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sussct:  Audit of AID Participation in Sahel River Basin Development
(Audit Report No. 7-625-87-4, dated December 31, 1986)

to: Peter Benedict, Director, USAID/Niger

This report presents the results of audit of AID's
participation in Sahel river basin develcpment. The program
results audit was made to determine whether AID assistance
had been successful and whether its management was effective.

Audit results showed thac AID assistance had mixed results.
While  AID succeeded in providing Sahel river basin
organizations substantial planning data, the organization's
own weaknesses and slow growth in building their planning
capability limited the effective use of the data. Also, AID
project management needed improvement.

USAID/Niger was responsible for projects assisting the Niger
river basin organization. The audit found that a lack of
qualified river basin planners limited ‘+he organization's
capability to plar development activities. Also,
insufficient funding because member countries did not pay
their dues caused management problems, and the organization
was not able to pay its normal operating expenses. At the
time of audit, salaries had not been paid for several months
and member states owed about $1.5 million. 1In addition, the
audit identified several wcaknesses in USAID/Niger project
management and identified an opportunity to reduce project
costs.

During the audit, the Africa Bureau decided to terminate AID
assistance to the Niger river basin organization. The
Bureau's decision was based on poor progress and lack of

member country support. Thus, the audit recommendation
directed to USAID/Niger is closed upon issuance of this
report.

Your comments to the draft report were considered as
appropriate, and the entire text is included in Appendi. 1.
Please let this office know of any further comments on the
report within 30 days.

OPTIONAL FORM NO. 10
(REV. 1-80)

GBA FFMR (41 CFR) 103-11.6
85010-114 .

™ GPO : 1981 0 - 341-526 (6304)



UNITED STATES GOVERNMENT
memorandum

Mrinor: John P. Competello, RIG/A/WA N o

oate: December 31, 1986

sussect: Audit of AID Participation in Sahel River Basin Development
(Audit Report No. 7-625-87-4, dated December 31, 1986)

ro, Sarah Jane Littlefield, Director, USAID/Senegal

This report presents the results of audit of AID's
participation in Sahel river basin development. The program
results audit was made +to determine whether AID assistance
had been successful and whether its management was effective.

Audit results showed that AID assistance had mixed results.
While AID succeeded in providing Sahel river basin
organizations substantial planning data, the organization's
own weaknesses and slow growth in building their planning
capability limited the effective use of the data. Also, AID
project management needed improvement.

USAID/Senegal was responsible for projects assisting The
Gambia and Senegal river basin organizations. The audit
found that the regional organizations, established to plan
and oversee development of The Gambia and Senegal river
basins, had significant management and funding problems.
These problems limited the impact of AID assistance and,
unless corrected, will lessen AID's ability to achieve its
objective in assisting in Sahel river basin development.
Also, USAID/Senegal project management needed improvement.

The audit recommends a reassessment of AID assistance to The
Gambia and Senegal river basin organizations and improved
USAID/Senegal management of the river basin project
portfolio. Your comments to the draft report have been
considered and are included as Appendix 2. Your actions on
the report recommendations have resulted in both
recommendations being resolved. The recommendations can be
closed upon completion of promised actions.

Please notify this office within 30 days of any additional
information related to action planned or taken to implement
the recommendations.
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EXECUTIVE SUMMARY

Since 1975, AID has authorized 14 projects amounting to about
$60 million to help strengthen the planning capabilities of
threec regional organizations in West Africa. The organizations
werce empowered by their member countries to plan and oversce
the developmoent of The Gambia, Nigcer, and Sencgal river
basins. In order to carry out these responsibilities, the
organizations required (1) data, such as that obtained from

basin-widce hydrolegic, economic and environmental studies, and
(2) the capability to effectively usce the data. AID assisted
in performing the nccessary studies and in developing planning
capability within each organization.

The Office of the Regional Inspector General for Audit/West
Africa made a program results audit of AID participation in
Sahcl river basin development. The objectives of the audit
werce to determine whether AID assistance had been successful
and whether its management was effective.

Audit results showed that AID assistance had mixed results.
While AID succeeded in providing Sahel river basin
organizations substantial planning data, the organizations' own
weaknesses and slow growth in building their planning
capability limited the effective use of the data. Also, AID
project management needed improvement.

AID-funded studies provided critical data necessary for
development of the three river basins. These included social,
economic and environmental studies, and river basin development
models, such as for hydrology and allocation of fiscal
resources. Notable was a comprehensive study of The Gambia
river basin which demonstrated that the location of and
justification for two of three dams proposed by the member
countries should be reassessed.

AID assistance was less successful in strengthening planning
capability needed for the long-term development of Sahel river
basin regional organizations. The audit identified critical
weaknesses in the organizations, and found AID management not
effective in overseeing its assistance activities.

AID recognizes that river basin development requires strong
regional organizations with effective planning capabilities.
However, the Sahelian organizations responsible for river basin
development made slow progress 1in developing an adequate
planning capability. Progress was limited by problems with
technical assistance and participant training, as well as a
lack of qualified host country personncl. Also, the river
basin organizations had management problems and lacked Tunds
since some member countries did not pay their dues. As a
result, maximum use could not be made of AlID-provided river
basin planning data. AID began to address these problems in



1986 when it terminated assistence to  the Niger river basin
becausce of poor results. As well, USAID/Sencgal also  withheld
assistance on a new project pending organizational
improvements in the Scnegal river basin organization,

Institutional reforms, and management and financial support
from member countrics are essential if futurc AID assistance is
to be effectively wutilized. This report recommends that
further AID assistance be reassessed and be centingent  on
improvements in the Sahel regional organizations. USAID/
Scnegal concurred in the reconmendation and has Dbegun
corrective action. As a result, the report recommendation is
resolved and can be closed upon completion of corrective action.

AID handbooks provide guidance for effective project
management. AID missions in Niger and Scnegal did not always
follow handbook guidance. Projects needed to be better managed

because the missions did not systematically (1) reassess
project assumptions, (2) enforce grant conditions and
covenants, (3) measure project results, (4) conduct required

evaluations, or (5) review the costs and benefits of projects.
As a result, AID projects' effectivencss was inpaired. Also,

project costs could be reduced. This report recommends that
improvements be made 1in project management. USAID/Senegal
agreed with the recommendation and has begun corrective
action. As a result, the report recommendation is resolved and

can be closed upon completion of corrective action.

USAID/Niger and USAID/Senegal comments to the draft report are
includes in Appendices 1 and 2. Both Missions expressed
criticism of +the audit scope, for which we have provided
additional clarif . cation in the body of the report.

Africa Bureau action terminating all assistance to the Niger
river basin organization results in the closing, upon issuance
of this report, of the one recommendation nirected to
USAID/Niger.

USAID/Senegal disagrecd with some of the report's findings, but
accepted the recommendations. Mission commernts were directed
at providing (1) greater perspective to river basin
development, (2) additional information on actions taken to
address the audit report recommendations, and (3) facts which
the Mission believed had not been accurately reported.

USAID/Senegal believed the audit report did not give sufficient
credit to The Gambia and Senegal river basin organizations for
their accomplishments. Major among these was the expected
successful completion of dam construction on the Senegal River
funded by other donors amounting to about $700-800 million.
Also, AID assistance to both organizations through the
individual projects was considered more successful than stated
in the audit report.



Mission comments have been  considered and the report modified
as decmed appropriate. However, the scope  of  audit  did  not
include  other donor assistance; hence, the audit expressed no
opinion on the role of river basin organizatiors in  the  dan
construction funded by other denors.

The audit  report  credited AID for providing the river basin
organizations with excellent tools for  regional planning, but
concluded thot the organizations did not  have the planning
capabilities to cffectively wuse  them. Audit reports note
accomplishments, but arc intended to focus on correcting
problems in order to cnhance Al effectivencss.,

This report addresses significant problems which AID faces in
achieving 1its objectives in  Sahel  river basin organizations.
USAID/Scnegal's  agreement with (1) management and funding
problecms cited ip the report, and (2) the report's
recommendations, demonstrate that improvements in Sahel 1iver
basin organizations and AlD management were needed. This
o. fice will cooperate with USAID/Scnegal to assurce timely
cle=urc of the 1eport recommendations.
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AUDIT OF AID PARTICIPATION IN
SAHEL RIVER BASIN DEVELOPMENT

PARYT 1 - INTRODUCTION

A. Background

The development of river basin resources is critical to
mitigating the damage_ caused by per.odic droughts in the Sahel
region of Africa.l/ River basin development reaps major
bencfits, from agricuvltural production to construction of dams
and irrigation projects. Other benefics include electrical
power production and improved waterways.

AID and other international donors are¢ assisting in the
development of the Sahc]l river basins. Arab and European
countries are providing ahbout $800 million to construct dams on
the Senegal river. Since 1975, AID has authorized 14 proj.cts
amounting to about $60 million (sec Exhibit 1), to help
strengthen the planning capabilities of three regional
organizaticns in West Africa.

The organizations weie empowered by their member countries to
plan and oversee the development of The Gambia, Niger, and

Senegal river basins. In order to carry out these
responsibilities, the organizations required (1) data, such as«
that obtained from biasin-wide hycerologic, economic and

environmental studiecs, and (2) the capability to effectively
use the data. AID assisted in performing the necessary studies
and in developing planning capability within each organization.

The three recgional organirations are:

-- Organisation pour le& Mise en Valcur du Fleuve Gambie (OMVG)
which included the countries of Thc Gambia, Guinea,
Guinea-Bissau and Scnegal (hereafter referred to as The
Gambia River Basin);

-- Autorite du Bassin du Niger (ABN) which included the
countriecs  of  Benin, Burkina Faso, Careroon, Chad, Guinea,
Ivery Coast, Mali, Niger, and Nigcria (hereafter referred
to as the Niger River Basin); and

-~ Organisation pour 1la Mise en Valeur du Fleuve Senegal
(OMVS) which included the countries of Mali, Mauritania,
and Scnegal (hereafter referred to as the Senegal River
Basin).

1/ The Sahel includes the countries of Burkina Faso, Cape
Verde, Chad, The Gambia, Mali, Mauritania, Niger, and
Senegal.



These organizations were created by countries having common
interests in  river  basin development , Chartered through
treatices, the organizations have international legal
authority. They are hcaded by a commissioner who reports to  a
council of ministers advising the heads of state of the membor
countrics. Member countries are required to pay for operating
costs through annual contributions.

USAID/Senegal  managed AID  projects in Senegal and The Gambia.
USAID/Niger managed projects in Niger. As of June 1986, AID
had obligated about $52 million of the $60 million authorized,
of which about $34 million had been spent.

B. Audit Objectives and Scope

The Office of the Regional Inspector General for Audit/West
Africa made a program results audit of AID participation in
Sahel river basin  developnent. The objectives of the audit
were to determine whether AID assistance had been successful
and whether its maragement was effective.

The audit did not include other donor assistance to Sahel river

basin organizations, Also, thc audit did not include an
examination of the pros and cons of river basin development nor
analyses of the political /economic rationale for nID's

assistance.

The audit covcered AID assistance between 1975-86 and  included
work at the Africa Bureau, USAID/Senecgal, USAID/Niger and at

the regional organizations. Auditors held discussions with
Bureau officials on the policy framework for AID participation
in Sahel river basin development. Audit work at the USAID's
included discussion with AID officials and reviews of project
evaluations, project papers and othcr  reports providing
information on results of AIL assicstance. At the regional

organizations, the auditors interviewed officials and reviewed
pertinent records. Field trips wcre made to several project
sites in  Senegal. The audit, completed in September 1986, wac
made 1n accordance with generally accepted government auditing
stancards.

USh1D/Niger &and USAID/Sencgal corments on the draft report havc
been  considered and  are includel in  the report as deemcc
appropriate. The full text of their comments are in Appendices
1 and 2.



AUDIT OF AID PARTICIPATION IN
SAHEL RIVER BASIN DEVELOPMENT

PART 11 - RESULTS OF AUDIYT

The audit  found that AID assistance had mixed results. While
AID succeeded  in providing Sahel  river  basin  organizations
substantial planning data, the organizations' own weaknesses
and slow growth in  building their planning capability limited
the most ecffective use of the data. Also, AID management
needed improvement.,

AID-funded studies provided critical data necessary for the
development of the threc river basins. These included social,
ecoromic and environmental studies, and river basin development
models, such as for hydrology and allocation cf fiscal
resources. Notable was a comprehensive study of The Gambia
river basin which demonstrated that the 1location of and
justification for two of thrce dams proposed by the member
countries should be reassessoed.

AID assistance was less succes=ful in  strenglhening rlanning
capability nceded for the long-term development of Sahcl river
basin regional organizaticns. The audit identified critical
weaknesses in the organizations, and found AID managemcnt not
effective in oversecing its acsistance activities.

The report recommecnds AID reasscss its assistance to the
Senegyal and The Gembia river basins, and that AlD mission
management be improved.
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A. Findings and Recommendations

I. AID _Assistance  To  Sahel  River Basin Organizations Must Re
Reassessed

AlD recognizes  that river basin development requires strong
regional organizations with effcctive planning capabilities,
However, the Sahcelian orvanization: responsible for river basin

development made slow progress in developing an adequat e
planning capability. Progress  was  limited by problems with
technical assistance and participant training, as well as a
lack of qualificd host country personnel. Also, the river

basin organizations had management problems. and lacked funds
since some member  countries  did  not pay their ducs., As a
result, maximum usc could not be made of AID-provided river
basin planning data. AID began to address these problems in
1986 when it teiminated assistance to the Niger river bhasin
because of poor results. As well, USAID/Scnegal withheld new
project assistance pending organizational improvements in  the
Senegal river bLasin organization. Institutional reforms,
management and financial support from member countries are
essential if futurc AID assistance is to be effcctively
utilized.

Recommendation No. ]

We recommend that the Director, USAID/Senegal rcassess
assistance to the Senegal and The Gambia river basins
organizations. Specific issues to be included in the
reassessment arc whether or not and to what extent. the

organizations can (1) gain the financial support of the member
countries, and (2) have the management and staff capability tc
more effectively plan and coordinate river bLasin development.

Discussion

AID experience in other parts of thc world has shown that rive:
basin deveclopment requires strong regional organizations with
sound, effective planning capabilities. The importance of
planning capatiilities cannot be overenphs sized., River  basin
studies provide data which are used to prepare developnens
plans. The plans, if adopted, provide guicdence to the 1cgional

organizaticns, the member states and conors to help make
decisions on major activities, such as dams and irrigation
projects. This can wultimately result in the expenditure of

hundreds of millions of dollars by member ccountries and donors.

AID recognized the need to improve the planning capabilities of

Sahelian river basin organizations. Its strategy was to
develop capability through projects which strengthencd the
organizations in the long term. AID wanted to develop planning
capabilities to better ensure that Sahelian government

decisions on river basin development were informed and sound.



The  «udit found AID assistance had mixed results. A of
September 1986, AID  had provided The Gambia, Niger and Sceneqgal

rives basin orgyanizations with studies necessary for
development  planning. AID aleo provided technical assistance
and participant training to develop the organizations’'

capabilities to usc the data. However, as discussed below, the
three regionel organizations made slow progress  in improving
their planning capabilities. Technical  assistance problems,
delays in participant training, and the lack of qualified host
country people have slowed the progress. In addition, the
organizations have suffered due to internal management problems
and lack of financial support from member countries. These
continuing problems limit AID's ability to meet its goals for
the Sahel river basin organizations.

The Gambia Ri er Basin (04VG) - From 1981 to 1986, AID spent
about $14 million of JI7 million authorized to improve OMVG
planning capal lities and develop studies concerning river
resources, publiic health and socioeconomics.

AID completed several studies on river basin development, but
OMVG was slow in  developing the capability to utilize them
because it lackcd qualified staff. 1In 1981, another donor was
to provide OMVG a river basin planring advisor. The  donor
provided a water resources trunsport advisor but not the river
basin planncr envisaged in the AID project paper. OMVG  went
without a river basin planning advisor until 1985 when AID
provided one. By 1986, according to a consultant's report,
OMVG had appointed its Techrical Director who was not a
qualified river basin planner tc work with the AID advisor.
Further, due to an approximate two-year delay in sending
participants to training in the U.S., only one of four
counterparts to the AID technical assistance team was on the
job in mid-1986. According to CMVG personnel, this person was
a hydrologist &nd lacked spccialized training in river basin
planning. OMVG personnel also stated that the counterparts
would be limitcd in their ability to resolve problems after the
departure of the AID technical assistence team.

OMVG activitiecs have also been impcded by the lack of qualified
personnel, 1ircluding those nccessary to adequately staff an
AID-financed laburatory. Whils attoempts were being made to
have member states transfer civil servants to fill wvacant
positions, funding for training and operating expenses was not
available.

OMVG has alsc been short of  funds. The OMVG activity report
for 1985 showcd the equivalent of $522,000 in outstanding
contributions owed against 1984 and 1985 member country dues.
This amount represents 54 percent of $968,000 comnitted by
member states during this period. According to thec OMVG
Secretary-General, member statcs were looking to the donors to
provide opera.ing funds instead of the organization having to
rely on member country contributions.



The Niger River Basin (ABN) - Since 1977, AID spent  about  §2.5
million of $14.8 million approved to help create a planning

department within ABN and provide river basin studjes. The
audit found that a lack of qualified planncere and financial
resources  limited ABN  planning capabilitics. ABN  had not

established a planning department until 1984, when a department
was formed from the heads of scveral departments including
agriculture, commerce and navigation. According to a December
1985 evaluation, these individuals had  other duties, limiting
their effectiveness in planning. Also, according to ABN
personnel, only the water resource planner was adeqguately
qualified. ABN staff, qualified in five other disciplines, was
not available becausce ABN did not  hire AlIb-financed trainees.
ABN had insufficient funding for years, preventing the
organization from hiring the trainces. Salaries had also not
becn paid for two to three months, and member states owed the

a

equivalent of $1.5 million.

The Senegal River Basin (OMVS) - Since 1975, AID spent  about
$18 million of 528 million authorized for nine projects
involving agricultural rescarch, environmental studies,
socioeconomic studics, hasin mapping, computer facilities, and
monitoring of Scnegal river basin groundvatoers. A planning
department, needed to make the most  eifective usc of
Alb-financed studies, wias not established until 1982, The
department was reorganized in 1984 because of management

problems and lack of qualificd staff. At the time of audit in
mid-1986, an AlD project to dcvelop planning skills had not

begun because OMVS had not met conditions reguiring
organizational changes. Also, according to a 1986 AID-funded
organizational study, planning was hampered by poor
communications, insufficiently trained staff and inadequate

member-country financing.

The organizaticnal study recomrcrnded that the planning unit be
improved by: (1) making it a permanent OMVS unit, (2) giving
it an autonomous role in planning and evaluation, and (3)
lJetting it serve in an advisory role to the sccretary general.

Planning was further hampered becausc miuch of the AID and other
doncr financed studics were stored at a docurientation center in

St. Louis, Senegal -- about 260 kilometers fror OMVS in Dakar.
The organizational study found the center was used primarily by
ron-OMV5  resecrchers, techrnicians, and scholars. Also, the
center was pcorly maintained. In responding to the draft

report, the Mission added that the conter functioned more as an
archive for historical data than as an  information source for
planning. Recent information existed in  Dakar, but most
planners were located in St. Lcuis. To resolve the problem,
the Mission said a transfer of OMVS to St. lLouis was under
consideration.
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The OMVS's own problems contributed to its inability to
establish an effective planning capaoility. The AID-financed

organizational study not el serious deficiencies in t he
manogement  of  internal  resources. These included a seriourly
underqualifincd and poorly supervised account ing staff,

excessive  operating  costs  amounting to 95 percent of allocated
resources, and Jack of member state funding.

The study considcred lack of member state funding to be the
major problem. It pointed out that the contribution of member
states represents 99 percent of the resources included in  the
OMVS opcrating  budget. Yet, over the yceors, member states!
contributions have increasingly been in  arrears. For example,
member  states' arrcars in 1979 were the equivalent of about $1
million; by January 1985, arrcars were the equivalent of about

$1.4 million. 3y November 1985, contributions for the ycar
totalled only the equivalent of about $1.7 million or 45
percent of OMVS budgetary needs. The organizational study
concluded that unless urgent mcasures were taken to bring the
financial situation under control, OMVS administrative

operations would soon be insolvent.

With regard to OMVS managemcent, tho study ncoted the importance
of administrative operations:

"Administrative opcrations of the High Commission are
subject to numerous extcrnal influences which, if rot
formally managed, wuniermine institutional cfficiency
and promoto a breakdown of operating systems. These

include: multiple and heterogeneous programming
objectives; diffuse political, professional, and
personal allegiances; political patronage in

recruitment; failures of member-states to adherc to
budgctary commitments; and the¢ heavy administrative
load that 1is related tc participation by numerous
donors in OMVS programmirng."

The study found the follcwing management problems:
-- inadequate formal) systems for management control;

-=- overcentralization of authority and responsibility;

-- abusence of fully gqualified personnel in key
acministrative pcsitiong;

-- mnoor internal coordination and communications:
-- 1inadecquate operating rcsources;
-- political patronage and tacit agreements on personnel

quotas and assignments preventing competitive
recruitment;



== poor maintenance of the physical plant and equipment,
and inadequatce supplies;

-- low priority assigned to ficld operations; and

-- ad _hoc resource allocation and prejudicial scheduling

of timely salary payments.

The  study recommended reorganization of OMVS bascd upon (1)
need for a well-articulated structure, (2) need to improve
efficiency, cost-effectivencss and coordination, and (3) the
need to adhere to existing institutional mandates and emphasize
member-state participation.

AID Policy and_ Actions to Rcsoive Organization Problems --
Africa Bureau officials stated thal Burcau policy on Sahel
river basin development was to  give support only wherec donor
assistance activicies were lcd by a capable organization
supported by its member governmenis. In 1986 the Bureau acted
on this policy by terminating assistance to the Niger river
basin organizaticon. In doing so, the Bureau noted poor
progress and lack of support firom membor sta*cs. The mecmber
states, 1n turn, ha&d lost confidence in ABN because it had not
demonstrated sound management and planning capabilities.

USAID/Senegal had also bequn action to deal with OMVS

problems. Prior to approving a $6 million project for planning
and policy development, the Mission in 1985 establiched
conditions precedent requiring reorganization and staffing for
more effective planning. To meet these conditions, the

organizational study was financed by AID and completed in July
1986 at a cost of about $100,000. The report included
recommendations involving OMVS organization, budget and
financial management, operations and personnel management.
Regarding OMV(, USAID/Senegal officials indicated AID had no
plans for new projects.

In conclusion, AlD assistance to the Sahel river basin
organizations has had mixed results. While studies have been
provided for c¢ood  developrert  planning, the instituticnal
capability to effccetively usce <he data has heen weak. AID
assistance will only have lirited success unless the
organizations are ctrengthened and supported by member states.,
AID action to terminate assistance tc the Niger river basir and
USAID/Senecal's action to withhold approval of a project
supporting the Sonegal river lbasin are steps in  the right
direction. USAID/Senegal should corsider corrective actions
taken by OMVS and require improved OMVC performance in deciding
the future course of AID assistance.



Management Comment s

USAID/Niger  did not  beliceve the  audit addresscd mojor policy

issues in river basin development . It said that the audit
treatoed an important and complex project involving
multi-billion dollar dnvestments too  superficially. In the
Missions' view, the Africa Burcau necded to  develop  a stratcqy
for river basin  development  based on a more  appropriate
analysis of the political/cconomic rationale for AID
assistance, Altcernatively, the Mission believed AID  could

decide that it was unable to address, or that it was  not
worthwhile to  address the range of issucs in this complex,
multi-national, multi-dono: political and economic¢ onpvironment
of river basin development .

USAID/Senegal concurred with the recommendation and has begun
to take corrective action. The Mission recagni zoed that
planning was a critical element of the program and an area
wherc both OMVS and OMVG neceded to strengthen capabilities. In
reassessing AlD assistance, the Mission was lookino to OMVS to
reorganizce along the lines suggested by the 1986 organizational
study. The Mission believed the reorganization would address
managencnt  problems and reduce  the organjization's operating
budget. The Mission also belicved that member c¢cuntries would
have to reasscss their level of financial support. A condition
precedent to the AID $6 million Planning and Policy Development
Project requires reorganizotion and staffing for more effective
plannirg.  The Mission proposed to closcly monitor OMVS action.

With respcect to OMVG, the Mission indicated that a fully
staffed technical assistance planning team was now in place and
developing a range of tools including cost-benefit ond
hydrologic models. Furthermorc, participant trainees L.ad
returned and had assumed their dutics.

USAID/Sencgal disagreed with son:: aspects of the finding. f1he
Mission felt that the finding (1) ¢id not fully recognize the
pregress  of  OMVS  and OMVG over the last decade, particularly
the successful planning and near campletion of a €700 to $600
million dam system on the Sencgal river funded Ly other donors,
ana (z) did not fully recognize All+ projects' contributions to
the recicnal organizations.

Office of Inspector General Comments

USAID/Nic¢cr and USAID/Scnegal comments or the scopc of audit
have beer recognized and clarification has becn added in  that
section of the report. The audit was never intended to analyze
the  political/cconomic context of AID assistance, nor to
evaluate the impact of other donor assistance to the Sahel
river basin organizations. Thus, no opinion is expressed  on
these issues brought up in Mission comments.



Also, in responsc  to USAID/Senegal comments that the audit
report did not give sufficient credit to The Gambia and Scnegal
river basin organizations' accomplishments, or AID's successfu)
role in helping the organizations through specific
project-related  studies, the Office of Inspector General notes
that audit reports primarily focus on problem arcas requiring

management  attention. In this regard, the report gave AID
credit for providing excellent studies for use in river basin
planning. However, the auwdit  report and the Mission comments

are in agreement that the organizations' funding and planning
capabilities nceded improvement.

USAID/Senegal action is responsive to the report
recommendatior,, which 1is cornsidered resolved. The audit
concurs with the Mission position that if recommendations
outlined in the OMVE organizational study are implemented, OMVS
managemcnt and f{inancial support will be strengthened. As
concerns  OMVG, the full  staffing of the planning unit should
enable the wunit tc better fulfill itz role. The current
project ends December 1987 and the Mission has indicated it
contemplated no further assistance to OMVG. Since OMVG's
problems are less acute than those of OMVS, Mission action will
be suf ficient, [rovided OMVG's management  and  financial
viability are closcly nonitored so they do not impair project
suUccess.

The audit recommendatior can be closed upon the Mission's
providing evidence that OMVS has acceptcd and begun  to
implement the organizational studies' recommendations, and that
the financial condition of OMVS and OMVG have improved.
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2. Projects Could Be Better Managed and Costs Reduced

AlD handbooks provide guidancc for effective project
management . AID missions in Niger and  Sencgal did not always
follow handbook quidance. Projects needed to be better managced
because the missions did not systematically (1) reassess
project assumptions, (2) enforce grant conditions and
covenants, (3) measure project results, (4) conduct required
evaluations, and (5) review the costs and benefits of
projects. As a result, AID projects' effectiveness was
impaired. Also, project costs could be reduced.

Recommendation No. 2

USALD/Senegal improve managcement of projects for The Gambia and
Sencgal river basins through the following actions:

(a) revise project assumptions and logical frameworks to
reflect the regional organizations' capabilities to perform
their roles;

(b) require the regional organizations to mcet grant conditions
and covenants;

(c) measure project results;
(d) conduct required evaluations; and

(e) justify the cost benefit of the components of the
groundwater monitoring project.

Rcecommendation No. 3

USAID/Niger reduce the cost of the socioeccnomic studies
cemponent of  the river basin planning project by about $4
million.

Discussion

Tc  promote effective project implementation and AID oversight,
AID Handbook 3 stresses (1) rcevaluation of desigrn assumptions,

(2) er.forcement of grant agreements, (3) nmeasurement of
results, (4) periodic evaluations, and (5) 1cview of costs and
benefits. AID's approach tc project management helps to ensure

that (1) projects adapt to changing conditions, (2) AID and the
host country agree on their responsibilities, (3) progress
against project objectives are monitorecd, (4) independent
evaluations are conducted, &nd (5) results arc commensurate
with monies invested. AID's approach also ensures that AID
management is aware of problems and can respond.

Reevaluation of Project Assumptions - Assumptions are used in
establishing project goals and objectives. If an assumption is

=11~



invalid, project decisions can be faulty and accomplishments
jeopardized. The AID Handbook notes that as conditions may
change, assumptions should be reassessed periodically and
projects redesigned accordingly.

The audit found that 10 of 14 projects contained invalid
assumptions regarding member countries' funding of regional
organizations and the organizations' management capabilities
(Exhibit 2). Although aware of problems in these arcas, the
missions did not reasscss these assumptions and  chenge  or
redesign the projects.

The OMVS Groundwater Monitoring Project was approved in 1983
under the assumption that "OMVS will continue to commend the

political and financial support from the member states." The
assumption recognized that without support, OMVS could not
effectively support and manage the project. OMVS records

showed that the organization had inadequate financial support.
Between 1983 and 1986, OMVS suffered major financial setbacks
because member countries did not pay their dues. This
contributed to management, staffing, and other problems
included in the July 1986 AlD-funded study of OMVS operations.
It also contributed to delayed project implementatior. while the
parties attempted to resolve their differences on whether AID
or OMVS was to finance certain operating expenses. According
to Mission records, minor matters such as the appropriate level
of per diem rates for OMVS pcreonnel took nearly two vyears to
resolve.

Although USAID/Senegal had been aware of OMVS' problems, there
was no evidence prior to 1986 that the Mission had reassessed
this assumption. By 1986, the Mission was attempting to find
ways to resolve the budgetary shortfall.

The advantage of reassessing assumptions is that it helps

Mission and project management better evaluate if project
objectives can be met under changing conditions. For example,
had the assumption about OMVS' ability t.c manage the
groundwater project been reassessed, it should have caused the
Mission to question the organization's capability. Upon
finding weaknesses the Mission could have corsidered the need
to divert resources to help resolve ther. Partly because O0OMVS

lacked the capability to provide adequate resources to manage
the groundwater project, progress was delayed for about two
years. Furthermore, OMVS project personnel at &t. Louis,
Senegal, complained about an almcst total lack of project
management by OMVS officials in Dakar and 1long delays in
obtaining neceded decisions.

Enforcement of Grant Agreement Covenants and Conditions =~ Grant
agreement covenants and conditions requiring the regional
organizations to wuse AID studies {inanced by the project,
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Management Comment s

USAID/Niger comments contained certain clarifying information
which has  been used to the extent deemed appropriate. However,
as previously stated, since AID  terminated al)l assistance to
the Niger river basin orgasization, recommendation number 3
directed at USAID/Niger in closed upon report issuance.

USAID/Sencgal agrecd that it needed to improve  management  of
the river bacin projects, and cited a number of management
actions taken to address the specific parts of recommendation
number 2, The Mission said it had reassessed and reviscd
project assumptions such that all major ongoing projects had
been either substantially redesigned  or were held in abeyance
to the propescd OMVS reorganization. likewise, the Mission had
taken stepr to ensurce the enforcement of all grant conditions
and precedents as  required by AID requlations, and said it
would henceforth perform all scheduled evaluations and measure
project resultes,

The Mission also recognirzed that in the past the management of
river baein activitice was scmi-autonomous. With staff
reductions, the office had  become botter integrated into the
overall Mission managcement system during the past year. The
Mission believed this had  resulted in  better compliance with
AID regulations and improved internal controle.

Regarding thc  groundwatcr monitoring project, the Mission was
not given the additional $2.9 million requested of the Bureau
-- thus the Mission was still exploring other cost savings
measures. The technical analysis of the number and placement
of piezomcters develcped by the project team had bcen reviewed
by USAID and found to be sound. Also, the number of
piezometers was technically sufficient and wculd not be
increascd.

Office of Inspector Gereral Comments

USAID/Scnegal response and  actiont taken are sufficient to
resolve recomrendation number 2. Wc agrec that a basic causc
of deficiencies found in river basin projcct managerent was duc
to its zeri-avtonomous standing withir the Misscion. Parts (a),
(b), (¢), ani (d) of recommendation sumber 2 can be closed upon
additional evidence, such as a Miscion order or a revisec
organization chart, that river basin activities are now within
the overall UsAID/Senegal management system,

Regarding the cost/benefits of the grcundwater project (part e
of recommendation number 2), we request further details when
final funding is known, as well as the technical analysis
showing the cost eflectiveness of piezometer construction
component.

-16-
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B. Compliance and Internal Control

Compliance - The audit disclosed instances of non-compliance by
the  Missions  and  the regional organizations. Missions did not
fully enforce project agreements or follow ATD Handhook
requirement s, Regional organizations had not complied with

conditions precedent and  covenants to establish a planning
department, furnish  adequate  staff, implement  projects in &
timely manner and furnish sufficient resources.

Other than thesc cited conditions, nothing came to the
auditors' attention that would indicate that untested items
were not in conpliance with applicable laws and regulations.

Internal Control - Missions nceded better administrative
controls, Miresions  did not reevaluate project assumptions,
measure  project  results  or  evaluate project costs versus
results. Theve  deficiencies increascd the risks that projects

would not adapt to changing conditions, AID mariagement  would be
unaware of and unuable to react to significant problems, and
cost effective results would not be achieved.
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Exhibit ]

AID PARTICIPATION IN SAHEL RIVER BASIN DEVELOPMENT

STATUS OF PROJECTS DESIGNED TO STRENGTHEN

SAHEL_RIVER _BASIN ORGANIZATTONG
A5 _OF JUNE 30, 1986

{(In Thousands of

1.5, Dollars)

Unexpended

Organizatien/rroject — Budgeted Obligatcd ~Expended

Gambia River Basin Commission - Established 1976

Gambia Riv. BRas. Dev.

625-0012, ¢/61-12/87 $15,865 $15,865 $12,845

Support to Reg. Org.

698.0413.1), €/83-12/87 1,029 1,029 1,029

Niger Basin Authority - Fstablished 1964

Niger Riv. Dev. Flanning

625-091%, ¢/77-12/85 1,850 1,850 1,678

Niger Riv. Bas. Planning

625-0944, 8/62-8/87 11,700 6,714 843

Support to Reg. Org.

698-0413.12, B8/62-8/87 1,200 250 -0~

Senegal Rivcer Basin Authority - Established 1963

OMVS Agron. Rescarch I1I

625-0605, 9/78-12/83 862 862 862

OMVS Agronomic Research 1

625-0616, 6/75~-Completed 1,260 1,260 1,260

Environmertal Assess.

625-0617, 2/76-2/83 3,738 3,738 3,738

OMVS Mapping

625-0620, 6/76-1/83 9,768 9,768 9,763

OMVS Fisc:ol Lllocation

625-06207., 8/76-9/85 827 827 827

Planning & Pol. Dev.

625-0621, 7/85-6/89 6,000 3,500 52

OMVS Socioeconcmic Study

625-0929,9/78-Completed 200 200 200

OMVS Agric. Research 11

625-0957 7/84-6/90 1,057 1,057 134

OMVS Ground Water Mon.

625-0958, 8/83-12/89 4,651 4,651 905
Total $60,007 $51,571 $34,141

$3,020

172

10,857

1,200

5,948

W



Exhihit 2
AID PARTICIPATION IN SAHEL RIVER BASIN DEVEIOPMINT

LI1STING O COMPTIANCE FXCEPPITOND

Grant Agreement Projects with  Terminated  Inef fective
Provisions Invalid Project s not Cost v,
Organizat ion/Project Not Enforoed  Assumpt ionsl/  Bvaluatex I Benefits

Gambia River Basin Cenmi ssion

Gambia Riv. Bas. Dev. x X
625-0012, 6/81-12/47

Suppxrt to Rey. Org.
698-0413.11, 6/83-12/87

Niger Basin Authority

Nigcr Riv, Dov. Planning X X
625L-0915, 8/77-12/85 campleted

Nigc: Riv. Pas. Planning X X X
6.25-0944, &/82--8/47

Support to Reg. Org.
696-0413.12, 8/82-8/87

Smmegal River Basin Authority

QMV5 Agron. Research 11 X X X
625-060%, 9/78-12/83 campleted

Q4Vs Agron. Research I X X
625-0616, 6/75~ campleted

Environmen-al Asscss. X
625-0617, 2/76-2/83 campleted

MVE Mappi ng X X X
625-0620, 8/76-1/63 campleted

Fiscal Adlocation X
625~-0020r, 8/76-9/85 campleted

Planning & Pol. Dev. X
625-0621, 7/85-6/89

QMVS Sociceconamic Study X
625--0927, 9/78~ Cawpleted

+VS Agric. Resecarch 1] X X
625-0957, 7/84-6/90

OMVS Groundwater Mon. X X X
625-0958, 8/83-12/89

Y/ Camon to these 10 projects were the invalid assumptions that the regional
organizations would have adequate member state financ.al support and adequate management

capability. \/{'
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Exhibit 3
AID PARTICIPATION IN SAHEL RIVER BASIN DEVELGOPMENT

REVISED ESTIMATES - GROUNDWATER MONITORING

an increased host couniry contribution.

Based on project paper estimate of 11.9 percent of total
project costs.
Based on project paper estimate of 14.8 percent of total
project costs.
Based on project paper supplement estimate of 69 percent

increase in operating expenses.

1983 Estimated
Project Revised
Paper Costs
Total Project Costsl/ $5,202,000 $6,132,000 %5
Less: Malian Component 618,000 _. 966,000 2
4,584,000 7,166,000
Less: Component to Construct 200
Piezometers & 10 Boreholes 770,000 1,204,000 4/
3,814,000 5,962,000
Less: Materials to construct
450 Piezometers Comporent 156,000 N/A
3,658,000 5,962,000
Less: Cost of Monitoring System for
200 Piezometers Component =
50 percent 1,829,000 2,981,000
1,829,000 2,981,000
Add: Materials to construct
450 Piezometers Comporent J56,000 _ N/A
Total Estimated Costs of
450 Piezomzters Component $1,985%,000 $2,981,000
Estimated Yearly Recurrent Costs _
for 450 Piezometers Componernt -
(Operation and maintenance) $149,000 $252,000 v/
1/ Includes host country contribution.
2/ per project paper suppiement, April 1986, which also includes
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Appendix 2
UNITED STATES GO Page of 30
oATE. December 18, 12W
mEPLY TO George Carnery; Acting Director
sUBLECT- Audit of AID Participation in Sahel River Basin Cevelopment

10 John Competello, RIG/A/W

Please find attached Mission comments on your draft report on subject audit.

We have focussed our comments on putting river basin development in perspective,
mainly for the record, and in describing the actions we have taken to address
the recommendations since the audit was opened.

I hope that these comments will enable you to finalize and close this audit
which has engaged so much effort of our respective staffs.

Thank you tor facilitating the audit process.

OPTIONAL FORM NO 10
‘REV 1-80

GSAFPMR 41CFR 101.11 8
8010-114

GPO : 1984 O - 433-703
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Mission Comments: Audit of River Basin Activities P, 1
I. SUMMARY

USAID/Senegal has carefully reviewed the Audit Report and, while as a
matter of record we disagrece with some of its findings, we accept its
recommendations. USAID/Senegal's comments are of three kinds:

-  Contextual - It is important to place river basin development in
broader perspective for an adequante underslanding and assessment of
USAID's assistance program;

- Informational - We have updated and delailed some actions taken to
address recommendations since the Audii was initiated;

- Factual - We continue to disagree with the Audit Report on several
key program and project issues.

USAID's comments are presented in order to round out the Report and
provide a basis for the closing of Audit recommendations.

IT. RIVER BASIN DEVELOPMENT IN PERSPECTIVE

The Mission believes that an understanding of the nature of river basin
development and the programs of the regional organizations and USAlD is
essential to a balanced assessment of the program. The purpose of this
section is to provide a perspective on river-basin develcoment, organizational
frameworks, objectives, planning and on the accomplishments of the river basin
development organizations and the A.I.D. program.

- River Basin Development

In the most simple physical sense river basins are defined by the
hydrological cycle and system. The purpose of river basin development is to
rationally and optimally exploit this natural resource systzm for the
sustained benefit of the area. These systems can providec nany benefits
including power, transport, potable water, irrigated agriculture, recreation,
fisheries, etc. While water supply for agriculture is surely onc of the major
benefits to be derived, it is neither the sole benefit nor, in socme cascs,
even the most important. River Basin Development is by its nature complex and
multi-sectorial, with sectors often in competition for the water resource.

River basin development in the arid and semi-arid areas, like the Sahel,
can be one of the keys to eccnomic development in general. Rivers represent
one of the few permanent and easily accessible sources of water. Rivers in
the Sahel tend to be large, highly seasonal in termg of total volume flows and
without mzjor permanent tributaries throughout much of their length in the
Saheljan countries. This situation leads to the perception that often fairly
major infrastructure is needed to harness the rivers.
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Mission Comments: Audit of River Basin Activities P, 2

~ Orpsnizetional Frameworks

The basins of the major Sahelian rivers ere shared by scveral
countries. Because river basins are functioning systens, interventions in one
part of the basin inevitably affect other arecas. Hence, regional
organizations are a necessity for optimum water resources muanagement. River
basin development orgsnizations exist and have authority only in-so- far as the
sovereign member-states delegate these powers. River basin orpanizations are
in a somewhat ambiguous position; recognized as necded by member countries
yet unable to exert political power over the individual nations. There are
natural tendencies toward the fragmentation of these organizations.

OMVS and OMVG have been created to plan, promote and coordinate river
basin development. Their actual field-level implementation roles are limited
by the member-states and usually revolve around those aclivities, like dams,
which are truly works common to thc member-states.

-~ USAID's Participaticen

USAID's role has been to assist river basin orpanizations develop their
institutional capabilities by developing analytical tools and, recently, their
planning capacities. To date USAID has avoided participation in larpge scale
infrastructure. USAID has helped provide planning tools such as aerial
photographic coverage, mapping and environmental and socio-economic
assessments essential to water management for both the OMVS and OMVG. USAID
is currently supporting the development of planning capabilities through
technical assistance, training and commodity procurement.

- River Basin Development Planning

The planning promcted by USAID is multi-objective and process oriented.
Planning is more than the linear execution of studies or documents which are
approved at every step of the way. It is participatory , interactive and
iterative. It must be flexible and take into account new information on
environmental, economic, financial, social, technical and political matters.

The U.S. has unique capabilities in this area not only becausc of our
experience with large infrastructure but also because of our long standing and
unique experience in participatory multi-objective planning. Much of this
grew out of the "environmental movement™ and is widely accepted.

7l "
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- A.I.D.'s River Basin Development Stratepy

USAID's role in the OMVS and OMVG conforms closely to A.1.D.'s and the
Africa Bureau's river basin development stratepy ss reflected in foreipn
assistance legislation and the "Problems and Issues in African River Basin
Planning” Report. The latter document, carried out under the Settlement and
Resource Systems Analysis Cooperative Agrcement, is a state-of-the-art report
developed by well-known river basin specieslists. A.I.D.'s program is thus on
sound conceptual footing. In addition, it is reasonable in scale and provides
crucial assistance based upon U.S. and regional organizations strengths and
weaknesses,

- Accomplishments

The accomplishments of OMVS since its first formulation in 1963 have
been significant. The keystone of the program, a dam system including a
downstream salt-water intrusion bridge-dam and an upstream storage dam, is
well on the way to completion. This 700-800 million dollar investment will be
completed on schedule and under budget. The downstream dam was scheduled to
start functionning in the spring of 1986. It was functionzlly complete in
November of 1985 and, Ly and large, has been supplying expected benefits.
0MVS and its financial partners have already begun discussing the use of the
"balance" of fundc (loan commitments versus actual costs) remaining from this
activity. Construction ¢f the upstream dam, planned {or completion in 1¢88&,
is slightly ahead of schedule (two weeks to a month) and the pace of work is
accelerating since logistical problems have lessened and local workers have
become more experienced. The filling of the reservoir is to start in 1987,
Although far from complete, the use of anticipalcd “savings" from this
activity are also beinpg discussed.

The length of time between the inception of the organization and the
construction of the first phase dam infrastructure compares favorably to
similar organizations and projects throughout the world including the U.S.
The fact that the "dam package”" will be finished on-time and under budget is
an outstanding accomplishment not only in the African context but in the
global context as well. This is an exception to the peneral rule that dam
projects have been plagued by delays and cost over-runs.

These results could not have been obtained without a strong regional
organization which had the support of its member-states. The results show
that OMVS has competency in a range of disciplines including project
conception, design and implementation; problem identification, tevms of
reference development, pre-feasibility and feasibility studies, final design,
bid document preparation, bid analysis, contract and f{inancial management, and
donor and member-state coordination.
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OHVS's activity over the past ten yenrs har been understandably focussed
on dam construction. However they have also been active in other areas such
as apricultural research, data collection and analysis, coordination of watoer
policy and the planning of "post-dam" activities such as apricultural
development, navigation and energy. These activities will take on more
importance in the luture.

- A.I.D.'s Contribution to Date

USAID's contribution to the accomplishments of the OMVS program have
been significant and to some extent decisive. USAID has been involved with
OMVS since 1971 and through 1983 had granted some 17.5 million dollars to
OMVS. While this pales in comparison to the amounts of loans allocated by
some donors, notably Arab, USAID is considered a major contributor and a major
shaper of policy by dint of the length and nature of its assistance.

~ Fiscal Allocation and Responsibility Project

Three major OMVS activities supported by U.S. assistance are worth
mentioning. From 1976-1985 A.I.D. invested some 830,000 dollars in a I'iscal
Allocation and Responsibility Project. This project developed a
state-of-the-art fiscal allocation model based on extensive data on the costs
and benefits of the OMVS program. For a relatively small invectment, this
activity provided the "key" for the agreement on the sharing of costs for the
infrastructure between donors ard the OMVS member-states. Without such an
agreement the OMVS program could not have gone forward in a timely and sound
fashion. In addition to the key, the model also serves as a computer-assisted
planning tool and has an accounting aspect which allows a complex portfolio of
loans, grants and different currencies to be managed and financial reports
produced each month. It has been estimated that this latter component alone
has saved OMVS and the member-states scveral hundred thousand dollars in late
fees. These are impressive concrete results from A.I.D.'s program and show
good return on investment.

~ Environmental Assessment

The second activity was the Environmental Assessment of the OMVS
program, a study which began in 1976 and was completed in 1980 at a cost of
3.7 million dollars. This 19 volume study, which generated and synthesized a
vast amount of data on the basin, analyzed the OMVS programs impact on the
natural and socio-economic environment and dcveloped an action plan . This
plan has been very useful and, for example, USAID's Groundwater Monitoring
Project, Artificial Estuary Study and planned Health and Upper Valley Master
Plans are direct responses to the assessment's recommendations. The
information contained in the Environmental Assessment Report, some new, some
pulled together for the first time, has been useful to a variety of actors in
the development of the basin.

o
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- Aerisl Survey and Mapping

The third activity, Acrlal Survey and Mapping, also started in 1976 and
was completed in 1983 at a cost of 9.8 million dollars. This activily
produced good quality maps and aerial photographs which are essential Lools
for development plauning. Thesc products have nlro been used extensively for
the planning of agricultural devclopment, the siting of data collcction points
(for the Groundwater Monitoring Project for example) and the placement of
infrastructure. The products have been supplicd to the OMVS member states and
Annex 1 glves a partial indication of the users, both other donors and local
institutions. Although benefits from this activity are difficult to eslimate
with any precision, its impact on optimizing existing investments of some 800
million dollars and the projected one billion dollar investment over the
coming decade means that the returns, already substantial, are likely to
increase,

- OMVG

Under the OMVG Project, USAID assistancc has also provided aerial
photographic coverage, mapping and impact assessment studies. These
activities have had similar benefits to those undertaken for OMVS. Of
particular note is the impact assessment which benefited from and incorporated
lessons learned from the original OMVS activity. The “peer review” of this
assessment identified various weaknesscs of the study; however, there was a
general consensus that the report represented the most comprehensive study of
its kind yet undertaken in Africa and was of good quality. The assessment,
which has had significant impact on OMVG's proposed progranm, sets a new
precedent for river basin planning in Africa against which all subsequent
studies will be evaluated.

That both OMVG and OMVS are managed out of a single regional office has
allowed for an uncommon amoun: of “cross-fertilization" and institutional
memory.

To be sure, the OMVS, OMVG and USAID program have weaknessc:z and we have
been taking a ceries of measures to address problems and improve “he impact of
our projects and strengthen OMVS capabilities. However we believe that
successes of USAID programs and OMVS accomplichments far outweiypl these
difficultics wnd should not be discounted. 1In short, results have been
commensurate with funds expended.
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III. RSSULTS OF AUDIT

A. Findings and Recommendationg

Recommendation No. 1 - Need to Reassess A.1.D. Assirtance to Sahel
River Basin Orpuanizations

The Mission concurs with the Audit Report's Recommendation to reassess
USAID assistance to the Sencpal and Gambiu River Basin organizations. Al this
time the Mission has no plrns fcr future assistance or new initiatives for the
organizations. The present USAID portfolio, already the result of a lenpthy
reassessment process, ha: been undergoing further reassessment since the
initiation of the Audit. USAID [eecls that the present program, endorscd by
the Africa Bureau, is basically a sound and rcasonable approach, in both scale
and effectiveness.

* Previous Reasseusment

Previous reassessment work for OMVS centered around the conception,
design and review of a propused 60 million dollars Integrated Development
Project. This activity meohbilized significant human and f{inancial resovrces
from both within and outside USAID. The extensive and critical review of this
project by AID/W, the concerned USAIDs, OMVS and the member- states led to a
reassessment of the USAID propram strategy and the role of OMVE., Overly
ambitious elements of the program were eliminated (i.e. telccorrmunications)
and some elements of the project, which were considered more appropriate to
member-state implementation, were "bilateralized” (i.e. some apriculturcl
research, some irrigation endeavors).

The regional planning and policy corrdination activities, mnet

appropriate to the mandate and capacity of OMVS, were sculed buack to ferm the
core ‘lanning and Policy Development Projecct (PPD). This project, plus the
Groundwater Monitoring and Agricultural Research activities, constitute the

present portfolio with an LOP of some 12 million dollars. These projecto
build upon and respond to USAID's previous activilies such ac the
environmental assessment.

The OMVG project was evaluated and amended in 19P4. The amendwent added
two million dollars and extended PACD through December 19£7.

*  Onpoinp Reassecament

Within the framework of the reassessment of USAID ascistance the Audit
Report recommends that two issues be specifically inecluded: (1) the financial
support to the organization from the member states and (2) the capacity to
effectively plan and ccordinate river basin development. The discussion
section of the Audit Report addresses the second item first,
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* Discussion

The Audit Report states that after 11 years A.I.D. assintance had mixed
results in developing planning capability. lcowever, A.1.D.'s attenpts to
improve planning capabilities only date from 1984. Prior {o that time
A.1.D.'s involvement was mainly in providing tools for planning through
activities ir acrial photography and mapping and environmentnl and
socio-economic studiecs. These activitics although useful and vital did not
include the technical assistance, training or other reucarces necessary for
the creation or strengthening of planning units or carabilities. A.I.D,
recognized the need for the development of planning capabilitics to fully
utilize the planning tools that had been provided and amended the OMVG troject
(1984) and developed the Planning and Policy Development Project (198%) for
OMVS. This represents the first time A.I.D. assistance was applied to
planning. In the case of the OMVG scme progress has alrecady been made.  1n
the case of OMVS the Audit Report correctly points out that A.1.D. assistlance
is contingent on a reorganization of OMVS and particularly the planning
function.

Relative to both the planning and financial status of OMVS, the Ardit
Report quotes extensively from the Reorganization Study funded by the
Mission. It is important to note that the study was initiated by OMVE and the
OMVS Council of Ministers (COM). 1Its main objectiver as defined by the COM
directly address the Audit Reports First Recommendation; nanely the need to
improve the financial standing of the organization and improve cost-
effectiveness in light of the financial situation of the member- states and the
need for the organizational structure to reflect the needs of the “post- dnn”
era particularly in terms of planning. There is general recognition of the
organizational problems within OMVS and with this recognition a penuinc
commitment to make improvements. '

The study, completed in July 1986, provides USAID and OMVS puidance on
improving OMVS's performance in severa' areas. USAID, while recopnizing that
the study is not perfect, that rcorpanization will take time and that there

are other studies in progress which will supplement the study's findinpe, hac
already moved ahead with a variety of actions to agsure timely implementation
of the most appropriate rocemmendations. We have raiced the issue ab tic
December 1986 Consultztive Committee mectings and with individua! member-ctate

Ministers. The report has been distributed to all OMVS donors and they hove
taken an active interest in the study. We fully expect the reorganization
process to start at the OMVS Council of Ministers mecting in December 19z¢.
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The financial situation of OMVS continues to be disturbing ac noted in
the reorganization study and as quoted from that study by the Audit Report.
For 1986, ar of November 15, only approximately 32% of member ctate planned
contributions had reached OMVS. Mauritania is by far the nost delinquent in
payments having paid only sbout 4% of what was due. Financial commitment is
certainly a key indicator of member-state support. It would be unrealistic to
assume, however, that a regional organization would do better than the
Member-State governments. In Mali for instance civil servant salarics are
often several months late and salaries can take up 95% of a departments'
budget. Given the cconomic and financial situation in the member-states cven
limited contributions may reflect some sacririce and commitment. Where funds
are scarce perhaps other indicators such as the delepation of authority from
sovereign states to a regional organization could be used to puage support.,
OMVS in this regord has significant power to speak and make commitments for
the member-states.

A number of donors have expressed concern over this issue at the
Consultative Committee meetings with OMVS. From USAID's perepective the issue
of arrears cannot be separated from issues of financial managemcnt such as
more realistic and competent budgeting, improved management. of available
resources and implementation of stronper cost reduction measures. The
organizations have greater control over these iscues than over member-state
government contributions. The reorganization study directly addresses these
issues. The Mission will monitor closely this situation especially through
the reorganization process which will help OMVS reduce costs and budget more
wisely.

The OMVS has already taken steps to improve the financial situation.
During 1986, the High Commissioner visited the Presidents of the Member--States
to increase their awareness of the problem. The Ministers of Finance have
been associated with the Budgetary Sessions of the Council of Minicters to
assure realistic commitments are made. The December 1986 Council of Minjsters
meeting is a budgetary session and the Mission cxpects to sce some improvenent
of the situation. OMVS has apreed to the financial manapgement recovmendat ions
of the reorganization study and the implementation of these and cther cout
reduction recommendationc should improve the financial situation and cneourare
more timely and less onerous member-state contributions.

On the planning issue it is clear that this is a critical element of the
program and an area where both OMVS and OMVG necd to strenpthen their
capabilities. This is the major focus for USAID's assistance. During 1986,
OMVG has made strides in this area. All three long-term participante will
have returned and rcsumed their positions in the planning unit. A
standardized water resources planning methodology (based on the OKCD model)
has been adopted. A fully-staffed technical assistance planning team is in
place and developing a range of tools including cost-benefit and hydrologic
models. Alternative management scenarios are being analysed to ensure that
economically efficient and sustainable solutions are vroposed to the member
states for resource allocation problems in the basin.

30
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Recommendation No, 2 - Need to Better Manape Project Tmplementation_and
Reduce Project Costs

The Mission agrees with the Audit Raport that USAID/Sencpal needed to
improve the management of river basin projects ~ we believe that over the pact
year significant improvements have been made. The following comments are
keyed to the subsection headings of the Audit Report.

(A) Revice project assumptions and logical frameworks to reflect
the regional organications' capabilities to perform their roles.

The Mission presents here three examples of on-going projocts where
assumptions were reassessed and the projects substantially redesigned to
reflect project reslities and experience,

The mid-term evaluation of the OMVG Project in 1984 madc it clear to the
Mission that investments in planning tools (aerial photography, mapping and
impact studies) were not being sufficiently institutionalized into a planning
process and a planning capability was not being developed. The Mission moved
immediately to develop and fund a PP amendment to rectify this deficiency. As
a result of the PP amendment resources have been applied to the planning
capability of OMVG since 1984. These resources include technicai assistance,
training and commodities. Progress has been made in institutionalizing the
previous components of the projezt; the aerial photos and maps are being used
more extensively and the impact study is being refined and improved.

The Mission reassessed several project assumptions from the initial
Project Paper during the implementation of the Groundwater Monitoring Project
over the past year. It was discovered that the project desipgn was weak and
substantial redesign was needed. A reassessment of OMVS's management and
technical capabilities lead to the conclusion that OMVS did not have the
capability to execute piezometer construction by force account as initially
designed. The Mission revised this component to be implemented by the private
sector. Free and open competitive bidding procedures were used (for both U.S.
and local firms) to assure that the best price was obtained. While the final
contract price excecded what was budgeted for this item in the PP, USAID ic
convinced that good management procedures were applied to assure that this was
the most cost-effective option. The Mission moved forward wilh the
development of a PP Supplement which reflected this change and reassessed
other project assumptions as well.
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A last example of reassecsment ie the Planninpg and Policy Development
Project. Under this project the Mission funded the OMVS Reovganizalion Study
which appears to be & base document for the Audit. This assessment of Lhe
structure and functions of OMVS was called for and initiated prior to the
audit. One of the objectives of the study was to reassess sssumplions about
OMVS's capabilities particularly as they asffected the PPD Project. The study
underlines the aspects of the organization that must be strengthened if the
project is to be successful. The Mission is pushing for OMVS acceptance and
implementation of the majority of tho study's recommendations.

Thus USAID has been reassessing and revising project assumptions
throughout implementation. As a result all major ongoing projccts (LOP
greater than two million dollars) have been either substantially redesigned or
are being partially held in abeyance to the reorganization process.

(B) Require the regional crganizations to meet prant conditions and
covenants

The Mission has taken steps to ensure the enforcement of all Crant
Agrecment Conditions and Covcnants as required by A.I.D. repulations. We
cannot expect that studies will always be in'.sgrated into the planning process
in their full form. Studies can be incorreci, incomplete, inaccurate or
deserving of further study and verification. The best studies are only an
input into the decision making process. A close analysis of the present OMVG
indicative plan for example shows that much information from the USAID- funded
study was in fact used as a basis for decisions about the cperation and
management of the proposed infrastructure. Technically, the Condition
Precedent has been met. From USAID's perspective we would have liked to see
more of the study's recommendations reflected in the plan. The Mission
continues to press multi-objective planning activities and policy dialogue to
assure planning documents and the activities of OMVG reflect the soundest
decisions,

(C) Measure project results and
(D)} Conduct required evaluations.

The Mission will take steps to assure that all required evaluations are
carried out as planned and project results are measured. It is useful to make
a distinction between projects that aim at producing a product, such as a
study or maps, and projerts whose aim is to strengthen institutions. 1t is
difficult to evaluate the former until the products are produced. This is the
case fror two of the four projects, the Environmental Asscessment and the Aerial
Survey and Mapping activity, mentioned as having not been evaluated. The
Environmental Assessment activity, which was completed in five years, not
eight years as stated in the Audit Report, was guided by at least one 'pecr
review". At this review, which took place in Geneva, draft sections of the
report were reviewed and critiqued by well-known experts in environmental
assessment including scientists from the Interaational Union for the
Conservation of Nature, Quality control for the Aerial Sucvey and Mapping was
assured by the Defense Mapping Agency which acted as a Consulting Engineer to
OMVS and the Mission.
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All ongoing projects have evaluation plane and the needed resources to
carry them out. The Mission foresees no problem in adhering to these
evaluation schedules. The Mission has learned lensons from pact projecis

which will assist in this endeavor.

(Z) Justify the cost/benefit of the components of the Groundwater
Monitoring Project.

The Groundwater Monitoring Project is an institution building and data
collection, analysis and dessimination projuct. As with most projects of this
nature it is less susceptible to traditional economic analysis than some
production projects. The PP for this project was notably weak in economic
analysis and attempted to give only the moet general approaches to cost/
benefit analysis. USAID has attempted to deepen this analysis and the Audit
Report accepts the Missions economic justification.

Under the Project the installation of 680 piczometers is planned to
monitor the quantity and quality of groundwater. In and of themsclves these
instruments do not "control the application of water and pesticides" although
they provide data to decision makers which can be used to modify the
application of water and pesticides. Although there are a number of
piezometers planned for high potentisl agricultural areas, the measurement of
groundwater quality and quantity has benefits for other sectors as well. See
Annex 2 for a discussion of the range of benefits. These additional benefits
increase the likelihood of a good cost/benefit ratio.

The PP for the Groundwater Monitoring Project did estimate that, for the
irrigated agriculture aspects of the project, coverage would be some 45,000
ha. The new figure of 200,000 ha was the result of the on-the-ground
technical work and reconnaissance by the project team, including “cchnical
assiclance, after the project started. This work, which was impossible to
detail at the time of PP preparation, amounts to a new technical analysis of
this component.

Given budgetary constraints this activity will not be allocated the full
request of 2.9 million in Supplemental funds. Thus the Mission is continuing
to explore cost-saving methods as reflected in Annex 2. The technical
analysis of the number and placement of piezometers developed by the project
team has been reviewed by USAID and found to be sound. The number of
piezometers is technically sufficient and will not be increased. 1In fact, as
Annex 2 points out, a slight reduction to the absolute minimum is anticipated.

W
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B. Compliance and Internal Control

In the past the Mission Office charged with the management of the river
basin portfolio wus semi-autonomous. With staff reductions the office has
become better integrated into the Mission management system over the past
year. The extensive design phase of portfolio development was completed with
the authorization of the PPD in 1985. Since then we have been able to
concentrate on implementation of the program. Thie has led to better
compliance and internal control. 1In addition the River Basin Deveclopment
Office has already developed software for computerized project managoment
tracking systems and we are expanding its use from the OMVG project to other
activities in the portfolio. This will improve portfolio management,
monitoring and internal control.
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OF THE SENEGAL RIVER BASIN

In Senegsl : Products stored at thre SGN
Service Géographique National
13, Rue Victor Hugo

User Organization Use (if known)

- Ministére de 1'Hydraulique : Canal du Cayor Project

- ORSTOM ¢ Research on groundwater, on water
quality in the delta/Lake Guiers regions

-~ SAED/USAID/FAQ ¢ Development of small irrigated
perimeters in the Bakel arca

— Secrétariat d'Etat aux : Livestock directorate
Ressources Animales Bakel livestock project
~ SAED/GERSAR : Feasibility studies of the Podor and

Saldé-Wala irripation schemes

~ SAED/SATEC : Design ot irrigated perimecters in the
Matam area

~ SAED/Dutch cooperation : Design of projects in the Ile Amorphil
area

~ National Park Service : Studies on Djoudj bird park

~ University of Dakar
- UNDP/Dakar

- SAED/Germany (FRG) Studies in the Scnegal Valley

- IGN Tarac
- COGEMA Senegal
-~ Amsterdam University

~ FAO/UNDP
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Mauritsania :

In

Producte stored st the Ministry of Transport

Service Topographique

Ministry of Equipment
and Transport

Ministry of Hydraulics
Ministry of Rural
Development

SONADER

IUCN (Switzerland)
for VDR/DPN Nouakchott

Mali

USAID

Germany/UNDP
Ministry of Hydraulics

BRGM/Bamako

Rural roads project in the Guidimaka
region (Roads MBout-Sclibaby-Gouraye
and Selibaby-Kanédi)

Rural water supply project for the
Guidimaka region (Eng. firm BURGEAP)

Study of the Aftout-cs-Sahel region and
Chott Boul (by DPN, Genie Rural)

Studies of irrigated perimeters in the
valley

Study of the national park of the lower
Mauritania Delta

Manantali Ressettlement Project
Deforestation of the Manantali reservoir
Studies in the Manantali ares

Studies on groundwater and mining in
the Malian Upper Valley.
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SUBJECT: GROUNDWATER MONITORING PROJECT (525-7358)

REFS: (A) DAKAR 7éze; (R) STATE 21129238;
(C) STATE 25577@.J

1. PER AID/W CONCURRANCE PARA 1 RIF (C) MISSION PLAN3 7C
MOVE AHEAD WITH REOBLIGATION OF DOLS 1 MILLION FOR
SUEJECT PROJLCT. TH: BUDGET FOR THIS AMOUNT #ILL PF
CAREFULLY DEVELOPED TO ASSURE TKAT IT KiEPS THE PROJTOF
MOVING AND dAS MAXIMUM IMPACT ON THE ACHIEVEMENT CF EOPT.

2« AT THE SAME TIME WE ARE CONTINUING TO ®YPLORT JPTIONS
POR FUNDING THE DOLS 1.9 MITLION DIFF¥RENCE BET/EZN
CRIGINAL REQUEST REF (A) AND AVAILAELE FUNDS, Tp°©

F LLOWING PARAS GIVEZ SOME INDICATION OF OJ® THINTING AT
T: IS STAGE, INCLUDING COST-SAVINGS MTLSURES T0 RECRTAST
ToE ORIGINAL DOLS 2.5 MILLICN RSQUEST AND THE IMPCETANCF
OF THE PROJECT TO RZGIONAL AND FILATERAL COANCERNS, ¥7®
WILL CONTINJE TC REVIEW THE SITUATION IN LIGHT 27 EUDATT
CONSTRAINTS AND TH: RELATIONSKIP HETWENRN THP PRITONAL 4!
BILATERLL PECGRAMS. IN THIS REZARD WE LOCK FOLWLRD 10
FURTHER DISCUSSLiONS WITHR AID/W DURING UPCOMING TRYS.

&. RETEINKING OF MISSION PRIORITIES,

D

(A) TURING THE PREPARATION IN THE SPRING OF 55 OF THT
CDSS, ALL PROJECTS INCLUDING THIS ONT WERE CAT OULLY
ANALYZED, BOTH TO DSTERMINL THEIP VALUK AND IT THEY wEan
ESSENTIAL TO OUK STRATEGY. WE DZTTRMINED TEAT
GLOUNDWATLR MONITORING, WEILT HIGULY TECHNICAL 8¥D NCT
VERY VISIBLE WAS AN ESSINTIAL RLEMENT OF OJ3 FIVDR PASTY
STRATEGY WHICH IS AN ESSENTIAL COMPCNENT CF CTUR OVFiALL
STRATZGY. THE SENEGAL RIVER IS A MAJOR InrnvanIONnL
NATURAL AESOURCE FOR THE OMVS MEMBRR STATRES AND ITS
DEVELOPYENT AND SOUND MANAGEMINT RAISE IMPORTANT AND Ryl
ISSGES THAT MUST 50 DEALT WITH GN A REGIONAL LTYTL.
ALTHOUGH OMVS HAS ITS PROBLEMS, ITS PXISTFNCE FOR ATMDST
25 YEARS IN ONE FOEM OK ANOTHER CJLMINATING IN & 732
MILLION DOLLAR INVESTMENT PACKASE INCLUDING T{0Q DAvsS
(WELL ON TEE WAY TO COMPLETION ON TIME AND wITHIN TIDIRT)
ATTEST TO THE REALITY OF THESE ISSURS, THE NEED FOK
REGIONAL ORZANIZATIONS AND WHAT CAN LE ACIOMPLISHED. 17
ALSO IS Afi APPROPRIATE ARENA FOR DONOR INTERVZHN™ION
ESPECIALLY FOR DONCHS WITH COMPARATIVE ADVAMTAGFE SUCH AZ
THE U.S. IN RIVER BASIN PLANNING, DEVELOPMENT AND

MANAGEMENT. "\
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FACTUAL DISAGREFMENTS

What follows repreccnts a partial list of some general observations and
what we believe are factual errors or unsubstantiated claims in the Audit
Report.

- The USAID funded OMVS Reorganization Studv, including all direct
juotes, should be properly and fully referenced.

-~ The definition of piczometer is incorrect. Webster's Dictionary
defines piezometer as "any of various instruments used in measuring pressuren,
compressibility, etc". It is not an "apparatus used to monitor and control
the application of water and pesticides".

- The OMVS Environmental Assessment Study lasted five years and not eipght.

~ The OMVS Documentation Center ~ Since this center never benefited from
USAID assistance it may be misplaced in an Audit of A.I.D. assistance. 1In
addition the physical isolation of the OMVS Documentation Center from OMVS
headquarters does not appear to have significantly hampered planning since
many of the most critical and recent documentation exists in Dakar. The
Documentation Center functions more as an archive of historical research in
the valley and storage of old OMVS papers than as a information center for
planning. Also should be noted that most personnel of the OMVS Planning Unit
are based in St.-Louis where the center is located. Moreover, a serious
reorganization option under consideration is the transfer of OMVS to St.-Louis.

- River Basin Development Models - The Audit states that this is a
producr of USAID assistance. We are unsure of what this means. We are
unaware of any river basin development models for the OMVG or OMVS or any
other basin. We have assisted in the development of hydrologic, cost/benefit
and fiscal allocation models. Other sectorial models exist also. However,
the complexity of river basins have not permitted the development of a
integrated global model to date.

- Member-state contributions - In some places the Audit Report states
that member-states have not paid their dues. Closer to the {ruth is that
member-states have not totslly met their commitments. They still however
contribute.
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- Reduction of Project Costs - The Audit Report states that "project
costs could be reduced by up to $7 million.” While unable to speak for
USAID/Niamey, we believe that this figure referrs partially to the groundwator
Monitoring Projrct and is overstated given the Audit Report's statement that
"USAID/Senepal action to reassess the cost effectivencss of piezometer
construction addresses the auditors' concern” and the comments provided by the
Mission.

-~ Provision of studies - The Audit Report states or implies in several
cases that USAID "provided studies to the organizations”. We believe that
these activities were joint and had significant institution building and

training aspects. The Audit Report language implies a much more one sided
relationship anu "top--down'" approach than was in fact the case. Thus the
impact of these activities are significantly underestimated by the Audit.

- Definition of River Basin Development - We believe that the Audit
Report's definition of river basin development as aiming "to increasc
agricultural production through construction of dams and irrigation projects®
misses the mark by some degree and is too restrictive. The Mission's views on
this are presented in Section II.

- OMVG Environmental Monitoring Laboratories - The Audit Report states
that "OMVG activities have also been impeded by the lack of qualified
personnel, including the staffing of an AlD-financed laboratory."” While USATD
has plans to support this activity, the OMVG project itself has not yet
committed any funds.

- OHVS Dam Propram -~ At one point the Audit Report implies that only one
dam is being built on the Senegal River. As Section II points out, there are
in fact two dams being built simultaneously. This increases the significance
of OMVS's accomplishments.

- Groundwater Monitoring Costs - The discussion of this project's cost is
unclear. The Audit Report implies that increased project costs were 8.1
million dollars. The increase requested was 2.9 million dollars. 1In addition
the Project Paper Supplement which details and justifies this additional
funding does break down the request by the traditional AID Handbook
line-items. The contract for piezometer construction is 2.2. million dollars
for 660 piezometers. Thus it is difficult to see how 450 piezometers can cost
"about 3 million dollars".

{!
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- Groundwater Monitoring Project Personnel's Observations_on Management
The Audit Report mentions that Groundwater Monitoring Froject personnel in
St.-Louls complained about OMVS management. It remains unclear as to whether
the Auditors verified the validity of these complalnts with OMVS officinls.
In addition, to put things in perspective, the Groundwaler Monitoring staff
have been generally outspoken in their praise for the quality of A.1.D.
management. It remains unclear whether the Auditors asked tho project staff
about A.I.D. management and if they did why it was left out of the report.

- Impact of CMVS Financial Situation on_the Greoundwater Monitoring
Project - The Audit Report claims that the financinl situation of the OMVS had
negative impacts on the Groundwater Monitoring Project. While the OMVS has
financial problems, USAID believes that these have not affected project
implementation to a significant degree to date. For instance while a schedule
for per diem payments was being developed, significant propress was being made
on the inventory and mapping of water observation points, the setting up of
the main and sector offices, the drafting of the 1FB for piezometer
construction and training programs were developed and threc participants were
sent to the U.S.

- OMVG Planniug Advisor -- The audit report implies that a planning
advisor was not installed at the OMVG until 1985. The report states that * In
1981 another donor was to provide OMVG a planning advisor, but necver did.

OMVG went without until 1985 when A.1.D. provided one." 1In fact, the UNDP
provided a water resources planner to the OMVG High Commission from the prriod
of late 1982 until fall 1986. The UNDP advisor played a key role, along with
A.I.D.-funded technicians, in elaborating the OMVG Macter Plan and the Revised
Indicative Plan, two of the principal planning documents generated by the OMVC
High Commission.

Acting on a proposal of the Mid-Term Evaluation of the OMVG Project, an
additional planner, funded by A.I.D., was installed in 1985 as the Director of
the OMVG Planning Unit. This position was created to enhance the capabilities
of the OMVG Division of Technical Services, which exercised responsibility
over the Planning Unit. The A.I.D.-funded planner was a direct counterpart to
the Director of Technical Services, a Senegalese-trained engincer who has
served continuously throughout the duration of tne A.I.D. project and who also
had planning responsibilities within the OMVG. Lastly, a member-state
technician was also assigned as a planner, and had been installed and active
at the High Commission Planning Unit since early 1983 (per the terms of the
sole Condition Precedent in the Project Paper). The report's statement that
"by 1986 the OMVG had not appointed a qualified planner to work with the
A.I.D. advisor" therefore misrepresents somewhat of the actual situation.
Sufficient planning personnel (a total on four at various times) were present
at the OMVG since the startup of the A.I.D. project to shoulder the
responsibilities for planning, including both expatriate advisors and
member-state counterpart personnel.

H
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To infer that the planning process was impeded duc to a lack of
personnel is to misconstrue one of the central concerns and objectives cf the
A.1.D. project, i.e. the planning methodolopy itself. The OMVG has not lacked
for planners; it has been hampered inctead by a single-purposc approach to
planning that considers nelther the true coscts of water development (proposing
massive subsidization of new water users), nor the need to provide for local
level involvement in the decision-making process (advocating instecad highly
centralized planning). The Audit Report does not touch on these programmatic
concerns which are critical to the outcome of the project.

- OMVG Counterpart Trainees - The report states that “due to an
approximate two-year delay in sending participants to training in the U.S.,
only one of four counterparts to the A.I.D. techiical assistance team was on
the job in mid-1986". The statement does not acknowledge that A.I.D. project
management, with the full accord of the OMVG High Commission, revised the
implementation schedule, without jeopardizing training objectives, in order Lo
better utilize member-states personnel in the mobilization of the impact
studies field work. The revised training plan is reflected in the updalcd
implementation plan for the project in Project Paper Amendment No. 2.
Overall, A.1.D. project management fecls that the OMVG Project has been
relatively successful in providing valuable training opportunities to
member-states technicians, both long-term and short-term.

Some implementation delsys affecting the training plan occurred carly
in the project due primarily to the foct that project management duties for
the project were relocated from OAR/Banjul to AID/Dakar/RBDO in mid-1982. At
the same time the OMVG High Commissjion was relocating from Kaolack to Dakar.
After transferring the project to AID/Dakar in mid-1982, a major contract for
the project for the impact studies was awarded and negotiated in the fall of
1982. Due to the delays incurred to that date and, at the sugpestion of the
A.1.D. technical advisors, it was deemed of more benefit to the project to
keep the member-states technicians/trainees at site as long as possible to
participate in the mobilization of the field studies component of the impact
studies. The participants were rescheduled to depart when the studies began
the data collection phase.

The candidate trainees were, in fact, better qualified for the most
part than had been expected and provided valuable assistance with
reconnaissance trips and the design of research stratepies and work plans. As
envisioned, the trainces participated in the mobilization for the impact
studies field work and contributed to the member-states review of the work
plan, which was approved by the OMVG in April/May 1983. The eventually
departed for stateside training per the revised training plan.
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0f the threec member-state technicians sponsored by USAID for masters

level degree work, all three have successfully completed their degree
requirements. Two are already re-installed as active members of the Planning,

Unit. The third long-term trainee is scheduled to veturn Jun. 2, 1987. This
provides for a overlap with the A.I.D. technical advisors of 12 months vanging
up to 18 months, sufficient time to prepare for the departure of the A.1.D.
advigors. In addition, because of their on-hands experience with the project
prior to their departure, their graduate degroc research wes directed towards
issues of immediate rclevance to thie OMVG, using data generated by project
activities.

A fourth traineec (water planner) has received short term training in
water resources project evaluation (1 month) and microcomputer applications
for water resource management (1 month) through the A.I.D. project. He is
also scheduled to participate in a three-month training internship with the
Corps of Engineers in the U.S. concentrating on the hydrologic model developed
by the A.I.D. project. He has also benefited by rcceiving valuable on- the joh
training working along-side the A.I.D.-funded hydrologist.

- 1Institutional Support - A recurrent theme of the RIG audit is that
member-state support to the river basin agencies will have to be reinforced if
the A.I1.D. projects are to be successful, as, for example "A.1.D. assistance
will only have limited success unless the organizations are strengthened and
supported by member states.” While this might be true in the most narcow of
terms, it does not reflect the unique institutional character of resource
management agencies, especially those in developing countries.

The nature of water resource planning is such that very complex and
demanding skills are required for very brief and short-lived tasks that,
nonetheless, can have very enduring consequences. Much woter resources
planning is undertaken as feasibility studies which once completed, will never
be called for again. The OMVG has undertaken and very corpetently managed to
fruition numerous such lengthily and complicated studies, among them the AHT
Kekreti Feasibility Study, the Howard Humphries Salt Retention Barrage Study,
the Rhine-Ruhr Balingho Feasibility Study, ithe Poly-Tezhna Upper Valley
Reservoirs Study, in addition to others. OMVG prepared terme of reference for
the above-mentioned studies and reviewed their final reports for presentation
to the Council of Ministers and the Heads of State. It would be unrecalistic
for the OMVG to carry a full-time staff of experts qualified to perform the
required studies for a major water resource planning effort, cspecially
considering that, typically, planning for water projects takes decades to
accomplish (cf. the Aswan Dam, Hoover Dam, California State Water Project,
Ceiwtral Arizona Project, the OMVS dams, etc.).

3
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Misslion Comments: Audit of River Bapin Activitien

OMVG's current stsff has proven itself sdequate to the task in
contracting for and administering the extensive hody of reporils required for
the design of the Gambia River Basin development portfoiio. All the basic
disciplines necessary for planning are well-represented within the OMVG.
Consulting firms have performed the major studies thus far, an is appropriate
for such an planning effort, and OMVG lias subjected Luem to a review process,
as in the case of the Member-States Review of the A.T1.D.-funded Impact
Studies. As stated previously, it is A.T.D. project management's position
that OMVG's major institutional weakneusas lay within ite planning policy. Al
the same time this creates a majior opportunily for the project to demonstrate
the effectiveness of more appropriate and effective planning policies and
forestall the adoption of water development plans which will likely result
major financial burdens for the member-states.
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