou l'autru province Vt 

lea autnritda administrativus ot lea CDR aurnngt ddjh mis au point un cyatbme 

d'agrdment. 

rmt don CD11 on fonds
2) Llapprev nmonr 


La Direction financibr-) prondra tiutes diuponitions Tour 

au uibge duapproviuionnor Io CDG par Io nyntim) do viromont dano lou banquom 

CDG, aprbu vdrification doz la nituation dou cnlovcta.i. 

3) Lon prix d' chat
 

I Unit 1 Ido DOUBLE
 

KG POT I POT 11/2 TINE I TIVE
 
I 	 I I I III 

I P dut I I 

80 64 120 6,10 I1 -00I8il 	 I I II I 

00 64 120 640 1 "10
!mrghe blino 


I Gmrgho rouge I 	 75 1 60 1 120 I 600 1 1 200 1
 

13 60 136 600 1 1
05 	 1 
1 - I I I 

I I 	 I! I 
!I10-8 ! I -, 
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4) La Logiatique t
 
En plus des camions et chauffeurs ddj& affectds au niveau des CDG, la
 

Direction de la Legistique r6pondra dane lea plus brefs ddlais 6 touts demande
 

de camions formulde par un Contraleur pour sa campagne.
 

Tout chauffeur paresseux, indisciplin6 ou "affairiste" devra Stre
 
mignal4 par le Cont-Aleur pour qu'il soit sanctionn6.
 

5) Les risteurnes :
 

4.1. 	Groupements Villageois et autres organisations paysannes
 
2 FOFA par kg net collectS, verses en fin de camp-.gne.
 

4.2. 	ORD : 0,5 FCFA par kg net collecti, versgs en fin de campagne.
 

4.3. Caisse CDR : Pour le travail de sensibilisation, d'information
 
et d'organisation des marchga populires d'achat,
 

une ristourne de 0,5 FCFA par kg ret collect6 dane
 

lea MPA effectivement "encadrgsn" p_-r I" CDR am
 

reversde h la Caisse CDR en fin de campagne.
 

4.4. Magasinier OFNACER
 

Les magasiniers collectant dans las 1.PA reccvront
 
unu ristourne de 0,05 FCFA par kg not collect6
 

Les magasiniers collectant exceptionnellement dane
 

lea centres d'achat ancienne formulo poroeviont une
 

ristourne de 0,7 F/kg collectd.
 

4.5. 	Les Contr~leura OFNACER.
 

Ils percevront une ristourne de 0,05 FCFA par kg
 

not collectd pAr le CDG quelle quu soit le aystkme
 

dtachat.
 

6) Lee raia de Collectss s
 
Maujj2 o s la manutention rete fixde & 200 FCF 
 la tonnt 

(enoachages couture, poeoe et chargemont). 

Gardiennago a Los frain do gardionnage roatent maintonuc & 200 F 

par jour. L'enlbvement den stocks dovrait 
 as faire
 

rapidoment, lo frain de gardienuago dovr-.ient
 

oonnaitro uso r,.duotimn.
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IV) Enregistremont des MYeuvements de stocks
 

L'OFNACER A la demande des Autoritdo devra tendre I stocker dans 4
 
centres situds h priximit4 des zunes de collecte, lea produits achot~s.
 

L'action de l'Office, 4 travers lea Contrbleurs, sera donc cette
 
annde de prendre contact et d'instaurer des relations suivies 
avec lcs diff6ren
 

banques de cdr4ales agissant sur l9ur CDG respectif.
 

Tout mouvement d'entrde ou de 
sortie du stock collect6 devra figur
 
sur la fiche de contr8le de stock.
 

i) Les Cessiona au Stock National de S6curit6
 

Toute cersion de cdr6ale au stock national de s4curit6 sera
 
matdrialis~e par un l.rdereau de r~ception 4tabli par l'agent DSS en prtsence dJ 
magasinier de la Direction co:,,:merciale, celui-ci devra au paravnt remplir iu
 

2) Les Enregistrements comptables
 

En plus de la situation hebdomadairo oommuniqu6e par .A.amyora
 
Direction Cemmerciale, un rapport mensuel sera exigd par CDG. Le mapport, dovra
 

comprendre i
 

- la situation des collectes et 
des charges
 

- lea pibces comptables et pisces justificatives
 

Ce rapport devra briller par sa clart6 et ne souffrir d'aucun retrd
 

Tout agent h6aitant sur la fagon do romplir un B.A., BE, ICD, PCR,
 
devra s'adresser & son Contrbleur afin ddviter los 
erroars, e'roh-rgea ot r"tu1
 

La Patria m2, In Mnr,- M-n - I 
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