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SUBJECT, 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 development. 
 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 assistanice 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 "the organization's

capability to plan development act:ivities. 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. In addition, the
 
audit identified several weaknesses in USAID/Niger project
 
Tnanagement 
 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 o
in Appendi. 1.
 
Please let this office know of any further comments on the
 
report within 30 days.
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UNITED STATES GOVERNMENTmemorandum
 
DATE: December 31, 1986 	 mo a d 

REILY TO~ 
ATTNOFt John P. Competello, RIG/A/WA
 

SUBJECT, 	 Audit of AID Participation in Sahel River Basin Development

(Audit Report No. 7-625-87-4, dated December 31, 1986)
 

TO, 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, All) has authori zed 14 projects amounting Io abo)ut 
$60 mi lion to he_] p strengthen the p] ann.i ng capabi ]it i es of 
three regional organizations in West Africa. The organizations 
weic empowered by their member count ri es to plan and oversee 
the deve] opment of The Gambia Ni ger, and Senegal ri vei 
basins. In order to carry out t hese responsi bi I j ti es, the 
organi zal ions requi red (]) data, such as that ob1tained fron, 
basin-wide hydrologic, economic and envi ronmental studies, anid 
(2) the capability to effectively use the data. All) assisted 
in performing the necessary studies and in developing planning
capability within each organizat21on. 

The Office of the Regional Inspector General for Audit/West
Africa made a program results audit of AID participation in 
Sahel river basin development. The objectives of the audit 
were 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 assi.stance 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 activit:ies.
 

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 in developing adequatean 
planning capability. Progress was limited by problems with
 
technical assistance and participant training, as well as a
 
lack of qualified host country personnel. Also, the river
 
basin organizations had management problems and lacked funds 
since some member countries did not pay their dues. As a 
result, maximum use could not be made of AID-provided river 
basin planning data. AID began to address these problems in
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1986 when it terminat ed assi stanc to the Niger r.iver ba.s.i n 
because of poor results. As we] I, USAID/Seneqa] a] so wit hhe d 
assi st.ance oil a new project pe)(l.i nj organi 7-a t i (1,n ]
improvements in the Senegal ri ver ba- ,in organi zal i on. 

Insti tutional reforms, and management anld fi nanci a] support
from member countries are essential if future AID assisance i s 
to be effectively uti i zed. This repoi t recommends t hat 
further AID assistance be reassessed and be cont ingent on 
improvements in the SaheI regional organi zat ions. USA] D/
Senegal concurred in the recommendati on and has begun
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 Senegal 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' effectiveness was impaired. Also, 
project costs could be reduced. This report recommends that 
improvements be made in project management. USAID/Senegal 
agreed with the reconnendation 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 conunents to the draft report are
 
included in Appendices I 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 Clirected to
 
USAID/Niger.
 

USAID/Senegal disagreed with some of the report's findings, but
 
accepted the recommendations. Mission comments were directed
 
at providing (1) greater perspective to river ba zin
 
development, (2) additional information on actions taken to
 
address the audit report reconuendations, and (3) facts which
 
the Mission believed had not been accuratels. 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. 
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Mi ssi on comme nt s have been (onsi(ered anid the r(,port modli f.ierl 
as deemed a tI rrioate, tloweve , th" scope( of audit d.id not 
include o ther donor ossi ,t anc(,; hence, t lie audit e'xi (srd1 no 
o0pi)niOn on the role of ri\'er lhain o ,]iiiani zatiiCL(f, i t liet dam 
constr Iution funded by oth.' dno ;. 

The a iudit report credited A]I) for providinq the river basin 
orgarnizations withI excell]ent tools foi reciona] planinig, but 
concl uded that the organ i zat i ons (] 1 not have tie p1lni.ng
capabi liti es to effectively us;e them. Audit report s note 
accompl i shments, but are intended to focus on correcting 
problems in order to enhance AII effectivee.s. 

This report addresses significant prob]ems which A]I) faces in 
achieving its objectives in Sahel river basin organizations. 
USAID/Senega] 's agreement with (]) management and funding 
problems cited in' the report, and (2) the report's 
recommendations, demonstrate that improvements in Sahel river 
basin organizations and AID management were needed. This 
o. fice will cooperate with USAID/Senegal to assure timely 
ckw--ure of the eport recommendat ions. 
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AUDI]T OF All) PARTI CJ PAT ION 11N
 
SAIEIL RIVER BASI]N I)EVl:IO'ME'NT
 

PAPT J - IN''RODLICTI]ON 

A. Background
 

The development of river basin reSources is crit i cal to
mitigating the damage caused by per. odic droughts in the Sahel 
region of Afri ca .!/ River basin development reaps major
benefits, from agricultural production to construction of dams 
and irrigati on projects. Other benefi rs include electrical 
power production and improved waterways.
 

AID and other internati onal donors are assi sting in the 
development of the Sahcl river basi ns. Arab and European
countries are providing about $800 million to construct. dams on 
the Senegal river. Since 1975, AID has authorized 14 proj cts 
amounting to about $60 million (see Exhi bit ]), to help
strengthen the planning capabilities of three regional
organizations in West Africa. 

The organi zations wee empowered by thci r member countries to 
plan and oversee the deve)opment of T11 e Gambia, Niger, and 
Senegal river basins. In order to carry out these 
responsibilities, the orcanizations required (I) data, such as 
that. obtained f rov bc ;i n-wide hyu rolocic, economic and 
environmental studies, 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 regional organi ;ations are: 

Organisation pour l& Mise en Valeur du GambieFleuve (OMVG)
which included the countri es of 
 Th( Gambi a, Guinea,

Guinea-Bissau and Senegal (hereafter referred to as The 
Gambia River Basin); 

Autorite du Bassin du Niger (ANI;) which included the 
countries of Benin, Burkina FLso, Caneroon, Chad, Guinea,
Ivcry Coast, Ma]i, Ni(yr, and N g.ri a (hereafter referred 
to as the Niger River Basin); and 

Organijsation pour la Mise en Valeur 
du Fleuve Senegal
(OMVS) which included the countries of Mali, Mauritania,
and Senegal (hereaftei referred to as the Senegal River 
Basin). 

The Sahel includes the countries of Burkina Faso, Cape

Verde, Chad, The Gambia, Mali, Mauritania, Niger, and
 
Senegal.
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ir 
interests 1 .1i vet bas;i n devel opment Chiart cred t.hroulI 
treat ir-";, t h( or arJi zat .i on; hIv,e n t ernat J ona I I eqn I 
authori ty. They are headed by a commis:--Joner who reFoI t t o' (I 
counci I of IllIli s;t er.; advi si ng t tv hedads of of thr reil, I 

These organ i za i oris were r v:.-It e(I by count ri (s havi i q c'om1on 

state e-
count r es. M.mlber count. ri es are requ x,d t o pay for oper at i nc 
costs through alnua contributions. 

USAID/Senegal managed AID projects in Senegal and The Gamblia. 
USAID/Niger managed projects in Niger. As of June 1986, Al1)
had oli gat ed about $52 milion of the $60 mi I ion authori zed, 
of which about $34 million had been spent. 

B. Audit Objectives and Scope 

The Office of the Regional Inspector General for Audit/West
Africai made a program results audit of AID participation in 
Sahel river bas;in development. The objectives of the audit 
were to determine whether AID assistance had been successful 
and whether it,; management was effective. 

The audit did not include other donor assistance to Sahe] river 
basi r organi zatio n:;. Also, the audit did not inc ude an 
examination of the pros and cons of river basin development nor 
analyses of the poIitica/economi c rationale for AID's 
assi stance. 

The audit covered AID assistance between 1975-86 and included 
work at the Africa Bureau, USAID/Senegal, USAID/Niger and at
 
the regional organizations. Auditors held discussions with
 
Bureau officials on the policy framework for AID participation
in Sahel river b.-sin development. Audit work at the USAID':,
included discussion with AID officials and reviews of project
evaluations, project papers and other reports providincg
information on resil ts of AlL assi.tarce. At the regi ona3 
organizations, the auditors intcrvji wed officials and reviewed 
pertinent records. Field trips were made to several project
sites in Senegal. The audit, completed in September 1986, waE 
made in accordance with generally accepted government audit inc, 
stan(ards. 

USAI[}/Niger and USAID/Senegal comments on the draft report have 
been considered ann are inc] ude.l in the report as deem(
appropriate. The full text of thuir comments are in Appendices 
1 and 2. 
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AUDIT OF' AlfD PATIf'Cl PATION IN
 
SAIII.:I, RIVEP 1DASJN DE.VEIOPMENT
 

PAP'T 7!] -V 1 t:,'IT O1, AUDIT 

'11he audit found that All) a!;:;istance had mixed results. While
AID succeeded in provi di nq Sahel ri vei basin organj zat ons 
subst.antial planning data, the orginjizat jons' own weaknesses 
and slow growth n) bui I (Ini rig thi r p1 anni nq capabdity li mi ted 
the most effective use of the data Al so, A]l) management
needed improvement. 

AID-funded studies provided cri ti cal data necessary for the 
development of the three river basins. These i.ncluded social,
economic and environmental studies, and river basin developmr_.nt
modCls, suchI as for hydrology and allocation Gf fiscal 
resources. Notable was a comprehensive study of The Gambia 
river basin whi ch demonstrated that the location of and
justification for two of three dams proposed by the member 
countries should be reassesocd. 

AID assistance was Ies!. sueees-ful in strength-nin Y, nn inI-g
capability needed for the long-term development of Sahc] river 
basin regional organiziati ens. The audit identified critical 
weaknesses in the orqanJ zat ions, and found Ali) managemcnt not 
effective in overseeing its assistance activities.
 

The report reconmends AID reasfess i ts assi stance to the 
Senegal and The Gambia rivcr basins, and that. AID mission 
management be improved.
 

-3 

http:developmr_.nt


A. Findings and Recommendations
 

1. 	All) Assistanc, To Sahel iv r Basin Orcanizations Must Bc-
Re a s; F,(s'sv5 

All.) 	 recognize.; thaft river ba!,i 	n deve] opmnt rcjui rYv s trong
regji ona] orgni zat ion with ef fecl i ve pJanni ng ca pa i lit i V!e 
Howevcr, the SalicI ian orgjani zat i on,, responsi 1A v for ri ve basi n
deve] opment. made sI ow pY ogress i n devel op, ng an ad(equaZ. e 
planni ng capaibi Ii t y. Progress wa,; Iimiited by prob] on-, wi t h 
technical assi-:tance and parti ci pa t t r i ni nq , as we)] aas

lack of qua]ified host country per.s onnel Also, the river
basin organization., had management pr ol] em; and lacked f unds 
si nce some men 1nber count ri es ddi I not pay their due.,. A!; a 
result., maximum could be made of 	 r i veruse not A]D-[provided

basin planning 
 dat a. Al) began to address these pro,]euus. in
1986 when it teiminated assistance to the Niger river basin 
because of poor results. As we]l, USAID/Scnegal withheld new
project assistance pending organ) zationaI improvements in the 
Senegal river ba Esin organization. Institutional reforms,
management and financial support f]oum member countries are
essential if futur( AID assistance is to be effect :iveI y
utilized. 

Recommendation No. I
 

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

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

Discussion
 

AID experience in other parts of the worli has shown that rive
 
basin development requires strong regional organizations with

sound, ef fect ivt.. planning capabilities. The importance of 
planning c ipalj 1i ties cannot be overeilphf si zo . Ri V 1 a sin
studies prov Ide data which used( prepare d, ,' Care to, op.,lmu: 
plans. The. plans, if adopted, provide gui (:nce to the i chi oZl I1organizaticns, t he member states and conors to he] I make
decisions on major activities, such as dams and irrigation
projects. This can ultimately result in the expenditure oa 
hundreds of millions of dollars by member cuntries donors.and 

All) 	 recognized the need to improve the planning capabi IAties of 
Sahelian river basin organi zations. Its strategy was to
develop capabi li ty through projects whi c, strengthened t h 
organizations 
 in 	 the long term. AID wanted to develop plannin.
capabilities to better ensure 
 that Sahelian government

decisions on river basin development were informed and sound.
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The iudi t found All) assi stance had mi x v d results. As; of
Sept ember 1986, A] i) had provided The Gambia, Ni ger and Serie;a]
ri VC ba.;n oran.i zat .i os wi th studi e; necessary fo
deve] opuint'i, p1 aln.i nq. A]l) a I so provided technical assir;tanc-.
and part i cipanit t rai ning o devCIop the organ] zat o"In ' 
capali] ties to us. the data. However, as discussed below, th(.
three reg.iona made, l]ow progi ess i r i mprovni riorganizations de 
thei r p] anri ng capabi I i ties. rJe ch1nj ca I asui; stance prob] emir,
delays in par t.i ci pant tiainirig, and the lack of quali f ied host 
country people have sl owed the p)rogress. In addition, the
organi zat.i ons have suf fered due to internal management prol, ens 
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 or Basin (OMVG) - From '981 to 1986, AID spent 
about$4 ui-on of T million authorized to improve OMVG
planning capal: li ties and develop studies concerning river 
resources, public health and soci oeconomics. 

AID completed several studies on river basin development, but
OMVG was slow in developing the capability to utilize then,
because it lacked qualified staff. In 1981 , another donor wasto provide OIVG a river bas i 1 ,] arring advisor. The donor 
provided a water resources ti .insport. advisor but not the river
basin planrner envisaged in the AID project paper. OMVG went 
without a river basin planning advisor until 1985 when AID 
provided one. By 198.6, according to a consultant's roer , ,
OMVG had appoi.nted its Tech.i cal Director who was not a 
qualified river basin planner to 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 and lacked specialized training in river basin 
planning. OVG personnel al so stat ed thi t the counterparts
would be 
 limitcd in their ability to resolve problems after the

departure of the AID technical assistance team. 

OMVG activities have also been impce( by the lack of qualified
personnel, ir-c]dding those n-ces.s5a -y to adequately staff an 
AID-financed ]abcratory. Whi ],- al tc-nipts werc. being made to
have member states transf er- civil servants to fill vacant 
positions, funding trai ni.iJg and operating notfor expenses was 
available. 

OMVG has alse been short of fundr. The OMVG activity report
for 1985 showed the equivalent o§ $522,000 i.n 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 the OMVG 
Secretary-General., member states were looking to the 
 donors to
 
provide opera-ing funds instead of the organization having to
 
rely on member country contributions.
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The Niger River Basin (APN) - Since 1977, AID spent ahout $2.5 
mil lion of $14.8 mill ion approved to help cr.,it e a )Ianni ni 
department within ABN an(I provide, river Ia;i n studies. The 
audit found that a Iack of qua Iified panner . and firiancia] 
re sou rce s Ii mi t ed ABN Id ann InJng capa hiIi t i cs. ABN had iot 
es tall ished a planni ncg defpa rtril. until 1984, Wvhui a ldepartlment 
was formed from the head.-; of severaI depar t Pe nt t; inc] ud .inI 
agri cul ture , commerce and navi ga ti on. Accordinq to a Decemiler 
1985 evaluation, these individual!; had other dut i es, Ii idt iing
tnei r effectiveness in plannijg. Al so, accordi ng to ABN 
personnel , only the water resource p1 anner wasr adequatel y
qualified. ABN staff, qualified in five other disciplines, was
 
not. avai lable because ABN did rot hire AID-I i nanced trainees. 
ABN had insufficient funding for years, preventing the 
organization from hiring the trainees. Salari.es had also not
been paid fox two to three months, and member states owed the 
equivalent of $..5 milljon. 

The Senegal River Basin (OMVS) - Since 1975, All.) spent about 
$18 million of $28 million authorized for nine projects
involving agricultural research, environmental studies,
socioeconomic studies, Iasi n mapping, computer faci.lities, and 
monitoring of Senegal river basin ground vaters. A planning

departnenL, needed to make the mosi effect ive use of 
AID-financed studies, ',%7 not until Thews establ ished 1982. 

department was reorgani zed in 1984 because 
 of management

problems and lack of qualif-ed staff. At the time of audit in
 
mid-1986, an AID project to develop planni ng ski Ils had not
 
begun because OMVS had not met conditions requiring

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 organizational study recomrended that the. 
plninjng unit be
 
improved by: (1) maki.ng it a permanent OVS unit, (2) giving
it an autonomous role in planning and evaluation, and (3)
letting it serve in an advisory role to the secret:ary general. 

Planning w,,s further hampered because mucli of tie AID and other 
donor financed studies were stoicci at a docuri(eritation center jn
St. Louis, S<er ,ga1 -- about 26C, kii ometi-rs; fror OMVS in Dakar. 
The organizatjoral study found the cent er w'as used primarily by
non-OMVS resec. rchers, techniA ci ans, and scholars. Also, the 
center was pcorly maintained. In responding to the draft 
report, the M-ission added that the centei functioned more as a,
archive for hi storical data thar as an inforrati on source for 
planning. Recent i.nf ormati en existed in Dakar, but most 
planners were located in St. Lcui s. To resolve the problem,
the Mission said a transfer of OMVS to St. Louis was under 
consideration. 
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The OMV 's own prol] ems ccnt r b~ut cd to i t c i nalJ Ii t y tc(
estab] sh ni ef f ect i ve p1n ni rI ca p J ]i ty. TIh F, AJID-f nanced 
organi zat i onal study not e-d ';"CI 1ou defI c e srici i n t he 
management of i lit Ina I re ,ou r (S. The (,s, n i U ,d a sori ou:] y
under qua Iif i 'd a l , sule rvi Fed a CC'OurIt i W1. st 1f fi poor 1y 
exceSsi ve oper a t.i ng cost ; amount. i rig to 9 1) erc.nt of a .] oca ted 
resources, and Jack of m'em,(e st ate funding. 

The study considered lack of mei.Ier state fundi ng to be the 
major problem. It pointed out that the contribut.ion of member 
states represents 99 percent of the resources i ncl uded n the 
OMVS operating budget. Yet , over the year;, member states' 
contributions have increasi ngly been in arrears. For example,
member states' arrears in 1979 were the equivalent of about $1 
million; by January 1985, arrears were the equi val ent of about 
$1.4 million. By Novemlbei 1J981,, contribtions for the year
totalled only the equivalent of about $1.7 million or 45 
percent of OMVS budgetary needs. The organizataional study
concluded that unless urgent measures were t-aken to bring the 
financial situation under control, OMVS administrative 
operations would soon be insolvent.
 

With regaid to OMVS managencnt, th, study noted the importance
of administrative operations: 

"Administrative operations of the High Commiss.:on are 
subject t.o numerous ext:ernai influences which, i f r.ot 
formally managed, un1cr mi ii insti tutional eff i ci ercy
and promote a breakdown of operating systems. These 
include: multiple and heterogeneous programming 
objectives; diffuse political, orofessional, and 
personal allegiances; poli.tical patronage in
 
recruitment; failures of member-states to adhere to 
budgctary commitments; and the heavy admin,istrat.i ve 
load that is related to parti cipati on by numerous 
donors in OUIVS programming." 

The study found the follcwing m-anagement problems: 

-- inadequate formal systems for management control; 

-- overcent.ralizaticn of authority and responsibilit,; 

-- ab,,ence of fully qualified personnel in key 
aCministrative pcsitions; 

-- .)oor internal coordination and communications; 

-- inadequate operating resources; 

political patronage and tacit agreements on personnel
quota!; and assigrinments preventing competitive 
recru i tment; 
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poor mai ntenance of tle plysi cal plant and1 equi priient 
and inadequnt . supplies; 

-- low pi.ior'ty aFs;giqne(d to fiel]d operationF;; and] 

ad hoc resource a I I oca t.i oil and prejud i cia]1 schedul i rig 
of tm(-I y sEI a ry paym ents. 

The st udy rec'ommended rcorgani zaI i n of OMVS based upon (H
need for a we] -art.i cul ated struct,ure, (2) need to improve 
efficiency, cost-e ffectivenes.s a nd coordi nati on, and (3) the 
need to adhere to existing institut.iona] mandates and emrphasi ze 
member-state participation. 

AID Policy nd Acti ons to Rco ve Organiziti.ion Problems --
Africa Bureau officials stated that Bureau policy on Sahel 
river basin development was to givc support only where donor 
assistance activ. ties were led by a capable organization
supported by its member govemnnrnls. In 1986 the Bureau acted 
on this policy by terminating asi ,, .tance to the Niger river 
basin organi zation. In doi ri( so, the Bureau noted poor 
progress and ick of support f o, membe r staties. The mcmber 
states, in hi] coif ence in had notturn, lost ABN because it 
demonstrated sound management and planning capabi 1i ties. 

USAID/Senegal had al so begun acti on to deal with OMVS 
problems. Prior t.o approving a $6 million project for planning
and policy develI opment, the M:ssjon in 1985 established 
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 n'inagement.

Regarding O1.,V(-, USAID/Senegal official indicated AID had no
 
plans for new projects.
 

In conclusion, AID assistance to 
 the Sahel river basin
 
organizations has had iixed results. While studies have 
 been 
provided for cood develop.rrc-ut planning, the institutional 
capability to effe-tivr-ly use 1he data has been weak. AID 
assistance will ornly havc I iujied success theunless 

organizations are i-trengthened af, supported by member states. 
AID action to terrminate assistance tc the Niger river basin and 
USAID/Seneaal's i ction to withhold approval of a project
supporti.g the S.c:nega I rivcr basin are steps in the right
direction. USAI )D/Senegal cot sidershould corrective actions 
taken by OMVS and require improved OMVC performance in deciding
the future course of AID assistance. 
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Manaenerpt Comments 

USA]I)/Nigei didl be]ieve audit addler;s;ed majornot the pol].icy 
JAsue, in rivet lapin dove]oluetnt. ]I a i ht au.i tthat the 
treated an Jmpolrtant and complex pro ject involving 
mu] t -,i] I Ii on do]]ar nvestments too superf ioia] I y. In the 
Missions' vieow, the Africa Bureau needed to devilo , a st.rategy 
fol ri vet bas in deve] opime l based ont a morn. a; lropl I J ate 
anal ysi s of theo po] At .i cal /econom i c rationale for All) 
assistance. Alternatively, the Mi ss on be] eved AI) could 
decide that it was unable t~o address, or that it was not 
worthwhile To the of inaddress range .issues this complex, 
multi-nationa , mu]tA-donoi po]litical and econon,mi environment 
of river bas in development. 

USA]D/Senecga concurred with the recommendation and has begun 
to take correct ive action. The Mi ssion recogn.i zed that 
planning was a crjtical elemcnt of the program and an area 
where both OMVS and OMVG needed to strengthen co['zH,Iities. In 
rea:sessing AID assistance, the Mission was ]ookno to OMVS to 
reorganize along the lines suggested by the 1986 organizational
study. The Mission be]ievec] the reorganizati on w(wuld address 
managenent pioblems redu(e organi zati 'sand the ni operating
budget. The Mission also believed that member cunLries would 
have to reassess their level of financial support. A condition 
precedent to the AID $6 million P]lanning and Policy Development 
Project requies reorgani zL:t i anar staffing for more effective 
pP nning. The Mission proposed to closely monitor OMVS action. 

With respect 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 and 
hydrologic model s. Furthermore, participant trainees had 
returned and had assumed their duties. 

USAII)/Senegal disagreed sonQ aspects of
with the finding. ']he
Mission felt that the finding (1) aid not fully recognize the
 
progress of OMVS and OMVG ovet 
the last decade, particularly
 
the successful planning and neai c:rpleion of a $700 to $800 
million dam system on the Senecga] rivyr funded by other donors,
and (2) did not fully recognize Al. prcjects' c( itributions to 
the rogional organizations. 

Offic. of Inspector General Commen::, 

USAID/Nic(r and USA]D/Senegal cumments or th( scopc of audit
 
have been recognized and clarification has becn added in that
 
section of the report. The audit was never intended to analyze

the political/economic 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.
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A]so, Jn response to USA]ID/SenegaI comments that the auclit 
report d.id not qive uf licient credit to The Gamii a ard Sene ga I 
ri ver ba sinI organizaltjons' accomp]ishments, or A]D's S1iCCeFSsfLi] 
ro(l v in he] pi 1( the organi zat ions t hrough speci f.i c 
project-rel at ed st ud i (.;, the Of Jice of Inspect or G(encra I not e.;
that audit epo t :; ,*i ma ri I y focus on prob] em nr a.,: requi ring
rianagement at t ent ion. In thi s rega rd , the report ga ve A I)
credit foi providing ec(el]uelt studies for use in river basin 
1A anning. Iloweve, the audit report and the Mission comments 
are in agreement that t he organi zations' funding and pl anni ng
capabilities needed impIrove m ent . 

USAID/Senegal act i Cl i s respons ve to t he report
recommendation, whi ch is con si (ered resolved. The audi t 
concur& with the Mi ssi on position that if recommendations 
outlined in the OMV orgarii zationa] study are jmplemented, OMVS 
management and f i narci aI support will be strengt hened. As 
concerns OMVG, t.he full staffing of the planning unit should 
enable the unit. tc better fulfil] its role. The current 
project ends December 1987 and the Mission has indi cated it 
contempi ated no furthe assi st ance to OMVG. Si nce OMVG ' s 
problems are less acl-ltf than those;C of OMVS, MiF,sjon acti on will 
be suf ficient, I IoVi ded O)!.IVG ' s management and financial 
viability are clos -_y moni tored theyso do not. impair project 
Success. 

The audit recommer]dat or. can be closed upon the Mission 's 
prov. ding evidence that Oi.IVS has accepted and begun to 
impliment the organizational studies' recommendations, and that 
the financial condition of OMVS and OMVG have improved. 
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2. Projects Could Be Bet ti Managed and Costs Jlerlucd 

AllD handbooks provJ (IV gui dance for effec't ve project
nianagemient AiD m.ission,. in Niger and Senega I did( not a Iway.
fol ]ow handbook gui daricc, . rojects needed t(, I,(- ,ette. manac;ed
beca use the mi ssi on-; di d not systenal.ical] y (I) reasse ;SS
project a ssumpti oris, (2) enforce grant (condii tions and 
covenants, (3) mejsure, pr oject r esuIts, (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 mariacement of projects for The Gambia 
 and
 
Senegal 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 meet grant conditions 
and covenants; 

(c) measure project results;
 

(d) conduct required evaluation.-; and
 

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

Recommendation No. 3
 

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

Di scussi on 

Tc, promote effective project implementation and AID oversight,

AID Handbook 3 stresses (I) reevaluation of d(I,;igrn assumptions,

(2) 
 en forcemernt of grant agreements, (3) ricasurement of
results, (4) periodic evaluations, and (5) 1--view of costs and 
benefits. AID's approach to 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 monitorrcd, (4) independent
evaluations are 
 conducted, Eind (5) resulI s are 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
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invalid, project decisions can be faulty and acconp]ishments
jeopardized. The All) Handbook notes that as conditions may
change, assumptions should be reassessed per.iodicoIlly and 
projects redesigned accordingly. 

The audit found that J0 of 14 projects contained invalid
 
assumptions regarding metalier countries' funding of regional
organizations and the organizations' management capabi iti es 
(Exhibit 2). Although aware of problems in these ar eas, the 
missions did not rea;sesss these assumptions and change 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 pal their dues. This 
contributed to management, staffing, and othEr problems
included in the July 1986 Ail-funded study of OMVE orerations. 
It also contributed to delayed project implementation while the 
parties attempted to resolvc 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 pei diem rates for QMVS personnel took nearly two years to 
resolve. 

Although USAID/Senegal had been aware of OMVS' problems, there
 
was no evidence prior to 1986 that the had
Mission reassessed
 
this assumption. By 1986, the Fission 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 tc manage the 
groundwater project been reassessed, it should have caused the 
Mission to question the organizati on's capabhl ity. Upon
finding weaknesses the Mission could have considercd the need 
to divert resources to help resolve ther. Part]y because OMVS 
lacked the capability to provide adequate resources to manage
the groundwater project, progress was delayed for about two 
years. Furthermore, OMVS project personnel at St. Louis,
Senegal, complai nerl about an almost total lack of project
management by OMVS officials in Dakar and long delays in 
obtaining needed decisions. 

Enforcement of Grant. Agreement Covenants and Conditions - Grant 
agreement covenants and conditions requiring the regional
organizations to use AID studies financed by the project, 
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estab]Jih a pIanning depnrtment, or prvd tand staff and 
other resources, were not enforced on eigjht. projects (ETxhi it 

As a result the .1985 evaluation found the project objective of 
establishing an adequately staffed planning; unit was not
achieved. Also, accord ing to a 1986 consultant's report, for
political reasons the organization did not incorporate a
several-mlllion-dollar AID-funded environmental study into the
 
OMVG master development plan as required by the AID grant.
This i was particularly important because the project's objective
was to have OMVG use the 
 study in its planning process.
Despite this setback, AID continued to fund the project.
 

Measuring Project Results - missionsThe did not effectively
 
measure or evaluate progress on most projects. Prcjects with

little results were carried forward into new project phases.

For example, USAID/Senegal approved about. $3.2 million for

three agricultural research projects (OMVS Agronomic Research I

and II, and Agricultural Research I) between 
 1975 and 1984.

At completion of Phase I, and the expenditure of $1.3 million,
 
a sufficient number of people had not been trained, 
 research
 
centers could not be financed by member countries, project

equipment was in disrepair, and project trainees could not be

employed because of lack of funds. 
 Despite these shortfalls,

the Mission approved two subsequent projects for about $1.9
 
million.
 

Conducting Required Evaluations - No evidence 
was available
 
that evaluations were made on four of six completed projects in
Senegal. For example, according to Mission records, the $3.7
million OMVS Environmental Assessment Project was evaluated
not 

during its seven-year life. An evaluation would have been a

useful tool to AID in measuring the impact of AID assistance

and in 
 assisting with further program identification and

design. In this regard, an evaluation of the Niger Project

found little long-term impact. Although the evaluation

recommended redesign, the problems noted were 
 of such severity

that AID determined it 
could make better use of its resources
 
by discontinuing assistance. 

Review of Project Costs Versus Benefits - The missions did not

critically 
 review project costs in relation to expected
benefits.. As discussed below, the audit identified the
 
potential to reduce project costs in Niger 
and in Senegal.

Subsequent to audit, however, the Niger project 
was terminated
 
because of lack of results.
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ANi 
 ger River Ba sin Plannin Projct (625-0944) -USAID/Niger
plainnedi to spend $5.7 million of $11.7 mi 1. Jon for 
sjj'ocioeconomic and studiesenvi ronmentalI to be incorporated In an overall Niger Basin Developmnent Plan,.
 

A 1985 evaluation found that the studies were 
overdosi gned. it was reported that the scope far exceeded the capabilities ofABN, and the amount of analysis~ and detail was not needed. The
evaluation recommnended limiting activities to the
identification and assemblage of studies already carried 
 out by

other institutions.
 

By 1985, USAID/Niger had 
 cut planned costs for this component
by* $1.7 
 million, but not as much as the evaluation

suggested. The aissemblage of studies by other institutions, 

ha 
ais 
d
 

recommended by the evaluation, was not fully considered.
 

The recommendation of 
 the 1985 evaluation was sound and
additional reductions of $4 million should have been made.
investment in socioeconomic and environmental studies 
The
 

could not
be effective given the lack of results by AI3N and what could
reasonably be expected of the 'Organization. ABN did not have
the technical and managerial capabilities to use the studies.
 

Senegal River Basin Groundwater Monitoring Project (625-0958)* This $5.2 million project (including a $.6 million OMVS
contribution) included a compconent costing about $2 million to 
_____________________________ installl and operate >450 piezometersi!i . : - ?in !: around/ 

, 
:: 

A !J~-7 i: . . ; i. and !: L ,45,000"hectares of irrigated perimeters. Yearly operation and
maintenance costs were projected at about 
 $149, 000. The
component was justified 
 on 
 the basis of net annual savings of
$4 per hectare or $180,000 per year in averted crop losses.
 

In July 
 1986, the Mission found the project costs were
underestimated and requested the 
 Africa Bureau to approve an
additional $2.9 million, raising the total project cost 
 to

million. One of the' major reasons 

$8.1
 
for the request was
 

4-increased 
 cost of contracting. for 
 the construction of
piezometers. OMVS 
 did not have the 'capabilityand expertise to
'do so, as the project had planned. Also, project costs. did 
 not
provide for certain operating expenses such a 
fuel and office
 
Afunctions. 
 The Mission lumped all.l components under 
 one
figure. 
 As a result, the specific cost increases for
* plezorneters and their installation, 
 operation and maintenance
 

AlAccording to the project 
paper, this component would use
the apparatus to monitor control the
and application
* water and pesticides in and near 
of
 

major diked irrigated

perimeters. 
 In this way the project would avert irrigated

crop losses from water-logging and toxicity build-ups.
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mdto -- v--th- Pr'h 3e t- -Amo o t 

etrs estimated the cost udrthe no-w
propld not be inon fun rhngusing the project paper formulai,
 

for estimatinga b o u t  costs (see Exhibit 3 The costa~t ,. -$3 : muillion,, or: an iJncrea se :of was estimated5 0 percent :over' the:.;:: :;original estimate. 
 Yearly recurrent operation and maiteriance
 
costs were estimated 
at about $252,000 or an increase of 69
 
percent. 
Using the cost benefit formula of the project paper,

this would lead to a negative rate of return. Namely, instead.
 
of a benefit of $4 per hectare, the project would now cost
$12.63 per hectare against benefits of $12, or a loss of about
$28,000 yearly.
 

USAID/Senegal officials disagreed with 
 the auditors' analysis.

The Mission believed the component was necessary to protect

estimated agricultural investments of nearly $1 billion over
the next 10 years. The Mission stated the component would be
 
cost effective as 
coverage would be extended to nearly 200,000
hectares of potential irrigated perimeters instead of the

45,000 hectares designed. in the project paper. Rather than
piezometer distribution of 1 to 100 
 hectares, the new

distribution would be 1 to 400 hectares. According
USAID/Senegal, using to
the project paper formula, this would
cause a net savings and thus justify the expenditure.
 

The auditors found no evidence that the revised location of the

piezometers had undergone a new technical analysis or that the

revised distribution had been 
 incorporated in implementation

plans or in the justification made to the Africa Bureau for
additional 
 funding. The placement of piezometers in and around
200,000 hectares is a significant departure from the project

paper's technical analysis of placement around 45,000
hectares. 
 Unless the new distribution is submitted to
technical analysis, 
AID can have no assurance that more

piezometers will not 
 be needed at a future date. Ifsignificant numbers of piezometers are subsequently needed, the
investment will not be cost effective.
 

In conclusion, 
AID Missions needed to irnprove the management of
the implementation of projects designed to 
develop Sahel river

basin organizations. AID handbook guidance should 
 be more

systematically implemented and actions should be taken to
 
correct problems on current projects.
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Manemnient Commentr; 

USA]I/Ni g(-i comII1ert s contai ned certain clarifying information
which ha ; bec.n ut;ed to the ext ent deemed tippropri ate. loweve r,
as previCIusl y stateVd, s.irce AID termi natt, a]] nce toassi st 
the Ni g'i r iv,,i 1,a sin orgaJ zat ior , reccommendat i on number 3 
directed Lit closed reportUSA1]VD/NIger ji; upon ist;uance,
 

USAID/Seneqa] agreed that it needed to improve, management
the river ,a.in projects, and cite] a number of management 

of 

actions taken t o address the specific parts of recommendation
numbei 2. ThIe Missi on sai d it h jd( reassessed and revised
project assunit ion E;such that a)]] ma jor ongoing projects hadbeen eithei .;ubst anti a] I y redesi gnei or were held in abeyance
to the prop,.;ed OMVS reoiclanization. Likewise, the Mi ;ssi on had
taken st,,lp,.- to ensure the enforcement of all grant conditions
and precedent::; as required3 by Al ) regulati ons, and said it
would henceforth perfor a]] scheduled evaluations and measure 
project rsul ts. 

The Mission al]7.o recogni-ed that in the past the management of 
river las.i n activilji.' was sen i -autonomous. With staff
reducti ori., the becomeoffice htad better iritecjratecd into the 
overall IA: si . nmanage:m.-rnt system during the past year. The
Mission belieyed this had resul ted in bet ter comrI iance with
AID reguli .io:is and improved internal controls. 

Regardi ng the ground.at: x monitorinq project , Missionthe 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 number
the and placement

of piezomnters developed 
 by the project team had been reviewed

by USAID and found to be sound. Also, the number of
 
piezomet ers was techni tally sufficient and would not be
 
increased.
 

Office of Jns ,ect or General Comments 

USAID/Seneca I risponse actions areand taken sufficient

resolve recom-,nclation number 2. Wc 

to 
agree that a basic cause 

of 
 def ci enci s found in river basin project managerent was due 
to its :5e]i' -ai-'-o: omous standing with.inr the Missi on. Parts (a),
(b), Cc), ani (d) of recommendation number 2 can be closed upon
additio~ial ,vichence, such as a V.- ss, on order or a revise6
organization 
 ch-crt, that river basin activities arc now within
the overall UFeA]D/Senegal n anagenent system. 

Regarding the cost/benefits of the grcundwater proje. " (part e
of recommclndat ion numler 2), we requc-st further d(tails when 
final funding is known, as well as the techni cal analysis
showing the cost effectiveness of piezometer construction 
component. 
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B. Cornn.l rnce an(I Interna Contro 

CoOT;1iiricC( - The audit discl:]osed Instarces of nor-compI I ance by
the Mi ss' Cn; aiicl tlhe regi ona I organi za t i on,. Mi si ons (l i(I not
fu]ly en (c'c, project acirEenients or follow A11) 11a nl hook
requi re.merit i;. Regi ona I organi. zat i on; Iad not comp,] i ed w! th
concii tJ on pr eccdernt and covenant-s to est DYl i sh a p1 anni ng
department., f urniish adequaite staff , i nil,] c.mnrit projects In a 
time Iy rnann,,j aid fur ri sh sufficient resources. 

Other than t hese cited coridi ti ons, nothi ng came to the
audi tors' att el ion that wouId indi cate that untested I- ems 
were not. in corvllance with app]icable laws and regulations. 

Internal Co,t 1o] - 'i.ssj ons needed better admi nistrative 
control s. M! ,.Ci onCs di c not. reeva I uatc project asFumpti on;, 
measure p)r o-I : t results or evaluate project costs versus
results. TIie:., deficiencies increased the risks that projects
would riot adpt to changing conditions, AID management would be 
unaware of and unable to react to significant problems, and 
cost effecti0c results would not be achieved. 
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AUDIT OF A]D PARTICIPATION IN 

SAJIE, RVI:R BASIN DEVELOPM:NT 

PART III - EXHIBITS AN) APPENDICES 



' xhi hi t 

AlIl) PARTICIPAT]ON IN SAIII'I, RIVER BASIN DEVEILOPMENT 

STAI'US OF PROaJvCTS I N(.N1) T( c-TPJ':N(;TJI-:N
SAII1I, P11]VEH BAS IN ORGAN I'/A'LI i}. .. .... 

A; O1" JUNE; 30, ]98( 
(In Thousa d-t; of U.S. Dol Iar 

Organ i zii t i .rcl.t .Ird(,dor./ IuLc1t e O ] itcdI, ' Lenexpeondld 

Gambia IRivc'i Basin Commi ;ijon - Est a)i,]hd 1 976 

Gambia l6v. Piis. Dev.
 
625-0012, (-/f.1-12/87 $15,865 $15,865 $12,845 $3,020
 

Support to Reg. Org.

698.0413.1], 6/83-12/87 1,029 1,029 1,029 -0-


Niger B&s.i 1 Authority - :stablished 1964 

Niger Riv. Dev. Plann.ing 
625-091-, 1/77-12/85 2,850 1,850 1,678 
 172
 

Niger R iv. B -,s. P2ann]nq
625-0944, 8/12-8/87 11,700 6,714 843 10,857 
Support to Reg. Org. 

698-04131.2, 8/82-8/87 1,200 
 250 -0- 1,200
 

Senegal Riv( r Basin Authority - Established 1963 

OMVS Agron. Research II
 
625-0605, 9/78-3.2/83 862 862 
 862 -0-


OMVS Agronomic Research I 
625-0616, 6/75-Completed 1,260 1,260 1,260 
 -0-


Environmerta] A:sess. 
625-0617, 2/76-2/83 3,738 3,738 3,738 -0-


OMVS Mapping 
625-0620, 8/76-1/83 9,768 9,768 9,76a -0-

OMVS Fis(1-.1 Allocation 
625-06201., 8/76-9/85 827 827 
 827 -0-


Planning & Pol. Dev.
 
625-0621, 7/85-6/89 6,000 3,500 52 5,948
 

OMVS Socieconemic Study
6 2 5- 0 929,9/78-Complete(] 200 200 200 -0-


OMVS Agric. Research II
 
625-0957 7/84-6/90 1,057 1,057 134 923
 
OMVS Ground Water Mon.
 

625-0958, 8/83-12/89 4,651 4,651 
 905 3,746
 

Total $60,007 $51,571 $34,141 $25,866
 



IExhilit 2 

All) PAl'T'IC]PATION IN MllF] RIP LJN DI,,VI,,M)IM, ' 

].s''r O; I'],1A EX(o1' CX 'I';EIXTI.(N;: 

;rant. Agrei'mnt Pi oject.s with 'A-njdflltod Inef fct,,.i v 
Provi 1; i(I; Invi Ii(I IIrojcct , not Cost vs. 

Orc~~anj, i ciu.orcct Not A;.txnT d .iosi ]_/ ' ut ed BeliW.nefi t s 

Gamb.i a Ri ve' Ik.s in Ccmri s..;jon
 

Ckllbig) RJv. Bas. Dev. 
 X X 
625-0012, 6/81-12/87
 

Sut-jp. , Lo Rey. Org.
 
698-041.3.]], 6/83-12/87
 

Niq-!x-1 asinl Aut-hor-iy 

N:icici Ri v. Dev. Planning X X 
625-091' 5, 8/77-12/85 completed 

Nic( Riv. Pais. Planning X X X
625-014, 8/82-8/87 

'up,.)rt to Reg. Org. 

696-0413.12, 6/82-8/87 

S.:i ec] hiver Basin Authority 

CWVS Acjron. Research II X X X 
625-0605, 9/78-12/83 completed
 

CWS Agron. Research I 
 X X
 
625-0616, 6/75- completed
 

lvi ronnen-:a1 Assess. 
 X 
625-0617, .2/76-2/83 cxrpleted
 

Cr'U Vappi :Ig X X X 
625-0620, 8/76-1/83 cxrpeted 

PiE;c-al ld]ocation X 
625-062();:, 8/76-9/85 ca Ieted
 

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

CEIVS Soc ceconcmnic Stilly X 
625--092r,, 9/78- Completed 

CWS Agric. Research I X X 
625-0957, 7/84-6/90 

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

_ oCmmon to these 10 projects were the invalid assurnptions that the regional
organizations would have adequate nmAber state financ.ial support and adequate management 
capability. V ) 

X 

http:696-0413.12


Exhibit 3
 

AID PARTICIPATION IN SAHEL RIVER BASIN DEVELOPMENT
 

REVISED ESTIMATES - GROUNDWATER MONITORING 

1983 Estimated
 
Project Revised
 
Paper Costs
 

Total 	Project Costs!/ $5,202,000 $8,132,000 j/
Less: Malian Component 618,000 966,000 3.
 
4,584,000 7,166,000
 

Less: 	Component to Construct 200
 
Piezometers & 10 Boreholes 
 770,000 1,204,000 A/
 

3,814,000 5,962,000
 

Less: 	Materials to construct
 
450 Piezometers Component 156,000 
 N/A
 

3,658,000 5,962,000
 

Less: 	Cost of Monitoring System for
 
200 Piezometers Component =
 
50 percent 1,829,000 2,98],000
 

1,829,000 2,98.,000
 

Add: 	 Materials to construct
 
450 Piezometers Component 156F000 
 N/
 

Total Estimated Costs of
 
450 Piezomaters Component $1,985,000 $2,981,000
 

Estimated Yearly Recurrent Costs
 
for 450 Piezometers Component

(Operation and maintenance) $149,000 
 $252,000 /
 

Includes host country contribution.
 

2/ 	Per project paper supplement, April 1986, which also 
includes
 
an 
increased host country contribution.
 

2/ Based 
 on project paper estimate of 11.9 percent: of total
 
project costs.
 

A/ 	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.
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SUIJBCq": 	 SAHEL RIVER BASIN DEVELOPM]NT
 
DRAFT AUDIT REPORT
 

REF: N'MO COMPETELLO (RIG/A/WA) TO BENIBICT 
- (DIR-USAID/NIGER) DTD 11/14/86 

1. SUMMARY: USAID/NIAMEY FINDS THAT SUIJIC1 FEPORT 
DOES t~O4T PROVIDE SUFFICIENT CONTEXT OR INIORt-lATION TO 
TH. LEVAL UY DETAIL MEJITEI) TY THE SUBJECT. IT TREATS A
EIGHIY IMPOITANT ANDJI; COMPLFX ACTIVITY IN'VOLVING 
INVESTMENTS OF MULTI-11ILLIP1NS OF DOLLARS IN FAR TOO 
SUPERIFICIAL A MANNER TO BE USEFUL TO AID PLANNERS AND 
S'IRATYGISTS WITH RECARD 7O CURRENT AND FUTUP}P PCTIONS IN 
RIVIR BASIN DEVELOPMENT ACTIVITIES. MISS1ON COMMENTS IN 
THIS CABLE THUS PROVIDE WHJ.T WE CONSIDEE TC BE ESSENTIAL
 
SUPPLEMENTARY INFORMATION TO BE INCLUDED AS AN ANNEX TO
 
THE REPORT PER REF MErO. GIVEN THE QUOTE PROGRAM
 
RISUITS AUDIT UNQUOT0 OBJECTIVE OF THE R.PORT, THE
 
SU.PPLEMINTARY INFORMATION LEADS TO CONCLUSIONS AND
 
?,ECOVMENDATIONS ON WHAT WE FEEL TO BE A M'ORF APPROPRIATE
 
PAN1 THAN THOSE OF THE RPORT. THE PRINCIPAL
 
CONCLUSION IS THAT THE AUDIT WAS DIRECTED TOWARD AN
 
INVESTIGATION OF SYMPTOMS (I.E., THE EFFECTIVEN'SS OF
 
RIGIONAL RIVER BASIN ORGANIZATIONS) RAhrJ.? TPAN THE
 
CAUSE (I.E., LACh OF ABILITY 05 AFFICAN GCVERNMENTS TO
 
MASTER THE ECONOMICS AND THE TECHNOLOGY O RIVER BASIN
 
LDEVELOPMENT, AND OF AID TO COMPLETE AND fAPPROVE A RIVER
 
BASIN, DEVELPMENT STRATEGY). THUS IT DIDP,"T COMF TO
 
GRIPS WITH THE NEED TO MEA'.URE AID'S PFFOJRM.NCF IN
 
IHRI"S OF: A) THE POTENTIAL ECONOMIC VALUE AN': BENEFITS 
OF RIVER BASIN DEVELOPMENT ACTIVITIES WHICH COULD. RESULT
 
FROM AIDi ASSISTANCE; B) TH'i" PROGRESS ACFI.VED VERSUS
 
WHAT COULD IE REALISTICALLY EXPECTED IN THE ELAPSED.
 
TIVE, AND C) THF POLICY/S'TRATEGY FRAMEWOR,{ REQUIRED TO
 
DEAL.ADEQUATELY WITH SUCH A SUBJECT. THE PRINCIPAL
 
REROMMENDATION THUS -IS THE NEED FOR THY AFRICA BUREAU TO
 
DEVELOP A 	STRATEGY FOR RIVUI' BASIN DEVELOPMENT BASED ON
 
A VUCH MORE APPROPRIATE ANAlYSIS OF TE 
.POI.ICIAJ/ECONOMICRATIONALE FOR AID INTERVEN'TIONS.
 
ALTERNATIVELY, AID COULD.DECIDE THAT IT IS UNABLE OR IT
 
IS NOT SUFFICIENTLY WORTHWHILE TO ADDRESS THE iRNGE OF
 
ISSUES WHICH CONFRONT IT IN THE COMPLEX MULTI-NATIONAL,
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~ ~NVAAME'I ~N. -AflD-~ppdiIx 
MU11TI-Dd'lN POLITICAL ANDIT ENVIRONMENTNCOOMIC OF RIVER

1ASIN DEELOPMENT. J ND SUMMAR1. 

4 : PNE PROW 'REP T'SPO EUTIVE SUMMARYTHE STATES 
.DRAJTIVES
TBAT THE. 
 OF THE QUOTE PROGRAM RESULTS AUDIT 

UN 1 O2PJLW ERE~.QM U T .YNCE/OF IN~ DE- .OPM 1 STT OR T ER I -E N ,-A ANCC-PAE' DRAi, EENSUCCESSFUL ONBISE XECT~SCNTX, TEIN AND WHETHER ITSTMANAGEMENT W)S
EFF}CTIVE UNQUOTE. FINDINGS ONTHE SUCCESS OF ID
ASSI TANCI MUST FIRST DETERMINEO THE CONTEXT AID'S S
INTlSVENTIONSS WHICH TAKE INTO ACCOUNT AID STRATEGY, AND
Tfl NATUE AND SCOPE OF TH E TASK ADDRESSED. CONCLUSIONS
 
CAN THEN BE DRAWN CONSISTENT WITH THIS CONTEXT. THE 
CONTEXT PROVIDErIN THE REPORT WAS
CIOMITODNTO 
 THE FIRST

PARTICAP1R OF THE INTRODUCTION AN AMKNOWLEDGEMFNT OF THECi.1TICAL IMPORTANCE OF RIVER BASIN DEVELOPMENT. NO
LINtS ARE ESTA1ILISHED IN THE REPORT BETOBEN THIS CONTEXT
AND TH? FININGS. THE COMMONTS PRSNTED BEOW WILL
1)EBSTCRI TH-L CONTE7T OF AID INVOLVFMENT9 MAYE STATEMENTSTI 
ON TI SUCNCESS 0OOAID'S INVOLVEMNT IN SPECIFIC TERMS
WITHIN ThAT ONTXT, AND PROPOSE A MORE GGENERAL

R1OMENIATION FOR FURTHER CONSIDERATION. WE RECOMMEND
ThAT THE REPORT'S CONCLUSIONS AND RFCOTVO!TIONS,
1RTMICULARLY ThOSE REGARDING AID'S MANAGEMENT OF RIVER 
IiSU 'xVITIYS. BE XARYMIND WITHIN STHE TORE EL* CONTEXT.
 

$.THE CONTEXT CT RIVER BASIN DFVFLOPMVNT IN THE SAhEL 
CA N UAMINID UNDER THE FOLLOWING CATEGORIES: 

P)ISTORICAL: TEE, 1969-19-74 DROUGHT IN THE 'SAHEL LEDTo FIGNIFICANT USG EFFORTS TO, EXAMINE WAYS OF PROVIDING 
A~ ATIONS A LIC1RE SECURE MEANS OF SUSTENANCE. THEFOUR MAJOR RIVER SYSTEMS (SENEGAL, GAMBIA, NIGER, AND

tALE: CHAD) BROUGHT' SIGNIFICANT FRESH WATER RESOURCES
FROM! TEF MORE RAINFALL ABUNDANT AREAS INTO THE SAHEL.
PESULTS OF EXPLORATORY MISSIONS WERE PRESENTED TO THE 

,1' O'JOSIAN 
IT
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SEUL] PROV:IDE ASS ANC IT THA EMENT OF THESF, 
RIVER SYOSTEM'S STUDIES INCLUED SATELLIT PHOTOGRAPHS 
AND ASTRONAUT 'OBSFRVATIONSIN 1974, AND LET) TI STARTLING 
CONCLUSIONS SUCI AS' THE SPECULATION ]Y ONE SPICIALIST
 

0- UdCONf ANI DYTEMINAl ON TTA THE U S 

DUI TO INCREASED MODFRN DAV HUMAN ACTIVITY COULD LFAD IT 
TO5ALTE Ill: COURISE TO FLOW NORTH THROUGH MALI AND INTO 
THi SENEGAL BASIN RATHER THAN EAST AND BACK SOUT41 AS ITI'HD.ilT-ACCELVATION SEE NA'T-1N-;'2 .ER TOA-WYNI "IONR,STE....NO.W D0'S. (HE CITED ORAL TRADITION AND SECOND CENTURY
MAPS 23Y PTOLEMY TO SHOW THAT THE 'NIGFR RIVER MAY HAVE 
ORIGINALLY ILOWE]) THAT WAY.) PREVIOUS AID EYPYRIENCE IN 
RIVER BASIN )EVELOPMVNT WITH THE MEKONG RIVNR IN SF ASIA 
WAS EVALUATED AS A SUCCESS AND PROVIDED A PRECEDNT FOR 
AID INTERVENTION (SEE PAR 77-2t ASIA RFGIONAL, DTD. 
5/12/77, COVERING TWENTY YEARS OF ASSISTANCE TO MHEIONG
 
RIVEUR BASIN PROGRAM). AID SONSORED A MULTI-DONOR
 
COLLOQUIUM ON RIVER FASIN
DEOVELOPMENT IN WASHINGTON IN
 
APRIl, 197, WHICH PROVIDED THE]:ONOMIC,, TECHNICALO
 
LEGAL, POLITICAL AND SOCIAL FRAMEWORKFOP STUDIES AND
 
I ONTEVIN IONS. TE AFRICA BUREAU BFGAN DRAFTING A RIVER

IASIN IEVELOPtlENT STRATEGY STATEMENT, TN 19eG, }:UT
VARIOUS IACTORS CONTRIBUTED TO THEINABILITY OF THE
 
IUETAU TO DEVELOP ANAPPROVED RIVER BASIN STRATFGY,


D LCUOPENT. ON THI OTER EANI) THE- SAHTEL DFVFOPMENT
 
TRATEGR STGIATEMFOHTS APPROVEDFOR THE 19P-4 PERIOD 
INCLUDEL TF! NECONOSSITY TO SUPPORT IRUIGATION AN) RIVER
PASIN DEVELOPMENT ACT[.IVITIES TO MEFT THF LONG-TERV QUOTI 

EOOD.SLF-SSFFICIENCY TY THE YEAR 2U00 UTNUOTF 
OBJECTVS OF THE '7A111SCOUNTRIES. 

) POLITICAL,: THE ARLY YEARS OF INDEPENDENCE IN EST 
AFRICA PROUGT STRONG NATIONALISTIC EFFOqTS (AND HIGH 
COMPETITION AVONG NATIONALLEADERS) TOWARD ECONOMIC 
DEVELOPMENT. THESE GAVE WAY IN THE LATE WE'AND 80'S 
TO THE RECOGNITION THAT IMROVED ECON'OMIC MANAGEMENT AND
 
REGIONAL ECONOMIC RELATIONRVHIPS ARE REQUIRED TO FOSTER 
STEADY GRO.'"Ti TP- 19cO:LAGOS. PLAN OF ACTIONT THY 
ECONUIC COMINITI S OF ECOWAS AND CIA, A1ND THE 
STRUCTURAL REFORM PROGRAMS HAVE DFMONSr'ATD A GRADUAL.. 

ATURING OF AFRICAN L-ADYRS TOTHE REALI'TIES OF 
EEVI2LOPMEN1I. REGIONAL RIV R IASIN ORANIZATIONS HAVE 
SIILAPLY BYEN, INFLUENCED. BY THIS EVOLUTION. PRESIDENT 
SFGUOU TOLRE CF GUIEA, WHO DEVOTED MOST OF HIS EFFORTS 
P.IQU TO 191e TOUHIS POLITICAL QUOTE UIITFD STATES OF 
IEST AFRICA UNQUOT A O ECTlViS, ABRUPTlY ALTERED PIS 
PO.ITIC. NI 19!-79 TOWA RD JiNiNG AN] PROVIDING 
LEADERSIF if,' ThF ORGANIZATIONS WITH ECONOMIC.
Di-VELOPMlNT AS THEIR PRINCIPAL.OBJlCTIVES (ECOWAS, TFIE 
NI.Z;R, GPAIIBIA AND MANO RIVFJ ORGANIZATIONS). HIS 
DIRECTiION INCLUDPD, FOR EXAMPLE, INSTRUCTIONS TO THE
GAI"BIA BASIN (OMVG3 MErBE.9 COUNTRIES IN 19el TO PREPARE 
PLANS IOR iCONOMIC If TEGRA TION . ON 7HE NIGER RIVER,
NIGERIA WAS THE ONLY COUNTTY WITH SUFFICIENT RESOURCES
TO CONSTRUCT RIVER INFRASTRUCTURE WORKS, BUILDING TWO 
LARGE DAMS AND PLANNING A TH1IRD. NIGERIA THUS REVAINS 
LIGHLY INTERESTED IN UPSTREAM DEVELOPMFNTS, AND
 
INDICATED 'INDNE NBA CONFERENCE THAT IT WOULD QUOTE COME
 

~; VISIT UNQUOTE MALI, IF MALI MOVED FORWARD SERIOUSLY WITH
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ITS' DRFAM TO I-R IGATF I1MILLION HECTARES (WHICHCOLD a 
YPOTHETICALLY "USE ALL '111E. WATR IN THE NIGRIYPR
 

INABLITY -Of'MEMEP COUNTRIES TOCOMEi TO TERMS EARLY-OIFOR I1,k'OE ,-IM::;N :R NTP E YS: ANLOIWITE WATER APPURTIONMFNT AGR EMFNT'S (20111,1 LFA'P TO SFVERE 
PGLIl CAL PROANIEMS IN THE FUTUREL". 
c Y DT V 1L0PMEN TAL TP F, 1N1!GALRlFI, SSESSMENT 

STAIN POLITICAL CONSYNSUS, ROM ITS 
Ml Pr]I -OUN..ls (SENEGAL, MALIv MALHITANIA) ONO
DIEVELOPMYNTr PROJECT AND. PFOFIT FROM DONOR INTEREST IN 
FINANCING INRASTRUCTURE. TH DOWNST'AM N5A/A AND THF,UP STREP MIANAN TALl DAMS ARE BEING BUILT ATP A COST OF 
OVLR DOLS '-0 (1ILLION. UNFORTUNATFLY, ThFE DF4CISION TO
B1u1iD THE DAMS WAS STRONGLY JNFI-UENCEJ) BY POLITICAL 
FPCTOR$ TH THCENICAL STUDIES (I.B., SFNEGAL CONSUL.T,
PhYRARpD, ALFXANDER,, GIBIBS, OW/S- GLOBAL, ASSFSSMF-NT) WEiRE 
USED To JUSTIF'Y TPLu POLITICAL. DECISION BUT O1rVS WOULD
NOCT P-l-'MIT 'OFMULATION OF A CRITICALLY YVALUATED MASTER
BPOGOS IAN 

UNCLASSIFIED NIAMEY 008852/02
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PLAN NICESSARY:roii ECONOtIICALLY IIABLI RimB3A 81N
DIVELOPMRN. :1N AID-FINANCID STUDYBY THS "TEN URIAU 0I
RJ/L;A TION'"WHICH PROPOSID A NCALPTE.NATIVE DEVEOPENT 
SCHEMEi FOR EXAMPLE WAS- NOT APPRECIATED B! THE .OMVS.>
AS"IT BECAME CLEAR IN 1982-83.THAT THE OMVS SCHEME WAS. ~ 2~ CTLC ONM I ALLT--JU ST1l-FIABLE--AND:-THA-T--TH1,-T--I NANO IAiL-z 
BURDEN ON 'THEMEHBEf STATS WOULD BE CONSIDERABLE,
DONORS SUDDENLY BECAMEMUCH MORE CAUTIOUSWIT REGARD TO 
PROJECTS PROPOSED IN OTHER RIVER BASINS. 
 THE TWO DAMS
 

., •PLANNED F'OR THE GAMBIA RIVER AND THE KANDADJI DAM ON 
THY

NIGER RIVER WILL NOT ACHIEVE FINANCIAL SUPPORT UNLESS

ADEQUATI STUDIES DEMONSTRAT!; THEIR VIABILITY. THE WORLD 
BANK IS STUDYING ALTERNATIV S TO THERANDADJI IN NIGFR,
FOR EXAMPLE. (THE WORLD IANK,HOWEVER, ISONLY
 
CONSIDERING NIGER NATIONAL PARAMETERS AND IS NOT
 
EXAMINING THE REQUIREMENTS YROM A REGIONAL RIVER BASIN4

DEIVELOPMENT BASIS. THE LACX OF AN EFFECTIVE NBA IS A 
REALD CONSRAINTA HERE.) TOE UNITED STATES IS A NEWCOMER 
IN SATEL RIVTR BASIN DVCLOPMENT ANLR WAS NOT ABLE TO
EXET MUCH INFLUENCE INTO THE RIVE BASIN PLANNING 
PROCESS UNTIL IT BEGAN TO PARTICIPATE WITH THE UNDP IN 
DESIGNING SYSTEMATIC PLANNING STUDIES IN 1977-82. 
 THE

U.S. WAS NOT A PRINCIPAL PARTICIPANT IN THE OMVS
 
DECISIONS, BUT ATTEMPTEID TO PROVIDE SUSEQUERT STUDIES
 
TO BPITFR RATIONALZE DECISIONS ALRAD REACHED. IT WAS

WITH THE OMVG, NBA,, AND LCLC (LAKE CHAD) TAT AID AND)

TEE UND WER YNIPON INFLUENCING THE PLANNING
ABLE TO 

PROCESS IN THE LATE 1970'S AND EARLY 19E80'S. THE UI.S. 
HAS A UNIQUE CAPABILITY IN RIVER BASIN PLANNING AS A 
RESULT OF' THE RAPID DEVELOPMENT OF TEE RIVER SYSTEMS IN 
OUR COUNTRY. OTHER DONORS-HAVE NOT DEVELOPED A MASTER 
PLAN TECHNOLOGY, HAVINGDEVELOPED THEIR RIVERS

PIECE-MEAL OVER THE COURSE:,OF HISTORY. 
 YET IT IS CLEAR
 
THAT THE U.S. RIVER BASIN DEVELOPMENT TECHNOLOGY IS A

LONG-TERM AND DYNAMIC PROCESS ALSO, GIVEN THE MAGNITUDE
 
OF THE COSTS AND THE REQUIREMENT TAT 'RIVER SYSTEMS PE
 
DEVELOPED,BY STAGES.
 
4. GIVE THEE ABOVE, TOTAEE IMORTANT WEAKNESSES OF 11D
 
PLANNING,HAVE EMERGED REGARDING INVOLVEMENT IN RIVER
 
BASIN DEVELOPMENT ACTIVITIES:
 
A) WEST AFRICANS DO NOT HAVE THEE EXPRIENCF OR THE
 
TECtNICAL KNOWLEDGE NECESSARY TO PLAN RIVER BASIN
 
DIVELOPDTNT, NOR HAVTTHEY RECOGNIZED AT THE POLITICAL

LEVEL THIIR NEARLY TOTAL DFPENDENOF ON OUTSIDY EXPERTISE 
TC PROVIDE DIRECTION IN RIVER BASIN PLLNNING. AI- DID

NOT COMPLETELY FOR IN ITS PROJECTACCOUNT TIFAT DESIGNS. 

B) ALTHIOUJGH AID REALIZED AT THF BEGINNING THAT A 
COrMIT ',ENT TO RIVER IASIN DEVELOPMENT WAS LONG-TERr,
THAT 20-50-100 ,YNAR TIMY HORIZONS ARE THE ?ERIODS FOR
WHICH PLANS ARE DEVELOPED, IT DID NOT ANTICIPATE THAT 
CHANGES IN AID PERSOtNNEL/PO!JICIES/RESOUJRCES WOULD
THREATEN THAT COMMITENT., GATHERING. PLANMASTER NDEVELOPMENT ACT IVIINITIALTIES F'ORDATA WE ST AFF I C AND, WIT'H... 
THIR NUMEROUS (ONSTRAINTS, IS A 5-10 YIAR PROCESSALONE. IT IS DIFFICULT FOR AID TO MAINTAIN ACTIVITIES
 
WHICH HAVEGESTATION PERIODS THAT LONG.
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AP L01THE WRCAN RIVR, BASINS DONORS PROVIDED
 
wTOALIN INA NC IALA .TE f SUPPORT OVERTCHNICAL THY LONG TERMiaYARS)(30 FOR THE !1'EKONO COMMITTEE'. THE AID AFRICAGI UP ; , NOT :' i!
C).lS XOPR EI NED Tlik' MEAON( O J{;I:ETO , :.,:

BUREAU AND OTHER DONORS DID NOT APPLY TIOIS FSSON IN_______________PRO J EC1ZD ES JLGfN.-sQQON SY, QUEN. TL Y+0-THWt-fLVOAEt'h 
COUNTRY FINANCIAL SUPPORT HAS CAUJSED AID TO REDUICE ORQ HALT ITS RIVER BASIN DYVELOPrENT PROJECT ACTIVITIES 
RATHER TIAN SHORE IT UP AS WAS DON 
 FOR THE MEkONG
 
COMMITTFE.
 
5. IRE-IRESULTS OF AID RIVER BASIN ACTIVITIES CAN NOW BFEEXAMINED 
 IN Til LIGHT OVTHI ABOVE CONTEXT.
 
USAID/NIAMEY DOES NOT HAVE UP-TO-DATE INFORMATION ON THE

SENEGAL AND GAMBIA RIVER BASIN EXPERIE1NCES, AND EXPECTS
USAID/DAKAR CAN FILL THAT IN. THE COMMENTS BELOW ABIJ 
BASED ON INFORMATION AVAILABLE IN NIAMEY:

A) NIGER BASIN AUTHORITVY (NBA): THE USAIID PROJECT 

S BOGOSIAN 
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c. .	 PFRKTIED THY NBA TO OBTAIN COMPLETE DATA FOR THEf TOTAL

BASIN ANDPLACE IT INTO A, SINGLE DATA STORAGE AND
RETRIEVAL SYSTEM -THY~ FIRST SUCH SYSTEM IN THE 
tXISTENCE OF THE ORGNIZATION.- P~rVIOUSLY, GUINESI 
.IRMITT ENO TACCESS TO OUTSIDERS, AND COOPERATION
-TWENHE; ANGL;OPHONEN IGEIA--ANI-TVWFACO ON f,
STA~TES PERMITTED ALMOST NO EYCJIANGF OF DATA. THE U.S. 

___ 

CORPS OF' ENGINEERS, IMPIJYMENTATION AGENT Of THE IISAID 
PROJ'FCTt FARNE) RESPECT FROK TVCHNICAL, PERSONNYL OF' ALL 
COUNT IEFS. WITH TElE COORDINATION PROVIDED BY THE NBA
EXCTV SERTAPIA'1, COOPEPATIONVTE MEMPERTOTAL FERNROM 
COUNTRIES WAS BEING PROVII)FD TO B F;IN OF THlEEXECUTION 
VARIOUS SUB-ACTIVITIES UNrRE THY; SECOND PROJECT. (THE

I RST PROJECT WAS CONPLET7D ANDI"AD ACHIEVED MOST OF ITS 
OIJECTIVIS, INCJJUDINr THOSE NOTEDAS DEFICIENT IN THF 
EVALUATION.) USAID WAS ALSO PROVIDING LEADFRSHIP AMONG 
DONORS TO NEGOTIATE AN EPFECTIVE DONOR-NBA RELATIONSHIP 
F. .CONTINUED COOPERATION. AS A PESULT, THE OCTOtER NBA
 
COUNCIL OF MINISTERS MEETING TOOh ACTION ON SEVERAL
 
FlOPGi.NIZATION MEASURES WHICH ]EGIN THE PROCESS OF
 
RISOLVING THE PROBLEYS FICING THE NBA IN TERMS OF
 
TINANCIAL SUPPORT ANP 3-FING ABLE TO IMPLEMENT THE
 
P?INCIAL OBJECTIVE, OF THE ORGANIZATION. MEMBER STATES
 
ARE A.A:.IN" NO PROG1fSS ON ACHIEVING FINANCIAL SUPPORT
 
FOR DAP CONSTRUCTION, SUCH AS THE .ANDADJI IN NIGER AND
 
Thl TOSSlYf IN MALI, VITHOU'f NIGEP RIVER MASTER PLANS
 
IEIN(; DE'VELOPED.
 
]) GAMBIA (OMVG): A TII GAMBIA RIVER PLANNING PROJECT
 
'AS EFING DESIGNED IN 19P1-2, THE OMVG HIGH COMMISSIONER
 
INDICATED THAT TOTAL FINANCING FOR THE DOWNSTREAM 
DAN-BRIDGL WAS ASSURiD, AND THAT CONSTRUCTION WAS ONLY
PENDING -INAL SITE AND DFSIGN STUDY COMPLETION. AT THAT 
TIME, HOWEVER, THE GiRMAN REPRESENTATIVE CALLED AID/W TO 
INQUIPE ON THE STATUS OF THE ENVIRONMENTAL STUDIES. 
UPON LEARNNING THAT TEE STUDIES WERE ONLY BEING DESIGNED,

HI INDICATED THAT THAT INFORMATION WOULD AFFECT THE
 
S
RILEASE OF THE GERMAN FINANCIAL SUPPORT. TO DATE, WE
 
UNDERSTAND THAT FINANCIAL SUPPORT FOR THE DOWNSTREAM DAM 
HAS STILL NOT BEEN SECURED, 5 YEARS LATER. THE AUDIT
 
REPOET INDICATES THAT THF USAID PROJECT STUDIES HAVE NOT
 
I.EEN USED BY THE OMVG. GIVEN THAT THES_ STUDIES MAY
 
BRING INTO QUESTION THE POLITICAL DECISIONS ALREADY
 
MALE, IT SHOULD NOT BI: A SURPRISL, BUT TO CONCLUDE THAT
 
ThiSk STUDIES HAVE NOT HAD AN EFFECT AND WON'T BE USED
 
IS ERRONEOUS. SUCh A CONCLUSION CAN ONLY COMT LATER IN
 
THE LONG-TERM RIVER ]ASIN PLANNING PROCESS. THE LACK OF
 
THESE STUDIES HAS ALREADY APPARENTLY HAD AN EFFECT IN 
DFIAYED YINANCING. THE OMVG CASE IS THE FIRST WHERE THE 
LATE-ARRIVAL OF ThE U.S. PLANNING INTERVENTION MAY HAVE 

,	A POSITIVE EFFECT BY ENCOURAGING A LONG-TERM MASTER 
PIANNING PROCESS. IN ADDITION, WITH GUINEA JOINED OMVG 
IN 1981t THE FACT THAT A TOTAL BASIN PLANNING PROCESS 
HAr BEEN INITIATED MAY HAVE PREVENTED GUINEA FROM 
INSISTING ON INCLUDING ITS DAM IN THY OMVG DEVFLDPMENT 
PACKAiGE. 
C) LAI'LE CHAD (LCBC): THE AUDITORS WEREN'T INSTRUCTED TO 
TIAMINE AID'S EXPERIENCE WITH THE LCPCt WHICH IS 
UNFORTUNATE BECAUSE IT, TOO, IS BEING INFLUENCED 
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POSITIVELY BY AID'S INTERVENTIONS IN THE 1978-1982 Pae-80 12 
PERIOD. "AI1 
AND UNDP CONDUCTED BASIN-WIDE DEVELOPMENT
 
STUDIE5;,,fR LCIC WHICH WERE IlFING CONCLUDED IN 1982 INSPIP TE,,6FTHE 1979-8~2 WAR IN CFAD. AID WITHDREW FURTHER

SUPPIRT IN 1918-C WHN THE EXECUTIVE SFCRETARY REFUSED T1OQ 

,'TiAT PROJECT MANAGEMENT WAS A PRINCIPAL PRIORITY. WEUNDERSTAND NOW THAT THE CURRENT FXECUTIVE SEC,,,TA]Y HAS

FOLLOWED AID'S ADVICE COPLETELY, INCLUDING trOVIN,
 

g !FCRWARD TO ].XTEND LCBC BONDARIES TO COVER TH, TOTALIASIN AREA INTO CENTRAL AFRICAN REPUIIC. LCIC IS NOW
PREPARING STUDIES SIMILAR TO THOSE DESIGNFD IN 
(AND

MODELED AFTER) THE RECEN T LY TERH!lNLTFD AID NBA PROJECT. 

6. 
THE AUDIT REPORT DID NOT EXAMINE ANY OF THE
 
INTRICATE DYNAMICS DESCRIIED AlOVE. IT DID NOT DETERMINE

OV'ER WHAT PERIOD IT SHOULD BP REALISTICALLY 1'XPECTFD
 
fCGOSIAN
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THAT THFIAID INTERVENTIONS WOULD BEGIN'.TO HA VE AN .
 
IMPACT. -ITADID; NOT DISCUSS THE NECESSITY FOIi AIDT TO 
WEIGH ANDDETERMINE IF DEVELOPMENT PRIORITIES BETWEFN 
THEPOTENTIAL LONG-TERM RIVER BASIN AiCTIVITI lS AN"D T1 

.OR E VISIBLE SHOPT-TERr BPNYFITS OF THE STANDAiU 
! 


'BASIN DEVELOPMENT PLANNING ;EFT'ECTS INVESTMENTS AND
 
- N. ECONOMIC TWO TO THRE ORDRS 01'
 

-77- -- 3,-LAS I: ....... .....TDIDhNOT-INDCATF"THAT RIV
 

POTENTIAL BENEFITS.AT 
MAGNITUDE AlOVE THOSE AID NORMALLY HANDLES I N WESTAFRICAN COUNTRIES, AND THE CONSEQUEN'T NlED FOR AID TO 
RAISE ITS LEVEL OF SERIOUS ANALYSIS ACCORDING'LY PRIOR TO 

ACTIVITIES. IT DID NOT QUOTE THE APPROVED SDSS OR SPSS
 
AS THE BASIS FOR AID/W GUIDANCE, BUT QUOTED 1MOPE RCCENT
 
INFORMAL POLICIES WHICH HAVEN'T BEEN SUBJECTFD TO A
 
RIGOIOUS REVIE'W PROCESS. IT DID NOT IDENTIFI THE POLICY
 
AND TECHNICAL GUIDANCE VACUUM AID FIELD PROJECT OFT'ICERS 
HAVE FACED OVE THE LAST TWO YFARS BECAUSE OF LITTLE 
BAt STOP SUPPORT FROM AID/W ONCE ISSUES CITED IN PARA 4
 
WERE DISCOVERED, SERIOUSLY AFFZCTING FIELD PROJECT
 

.MANAGEMENT. IT INDICATED THAT THE CORRECT ACTION WAS
 
WITHDRAWAL RATHER THAN RESOLVING PROBLEMS TO ACHIIVE
 
O}JFCTIVES, WHICH DOESN'T SEEM CONSISTENT WITH THE
 
STRENGTHS, THE IDEALS, AND THE APPROACH GENERALLY
 
APPLIED BY THE U.S. IN INTERNATIONAL ACTIVITIES. THLT
 
DEPTH Of THE REPOPT'S, ANALYSIS WHICH CONCLUDED SIMPLY
 
THAT RIVER BASIN ORGANIZATIONS ARE, WEAK AND HAVFN'T
 
DEVELOPED THEIR PLAN14ING CAPAIILITY SUFFICIENTLY IS
 
ANALOGOUS TO THE LEVEL OF ANALYSIS RY'QUIREr TO CONCLUDI
 
THAT ONE NEEDS MONEY TO PURCHASE AN AUTOMOBILE. THUS WE
 
CONCLUDE THAT THE OBJECTIVES OF THE AUDIT WERE NOm
 
ACHIEVED.
 

7. WITHOUT ADEQUATE ANALYSIS OF THE ISSUES FACING AID'S
 
INVCLVEMENT IN RIVER BASIN DrVELOPMENT ACTIVITIES, AID
 
hAS DI FACTO MADE THE DECISION TEAT IT IS UNABLE OR IT
 
IS NOT WORTHWHILE TO ADDRESS THE RANGE OF ISSUES WHICH
 
CONFRONT IT IN THl' COMPLEX, MULTI-NATIONAL, MULTI-DONOR
 
POLITICAL AND ECONOMIC ENVIRONMvl'?N OF RIVER BP.SIN
 
DIVELOPM.NT BY CANCELLING THE NBA PROJECT AND SERIOUSLY
 
QU}ESTIONING THE OTHER ON-GOING RIVER BASIN PROJECTS. 
 WE;

RECOMMEND THAT AT LEAST ONE, CAREFULLY CONSIDEFED,
 
OBJECTIVE, HIGHLY TECHNICALLY QUALIFIED, OUTSIDF OPINION
 
11 SOLICITED WHICH CAN PROVIDE AN ANALYSIS OF THE V.LUE
 
01 AIDS INTERVENTION IN RIVER BASIN DEVELOP.ENT 
AC5IVITIES IN WEST AFRICA. IF POSITIVE, WE RECOMVEND
 
THAT AID/AFR, MAoFE A DETERMINED EFFORT TO COMILFTI AND
 
APPROVE A STRATEGY FOR RIVER BASIN D.VFLOPMENT IN WEST
 
A-RICA.
 

6. GENERAL COMMENT: WE SERIOUSLY QUESTION THE
 
APPROPRIATENESS OF CHARGING AN AUDIT TERM WITH THE TASK

OF CONDUCTING A PROGRAM RESULTS INVESTIGATION CONCERNING

AN ISSUE SUCH AS RIVER BASIN DEVELOPMENT WITHOUT
 
BPINGING IN QUALIFIED EXPERTISE TO PARTICIPATE ON THE.
 
TEAM. AT LEAST AID SHOULD USE THE EXPERIENCE IT HAS,
 
SUCH AS LOU COHEN (MEKONG) AND FRED ZOBRIST (WATER
 
REcOURCES PLANNER).
 

UNCLASSIFIED NIAMEY 008852/05
 

http:DIVELOPM.NT
http:BENEFITS.AT
http:BEGIN'.TO


1 -~Pagel10of 

94 ' 	 CORRECTIONS REQUIRED 'IN THI TEXT OF THE REPORT ARE
AS FOLLOWS: 

-'P. 2: 	 THF NIGER BA SIN1 AUTHOR ITY (NBA) IS A 
BIT.INGUAL (ENGL ISE/FRFNC1J) ORGANIZATION ANI) 

- CAN 	 Bl REFEHT,'D TO IN AN ENGLISH REPORT UNID11I-~---------lTS-E NO L--NAMF-AI N1)A PEV-,T0Nw< 
P. 5: REPORT DJOES NOT ADRESS WHAT WAS EYPECT} IN 

" TERMS OF PLANNING CAPAIILITY. RIV 
ORGANIZATIONS IN-TV U.S. A .NOT CAPAELTI
 
ENERAL O}' IMPLEMENTING PLANNINGC STUDIES
 

ON THEIR OWN AND GENERALLY EMPIOY CONSlLTA,!TS 
- #V,"NNIN CAPABILITIES ARE FOUND) IN 

- -.. ,,'-:TUENCY NETWORn. APPLIED -TO WEST 
AFRiCA, THIS MEANS DONOR CONSILTAN T SHARE 

- HIRED AND DIRECTED BY THE RESIDENT RIVER 
BASIN ORGANIZATION MANAGERS, AND PLANNING 
EXPERTISE iS FOUND IN THE NATIONAT- ORGANIZA-

BCGOSWi 
BT 

UNCLASSIFIED 	 NIAMEY 08852/05 
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N]OT9 	 D IAppendix.1
 ,
roln, , 
TION S TO 'PROVIDE 0UIDANCE N NEEDED PI . 
N-AKFS NO0 RErIRENCO TO EYISTFNE OF THSE 
COMMITTEES AND TF ROLE THEY PLAY IN PLANNING 

- N 'OCESS). 

-i~+--P -~~---SYI N0 At-A- I OVE):CR1lYEAS T 
IIMSLEADI NG. W1 ILAIASSISTANCEli) TO THT 

OMVS DID BEGIN 11 YEARS AOV ITTWASON1Y
 

..- IN AOUT 197L THAT AID ASSIS
- NTCE BEGAN TO APPROACH RIVER BASIN PLAN

- NING SYSTEMATICALLY, AND TH, MEAJRR GAMIA 
- AND NIGER PLANNING PROJECTS WERE DESIGNED 

- IN 1981-82.
 
- P 10: NPA ASSISTANCE INCLUDED TWO PROJECTSI
 

-625-0915 AND 625-0944 - NOT THR211. 

N.
P. 21: A TECHNICIANS EFFECTIVELi DAD LITTLF OTHER
 
p 	 WVORA TO IMPLE~'ENT THAT TO0 , THEIR TIME 

OTHER THAN TIP AID PROJECT. THFY W 
QUALIFIED, EXPERIENCED, TI;CHNICALLY EDUCATED 

- INDIVIDUALS, BUT NOT EXPERIENCE-D AS 
PLANNERS. PROVIDING THIS 1,XPPRIENCE WAS THEF 
PURPCSF OF THP AIlD PROJECT. USAIDWAS NOT 
ACTIVITIES WITH EXISTING ST&}'F- SUIPPLYMFNTARY 

*-STAFF WAS I-VING PROVIDEP UNDE'R TflY AID PPOJECTI 
IN THE MANNER ADDRES3ED UNDFR THE P.5 COMM-NTF 
AIOVE. THE AUDIT RFOPiT' DID NOT QUESTION
TEE PROJECT DESIGN W'HICR, Il' 1977, IID NOT 
T A:E SUFFICIENTLY *LNTO ACCOUNT RECURRENT 
COST CONSIDERATIONS. HAD IT DONE SO, THE 
REPORT COULD HAVF SHOWN THAT THE FIVE 
INDIVIDUALS TRAINED UNDEP 625-0915 WOULD HAVF 
INCREASED NBA RECURFENT COSTS A SIGNIFICANT 
AMOUNT, POSSIBLY JUSTIFYING THE DECISION TO 
NOT EMPLOY THEM. PROJECT PAPERS SHOULD 

-	 NOT BE CONSIDERED AS PERFECT DOCUMENTS, BUT 
SHOULD BE CRITICALLY EXAMINED AS MUCH AS IS" 

S- PROJECT IMPLEMENTATION. REPORT DID NOT 
-UESTION ADEQUATELY THE PP DESIGN OR CP'S IN 

- LIGHT OF SUBSEQUENT EXPERIENCE. SINCE TH.: 
REPORT DIDN'T REACH THE LPVEL OF DETAIL Or 
INVESTIGATING THE DEFINITION OF ADEQUATE 
PLANNING, THE REPORT COU1Lr NOT HAVE BEEN ABLF 
TO CONCLUDE THAT THE CP ON PLANNING UNI"1 

*ESTABLISHMENT 	 WAS NOT MET. 
P. 15: SUGGEST THAT REPORT CITE THE SOURCE O TEE 

-	 APPROVED DOCUMENT WHICH PROVIDES BUREAU 
POLICY ON RIVER BASIN DEVILOPMENT AS 
AGENCY AUTHORITY, 	RATHER THAN JUST QUOTINK'(

BUREAU OFFICERS. ALSO TH.E STATEMFNT
 
WHICH READS THAT MEMIER STATES HAD
 
LOST CONFIDENCE IN THE NBA SHOULD BE QUALI-

FIED TO EXPLAIN THAT CONFIDENCE WAS LOST
 

- TEMPORARILY IN THE MANAGEMENT OF ITS 
EXECUTIVE SECRETARIAT BUT NOT IN THE 
RATIONALE AND OBJECTIVES OF THE ORGANIZA-
TION. THIS IS EVIDENCED)IN ITS CONTINUED 

- EFFORTS TO RESOLVE ITS PROBLEMS. 

UN CLASSIFIED 	 NIAMEY 008852/06v
 



P. 1.6:1 USAID/NIGER ,DOFS NOT BELIEVE THAT THE NBA'S 
ORGANIZATIONAL PROBLYMS GO BEYOND ITS 
ABILITY TO, RESOLVE. 'WE BELIEVE THAT IT WILL 
RESOLV.E ITS,,,PROBLEMS, DEMONSTRATED DY THE 

- _ll,___,PR OGRES S-MADE- IN-THEO-CTOBER_-C0LtNCIt7 
-MINISTER 
 S \, EETING ( SEE NIAMEY '7536).P. 20: THE STATEMENJT THAT TlIH.AUDIT FOUND 10 OF 14 

S -PROJECTS CONTAINED INVALID ASSUMPTIONS IS 
- ,NOT SUPPORTED 1 Y ANY FINDINGS CLEARLY 

- INDICATED IN THE REPORT. TEE CRITERIA AND 
* - .THE SPECIFIC FINDINGS SHOULD BE STATED TO 

SUBSTANTIATE THIS STATEMENT.
 
P. 21: STATEMENTS AT THE, BOTTOM OF THE PAGE NEED TOo 

- BE RE-EVALUATED BASED ON COMMENTS ABOVE 
IOGOSIAN
 
BT
 

REFFR-NCING P. 5 AND P. 11 TEXTS. WE
 
BELIEVI IT SHOULD RFFLECT TH): NEED FOR
 

REVISING- PP ASSUMPTIONS BASFD ON 
IMPLEMENTATION EXPERIRNCF' RATHER THAN TAKING 

- THE ORIGINAL ASSUMPTIONS AS P'rNP-1UALLY 
VALID. 

- P. 23: NIGER ,RIVER PLANNING PROJECT EVALUATION TEAM 
- DID NOT RECOMMEND THAT THE PROJECT BE 
-TERMINAIED.
 
BOGOSIAN
 
IT
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Appendix 2UNITED STATES GO Page I o/-3omemoranaum 
DAflE, December 18, 1 6re rc r tii'ir 

PLNOr George Carn , Acting Director 

sumJirc AudiL of AID Participation in Sahel. River Basin Development 

TO: 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 for facilitating the audit process.
 

OPTIONAL FORM NO 10 
REV 1-80 

GSA FPMR 41CFR 101-11 6 
5010-114 

GPO 1 1984 0 - 433-783
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lission Comments: AudWt of River Basin Activities P. 1
 

I. SUMMARY
 

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

- Contextual - It ir important to place river basin development in 
broader perspective for an adequate under!tanding and assossnintit of 
USAID's assistance program; 

- Informational - We have updated and detailed some actionsV taken to
 
address recommendations since the Audit 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 recommendat ions. 

II. 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 USA1D is
 
essential to a balanced assessment of the program. The purpose of this
 
section is to provide a perspective on river-basin development, organizational
 
frameworks, objectives, planning and on the accomplishment- 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 system for the 
sustained benefit of the area. These systems can provide nany benefits 
including power, transport, potable water, irrigated agricu.ture, recreation, 
fisheries, etc. While water supply for agricultuL-e is surely one of the major 
benefits to be derived, it is neither the sole benefit nor, in some cases, 
even the most important. River Basin Development ;s 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 economic 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 terms of total volume flows and
 
without T..jor permanent tributaries throughout much of their length in the
 
Sahelian countries. This situation leads to the perception that often fairly
 
major infrastructure is needed to harness the rivers.
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i.sion Comments: Audit of River Basin Activities P. 2
 

- Ornanizational Frameworks 

The basins of the major Sahelian rivers are shared by several 
countries. Because river basi-ns are functioning systems, interventions in one 
part of the basin inevitably affect other areas,. Hence, regional 
organizations are a necessity for optimum water resource management. lPiver 
basin development organizations exist and have authority only in--so-far as the 
sovereign member-states delegate these powers. River basin organizations are 
in a somewhat ambiguous position; recognized as needed 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 activities, like dams,
 
which are truly works common to the member-states.
 

- USAID's Participation
 

USAID's role has been to assist river basin organizations develop their 
institutional capabilities by developing analytical tools and, recently, their 
planning capacities. To date USAID has avoided participation in large 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 promoted 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 because of our
 
experience with large infrastructure but also because of ourtlong standing and
 
unique experience in participatory multi-objective planning. Much of this
 
grew out of the "environmental movement" and is widely accepted.
 

II 
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Miscion Comments: Audit of Rivur Basin Activities P. 3
 

- A.I.D.'s River Dasin Development Strater, 

USAID's role in the OMVS and OMVG conforms closely to A.L.D.'s and the 
Africa Bureau's river basin development, strategy as reflected in foreign 
assistance legislation and the "Problems and Issues in African River Barin 
Planning" Report. The latter document, carried out under the Settlement. and
 
Resource Systems Analysis Cooperative Agreement, is a state-of-the art e(')o0t'
 
developed by well-known river basin specialists. A.I.D.'s program is thus on1
 
sound conceptual footing. In addition, it is reasonable in scale and provids
 
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 war scheduled to
 
start functionning in the spring of 1986. It was functionally complete in
 
November of 1985 and, ty and large, has been supplying expected benefits.
 
OMVS and its financial partners have already begun discus.sing the use of the
 
"balance" of fundT (loan commitments versus actual costs) remaining fron this
 
activity. Construction ,f the upstream dam, planned for completion in ]i88,
 
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 being 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 general 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, terms of
 
reference development, pre-feasibility and feasibility studies, final descign,
 
bid document preparation, bid analysis, contract and financial management, and
 
donor and member-state coordination.
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Mission Commrnts: Audit of River Basin Activities P. ' 

OMVS's activity over the past ten yeors has been under-;tandobty foctursr,d
 
on dam construction. However they have also been active in othr nr'eas such
 
as agricultural research, data collection and analysis, coordinntion of water
 
policy and the planning of "post-dam" activities such as agt'icuttu'ul
 
development, navigation and energy. These activities will take on more
 
importance in the future.
 

- 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_ Proct
 

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 Fiscal
 
Allocation and Responsibility Project. Thig project developed a
 
state-of-the-art fiscal allocation model based on extensive data on th,. costs
 
and benefits of the OMVS program. For a relatively small investment, this
 
activity provided the "key" for the agreement on the sharing of costs for the 
infrastructure between donors and 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 several 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 MIster 
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.
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- Aerial Survey and Mapping 

The third activity, Aerial Survey and Mapping, also vtarted in 1976 and 
was completed in 1983 at a cost of 9.8 million dollars. Thir activity

produced good quality maps and aerial photographs which are ersential tool,;
for development planning. These products havo' ano been used extensively for 
the planning of agricultural development, the siting of data collection points 
(for the Groundwater Monitoring Project for example) and the placre(,i:t of 
infrastructure. The products have been supplied to the OMVS member states aid 
Annex 1 gives a partial indication of the users, both other donors and local
 
institutions. Although benefits: from this activity are difficult to estimate
 
with any precision, its impact on optimizing existing inves-tments of some 800 
million dollars and 
coming decade means 

the projected one 
that the returns, 

billion 
already 

dollar investment over the 
substantial, are likely to 

increase. 

- OMVG 

Under the OMVG Project, USAID assistance 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 "pee- revi _*" of this 
assessment identified various weaknesses 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 program, sets: 
a new
 
precedent for river basin planning in Africa against which all s:bsequcnt 
studies will be evaluated.
 

That both OMVG and OMVS are managed out of a single regional office ha-s 
allowed for an uncommon amount of "cross-fertilization" and institutional 
memory.
 

To be sure, the OMVS, OMVG and USAID program have we.1lnezsc:- and we havo
been taking a series of measures to address problems and improve *.he imrpart of 
our projects and strengthen OMVS capabilities. However we believ, that 
successe!2 of USAID programs and OMVS accomplishments far outw,('J,!, these 
difficultiL and should not be discounted. In short, results have bten 
commensurate with funds expended.
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III. RESULTS OF AUDIT
 

A. Findinns and Rveommndations 

N I - Need to Ressess A.I.D. Asirtnnce to S1helRiver Basin Orriztion.
 

The Mission concurs with the Audit Report's Recommendation to r:aes 
USAID assistance to the Senegal and Gambie River Basin organi:zntions. At Lhis 

time the Mission has no plan: for future assirtance or new initiativrs' for the 
organizations. The present USA]D p~rtfol.io, already the result of a lenTgthy 
reassessment process, ha. been undergoing further reassessment since the. 
initiation of the Audit. USAID 1eels that the present program, endorsed by 
the Africa Bureau, is basically a sound and reasonable approach, in both scale 
and effectiveness.
 

* Previous Reas e7srment 

Previous reassessment work for OKVS centered around tho concption, 
design and review of a proposed 60 million dollars Integrated Devlo1 ,me:lt 
Project. This activity mobilized significant human and finairwial rei!Durccs 
from both within and outside UZAID. The extensive and critical review of this 
project by AID/W, the concerned USAIDs, OMVS and the member-!states lCd to a 
reassessment of the USAID progrmrn strategy and the role of O!VVS. Ov.rly 
ambitious elements of the program were eliminated (i.e. tec:or:un icati'ns) 
and some elements of the project, which were considered more appropriate to 
member-state implementation, were "bilateralized" (i.e. some agricultur'Jl 
research, some irrigation endeavors).
 

The regional planning and policy cocordination activiti,.s, M-1 
appropriate to the mandate and capacity OYS, were Scale( f' f1theof '107M 

core I2)lanning and Policy Development Projcct (PPD). This pruj.,ct , piu:: th.7 
Groundwater Monitoring and Agricultural Rcsearch activitics., coast itutc thr, 
present portfolio with an LOP of some 12 million dollars. These project!: 
build upon and respond to USAID's previous activities such ; s the 
environmental assessment.
 

The OMVG project was evaluated and amended in 19F4. The amendi.ent added 
two million dollars and exctended FPACD through Dece!mber 19F7. 

Within the framework of the reassessment of USAID as.-sis:tance the Audit 
Report recommends that two issues be specifically included: (1) the financial 
support to the organization from the member states and (2) the capacity to 
effectively plan and coordinate river basin development. The discussion 
section of the Audit Report addresses the second item first. 

http:p~rtfol.io
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* Discussion 

The Audit Report statec that after 11 years A.I.D. asI;1.7tnce had mixed 
results in developing planning capability. 11owever, A.I.D.'s attempts to 
improve planning capabilities only date from 1984d. Prior to tht time 
A.I.D.'s involvement was mainly in providing tools for planning through
activities ir aerial photography and mapping and envirotmentnl and 
soci-economic studies. These activities although use"ful vital notand did 
include the technical assistance, training or other re:, 2c,S' necssary for 
the creation or strengthening of planning units or ca.obilities;. A.I.l).
 
recognized the need for the development of planning cipabil iti:es to fully

utilize the planning tools that had been provided and amended the OMVG i't'rject 
(1984) and developed the Planning and Policy Development Project (1985) for 
OMVS. This represents the first time A.I.D. assistance was apflied to 
planning. In the case of the OMVG scmt progress has already brenr made, In 
the case of OMVS th, Audit Report cor-ectly points out that A. .D. assisitance 
is contingent on a reorganization of OMVS and particularly tiw. plantains 
function.
 

Relative to both the planning and financial status of OMV"', the A,:dit
Report quotes extensively from the Reorganization Study funded by the 
Mission. It is important. to note that the study was initiated by O1-'VS, and the 
OMVS Council of Ministers (COM). Its main objectives- as defined by thc COM 
directly address the Audit Reports First Reconmmendatin; namely the n,< to 
improve the financial standing of the organization and improve cost
effectiveness in light of the financial situation of the tiember- 7tates and the 
need for the organizational structure to reflect the needs of the "post-d;m" 
era particularly in terms of planning. There is general recognition of the 
organizational problems within OMVS and with this recognition a genuine
comminitment to make improvements. 

The study, completed in July 1986, provides USAID and OMVS guidance on 
improving OMVS's performance in several areas. USAID, while recogn::irll, that 
the study is not perfect, that reorganization will take time and that tiene 
are other studies in progress which supplement the study's findi liarwill hogs.,
already moved ahead with a variety of actions to ussure timely implemcta1,t on 
of the most appropriate reccmmendations. We have raised the issue, at t,,c 
December 1986 Consultrtive Conittee meetings and with individuQ ,; me,..*:-:,- ite 
Ministers. The report has been distributed to all OHVS donors arid tl.,y h;,ve 
taken an active interest in the study. We fully expert the reorga izatim)i 
process to start at the OMVS Council of Ministers meeting in December i9 36. 
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The financial situation of OMVS continues to be disturbing as noted in
 
the reorganization study and as quoted from that study by t h, Audit Report.
For 1986, an of November 15, only approximately 32% of nember rtate plnned
contributions had reached OMVS. Mauritania is by far the nost delinqutnt in
 
payments having paid only about 4% of what was due. 
 Financial commitment it;

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 salaries are
often several months late and salaries can take up 95% of a departments'
budget. 
Given the economic and financial situation in the member-states even
 
limited contributions may reflect some sacrifice and commnitment. 
 Where funds
 
are scarce perhaps other indicators such as the delegation of authority from
 
sovereign states to a regional organization could be used to guage support.

OMVS in this regard 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 Commiu-ttee meetings with OMVS. 
 From USAID's perspective the issue
 
of arrears 
cannot be separated from issues of financial management such ats
 
more realistic vnd competent budgeting, improved management cf available
 
resources and implementation of stronger cost reduction measures. 
 The
 
organizations have greater control over these issues than over member-state 
government contributions. The reorganization study directly address:!es these
 
issues. The Mission will monitor closely this situation espicially 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 ofi the Mu mber-States 
to increase their awareness of the problem. The Ministers of Fina~rce have
 
been associated with the Budgetary Sessions of the Council of Ministers to
 
assure realistic commitments are made. 
 The December 1986 Council of Mini:ters
 
meeting is a budgetary session and the Mission expects to 
see soi e iwnr.ov,:-eint
 
of the situation. 
 OMVS has agreed to the financial management rec(,)merndati ens
 
of the reorganization study and the implementation of these and other cos-t
 
reduction reconmmendations should improve the financial situation and uncoura)_,e
 
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 strengthen th.ir
 
capabilities. This is the major focus for USAID's assistance. During 1986,

OMVG has made strides in this area. All three long-tenr participarnt: wil1
 
have returned and resumed their positions in the planning unit. A
 
standardized water resources planning methodology (based on 
the OECD 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.
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Recommendation No. 2 - Need to Better ManafproJect Tpm rntatinnnnd 

Reduco Pro1ject Cost.
 

The Mission agrees with the Audit Report that USAID/Senegal nredd toimprove the management of river basin projects - we believe that over the pastyear significant Improvements have been made. The following commenrts are 
keyed to the subsection headings of the Audit Report.
 

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

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

The mid-term evaluation of the OMVG Project in 1984 made 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 technical assist.ance,

training and commodities. Pr-ogress has been made in institutionalizing the
previous components of the project; 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 design 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 initially
as

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 exceeded what was budgeted for this item in the TP, USAID is

convinced that good management procedures were applied to assure that 
this was

the most cost-effective option. The Mission moved forward with the
development of a PP Supplement which reflected this change and reassessed 
other project assumptions as well.
 

7 
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A last example of reas;essment is the Planning and Policy Developmont
 
Project. Under this project the Mission funded the OMVS Reorgnnization Study
 
which appears to be a base document for the Audit. Thin assessment of the
 
structure and functions of OMVS was called for and initiated prior to the
 
audit. One of the objectives of the study was to reassess auSm)tLons about 
OMVS's capabilities particularly as they affected 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 the study's recommendations. 

Thus USAID has been reassessing and revising project assumptions
 
throughout implementation. As a result all major ongoing projects (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 urganizations to meet grant conditions and
 
covenants
 

The Mission has taken steps to ensure the enforcement of all Crant
 
Agreement Conditions and Covenants as required by A.I.D. regulations. We
 
cannot expect that studies will always be in'.-.grated into the plnlning process
 
in their full form. Studies can be incorrect, incomplete, inaccurate or
 
deserving of further study and verification. The best studi.es 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 operation 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 reconendations reflected "n 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 projects whose aim is to strengthen institutions. It is
 
difficult to evaluate the former until the products are produced. This is the
 
case for two of the four projects, the Environmental Assessment 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 "peer
 
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 £nteuii .tional Union for the
 
Conservation of Nature. Quality control for the Aerial Suvvey and Mapping was
 
assured by the Defense Mapping Agency which acted as a Consulting Engineer to
 
OMVS and the Mission.
 

http:studi.es
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All ongoing projects have evaluation plans and the needed resources to
 
carry them out. The Mission foresees no problem in adhering to these
 
evaluation schedules. The Mission has learned lerssons Irom paEt projects

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 most 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 piezometers is planned to
 
monitor the quantity and quality of groundwater. In and of themselves these
 
instruments do not "control the application of water and pesLicides" 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 poLentinl agricultural areas, the meas:urement 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 technical
 
assirtance, after the project started. This work, which was imposzible 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 tech:,ically sufficient and will not be increased. In fact, 
as
 
Annex 2 points out, a slight reduction to the absolute minimum is anticipated.
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B. Compliance and Internnl Control
 

In the past the Mission Office charged with the management of the river 
basin portfolio was semi-autonomous. With staff reductions the office has 
become better integrated into the Mission management syvtem over the post 
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. This has led to better 
compliance and internal control. In addition the River Basin Development 
Office has already developed software for computerized project mnagnement 
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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P.ARIAL LSTOF USERS OF AFRTA 
PHOTOGRAPHIC COVI,r!AGi. AND MAPS 

OF THE S1,NEAT, RIVER BASIN 

In Senegal 	 Products stored at th-e SGN
 
Service G6ographique National
 
13, Rue Victor Hugo
 

User Organization Use (if known)
 

- Minist~re de l'Ilydraulique Canal du Cayor Project
 

- ORSTOM :Research on groUndwater, on water 
quality in the dolta/Lake Guiors regions 

- SAED/USAID/FAO 	 Developmcnt of small irrigated
 
perimeters in the Bakel area
 

- Secr6tariat d'Etat aux Livestock directorate
 
Ressources Animales Bakel livestock project
 

- SAED/GERSAR 	 Feasibility studies of the Podor and 
Sald6-Wala irrigation schemes 

- SAED/SATEC 	 Design of irrigated perimeter,; in the 
Matam area 

- SAED/Dutch cooperation 	 Design of projects in the lie Amorphil 
area 

- National Park Service 	 Studies on Djoudj bird park
 

- University of Dakar
 

- UNDP/Dakar 

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

- IGN rai.:z 

- COGEMA Senegal 

- Amsterdam University 

- FAO/UNDP
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In Mauritania : 	Products stored at the Ministry of Tran;pvrL
 
Service Topographique
 

- Ministry of Equipment : Rural roads project in thb Cuidiuilca
 
and Transport region (Roads MIBout-Splibaby-ouvaye
 

and Selibaby-Ka6di)
 

- Ministry of Hydraulics 	 Rural water supply project for the
 
Guidimaka region (Eng. firm BURGEAP)
 

- Ministry of Rural : Study of the Aftout-es-Sahel region and
 
Development Chott Boul (by DPN, Genic Rural)
 

- SONADER : 	Studies of irrigated perimeters in the
 
valley
 

- IUCN (Switzerland) Study of the national park of the lower
 
for I'DR/DPN Nouakchott Mauritania Delta
 

In Mali
 

- USAID : Manantali Ressettlement Project
 

- Germany/UNDP : Deforestation of the Manantali reservoir
 

- Ministry of Hydraulics Studies in the Manantali area
 

- BRGM/Bamako : Studies on groundwater and mining in
 
the Malian Upper Valley.
 

7q,
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SUBJECT: GROUNDWATER MONITORING PROJECT (525-1958)
 

REFS: (A) DAKAR 730; (B) STATE 2119DO; v 
(C) STATE 255770 7 
1. PER AID/W CONCURRANCE PARA 1 PFF (C) MISSION PL.NS 70
 
MOVE AHEAD WITH REOBLICATION OF DOLS 1 MILLION FOR
 
SUBJECT PROJECT. THI DUDGET FOR THIS ArOUNT v:.ILL PF
 
CAREFULLY DEVELOPED TO ASSURE THAT IT KTEPS TFE PP.OJ7T'C
 
MOVING AND 4AS HAXIMUM IMPACT ON TFE ACHIEVTM ENP CF FPc.
 

2. AT THE SAME TIME WE ARE CONTINUING TO 7XPLO E DPTIY\?S 
"OR 	 FUNDING THE DOLS 1.9 MILLION DIFFITENCE BFTi,'F-N
 

"
CiIGINAL REQUEST REF (A) AND AVAILABLE FUNDS. Ti:.1 
I LLOWING PARAS GIVE SOME INDICATION OF OJ- THIVWIN- AI 
Ti IS STAGE, INCLUDING COST-SAVINSS !MlTSURS TO DFCR-.7S 
ThE ORIGINAL DOLS 2.9 MILLION R' 2UEST AD T'H, D1PCFTA.2 
OF TEE PROJECT TO REGIONAL AND _ILATERAL (NCOERS 	 . 7 
WI-L CONTINJE TO REVIEW THE SITUATION IN LIF-}-T T...' 

T~H, 	 TETW I .1fDCONSTRAINTS AND RELATIONSHIP :PN TH PrIO,! 
BILATERAL PROGRAMS. IN THIS REARD ,'E LOCK FO "APP D. 
FURTHER DISCUSSiONS WITH AID/W DURING UPCO-1IN] TPYp. 
3. RETHINKING OF MISSION PRIOFITIES. 

(A) DURING THE PREPARATION IN THE SPRING OF -75 TiTCDSS, ALL PROJECTS INCLUDING THIS ONE WERE CAF'ULLY 
ANALYZED, BOTH TO D TERMINi THEIP VALUE AND IF rHEY ,E, 
ESSENTIAL TO OUR STRATEGY. WE DFTERMINED TF.T
 
GROUNDWATER MONITORING, WHILE HIGHLY TFCV.NICI. MD NMT 
VERY VISIBLE WAS AN ESSENTIAL ELEIENT OF OJi PFITVTL PA.!. 
STRATEGY WHICH IS AN ESSENTIAL COMPONENT CT C!T.F, 	 .i.L 
STRATEGY. IHE SENEGAL RIVER IS A MAJOR INF-710TIO.I, 
NATURAL FES JURCE FOR THE OMVS MEMBER STATES AND ITS 
DEVLLOPAENT AND SOUND MANAGEMENT RAISE IMPORTALNT AND ?]l:.1,
ISSUES THAT MvUST BE DEALT WITH ON A REGIONA.L 1TVLT. 
ALTHOUGH OMVS HAS ITS PROBLEMS. ITS EXIST7,C-CE F2? MMOT 
25 YEARS IN ONE FO:M OR ANOTHER CULMINATIN- IN . 730 
MILLION DOLLAR INVESTXENT PACKA"E INCLUDIN. T'.'O P 
(WELL ON THE WAY TO'COMPLETION ON TIME AND !IT HIN WJDGET) 
ATTEST TO THE REALITY OF THESE ISSUES, THE NEED FOR 
REGIONAL ORGANIZATIONS AND WHAT CAN I.E ACCOMPLISHED. I? 
ALSO IS AN APPROPRIATE ARENA FOR DONOR INTERV7TN'ION 
ESPECIALLY FOR DONORS WITH COMPARATIVE ADVANTAG1F SU"H A:" 
THE U.S. IN RIVER BASIN PLANNING, DEVELOPMENT AND 
MANAGEMENT.
 

UNCLAS 	 DAM'A 11020 
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THE PRESENT MISSIONOMVS PORTFOLIO 'INCLUDES
,P POJ14TS T.ATARE ES SEN TIAL-. TO'T1E A LAS, WELL LMEN 'JENOPI( NI,OF T1I.4 ,AS--FIJTTI-N & INT:O -MISSI-ONSll CDSS--TATClE-
PR.OJECTSCMPLEMENT AND 'REINFORCE Tfl riL:D A A' P ....OZ MAURITANI'A. AND SSNEGAL AND TO A LFSSSR XTNr T .... 

-MPORTA.1B NCE OF THE GROUNDWATER 'ONI IOR1N",pq0I '1.C
MIIN FEELS THAT AID/W MAY BE UNDEOISTIOINIOT Tf
RELATIVE IMPORTANCE OF THIS PROJECT AND OFERS TP PC.
FOLLOWING INFORMATION. PROJECT ACTIVITIES ARTi.

CLOSELY, FOLLOWED AND DATA ARE EAGILY ANTICIPATED, N
 
lONLY BY THE NATIONAL HYDRAULICS SRVICES, ",UT A"SC
NATIONAL AGRICULTURAL RESEARCH AGENCIES (ISRA . ITP, A D 
CNRADA), RURAL DEVELOPMENT AG.ENCIE1S .(SWD, .....r,:.. I,
OVSTM .AGHRYMET'AND OTHER PROJECTS BASDON T......
 

TMISSION'S FIRM CONVICTION IS THAT POTENTIAL FPNFIIT 
 5r
'j~:~i*,PROJECT WILL ACCRUE IN IMPORTANCE ANDITNFLUENC7 AS : 

CRUCIAL TO THE RATIONAL LDEVELOPIENT OF TIS-M\Jl ' T" I
RESOURPE IS THE DEVELOPMENT 
IN 

OF A WATEP' MANA3E' 1EYT SYSTI~;"BROADEST THE AVIAl TUT,
PERIMETEP AN EFFICIENT'W4ATER MANAGEMENT SYSTEMl IS. 

ITSCOLETONAD ANALYSESSENSE. IN . MICROCOS41iNBNCSOMEiOF.I:[TE"fIRTjGAji'rn 

OBVIOUSLY .ONE OF 'THE '(YS TO SUCCESS. IN'THE'MCc
 
OF THE RIoVER BASIN:THIS IS EQUALLY TRUE !' ZO TND7 ',7: ,":

NOT BE. SEPARATED 'FROM THIE F'JNCTIONIN1.3S OF. THE WVATE'SYSTEM; THE INTERACTIONS BETWEEN'ROUNDWATFR SVP 0jWATER 
AND RAINFALL ARE DIRECT AfD P.70TPBOAL. P.
EXISTS SON THE RAINFALL AND SURFkCE dATER
'.E 

'MPON"T
"'"
 
THE SYSTEM. YET, 
IN SPITE OF ITS CRUCIAL 9COL IN T O 

SYSTEM, 'LITTLE IS':,NOWN ABOUT TRY %QEOUNDWAfTEp C)ipo.f; \1 7
THE.PROJECT WILL OVERCOME THIS LAC& AND WI 
 tLPROVIT-iV
INFOLHATION FOR THE 
OPTIMAL WATER lANAFMZNT SY r,1
T'JE ENTIRE BASIN. BENEFITS '10 F DERPIVF- FECV'HENCE 


GROUNDWATER MONITORING DATA AFFECT MANY S..TO FS 
SECTOR BY SECTOR ANALYSIS FOLLOWS.
 

(1) AGRICULTURE. IT IS ESTIMATED THAT CLOSE TO 
ONE
BILLION DOLLARS WILL BE 
INVESTED IN TH3 VLLEY 
JVT"9. 

NEXT DECADE FOR AGRICULTURE ALONE. IN SENY"A!, ALO'oMAJOR DONORS ARE INVOLVED IN AGRICULTURn'L rV TTIpM.J O 

. TI;L 

UNCLAS.4
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UNCIAS 'SECTION 02,'D DAK 10 

'TENS ~ ,FOT T.AR....RI:ARES4 NCI ED AN UNDERS.TA NT)11OY THOLSANDSOFJ'.., : 

ANDMO NATORING OF , COMPONENT 0- 71 F 
J:'IT~!i 


,THES'fGRUNDWAE 
4 ...... .~ 4 477 .. " :4Nt HAr~T.-..'* O..)W ,... 

::"XP- A :'NoC 14US JEOPARDIZED..'y!, 11000. cF T,', ' :.THIS :NV'ESTMTI 'iD AKAR,':O7OR OTNDAI :.:: 
MANAGEMENT-S'7 IRRIGATED PERimrTERSA C S"
ACRATY MLPU]F 1 
OF, PUMPAGE: CAPA CIT1 ? WATER ri'EQUIRFJMENTS OF IVOS, 

: AN 'f,
EVAPOTRANSP17R TION jLOSSES BY LEAI O FIROMC MAL . DT 7. _RDO~I.ALN SYT-YEMA, DE!.BFFECLYY FN T ' 
PROLATION FROMFIELDS, WATER LGIN E NTIAL,
 
SALINITYAND OTER FACTORS A It NECESSARY. I);
SkID
 
EXPERIENCE WORLDWIDE HAS SHOWN THAT WITITOUT THI3
 
INFORMATION TOTAL 11VESTMENT COSTS CAN BFSOMPRO X1ISEP.
 
ALREADY IN THE SF.B PROJECTS' ARE BIN. JOPtiR.I7PD TY
 

' RISING SALINITY AND WATER LOGSING F.PECIALLY I14 THE:::PERCOL!:, " IV,:OLOG N':OP ,FV .: g'
 
DELTA. GROUNDWATER, DATA ARE ESSENTIAL., FCFR EYAMIPT.. r OR 
PLANNINGI FOP: DRAINAGE OF IRRIGATED FITRLDS, A COST FLEviRi'T 
T.AT CAN BE AS MUCH AS ONE HALF THE TOTAL INVT'°Fl IR 
H:TCETAP E. WEN DRAINAGE IS OVRLOO FD PEIMIFTFP CAN
 
BECOME dASTE-LANDS GROUNDWATER DATA CAN EVEN .L?
 

OPTIMIZE TRADITIONAL FLOOD R CESSION AJRICIJ T!F.T .l'el C ' -

IS,IIN ASENSE, A PRO eI FOLL0I F T-C.DI.
 

THE PRES ENT WAT ER IIN! GEMENT cYS TT M 
FORESEN ONCE THE TWO DAMS ARE OPERATING INCLUDES , 
A1.FICIAL' FLOOD TO AID IN THE TRANSITION 

:4 ,GROUNDWATER. 

USOO
 
TRADITIONAL' RECESSION AGRICULTURE TO IRRIGATED . -


THE OPTIMIZATION OF THiIS FLOOr IN TI;Ijl ANZ#44AGRICULTURE. 


SPACE IS' HINDERED BY THE LACK OF "ROUND'ATEP DATA. TT
 
FLOOD COULD EASILY REQUIRE HUGE QUANTITIES OF 'iTFP .T!!T.
 
COULD COMPETE DIRECTLY WITH OTHER SECTORS 6S F ~ .
oS*UCHv ~ 
PRODUCTION. IN MANY INSTANCES INVESTMENTS IN PT I I 

CAN PREVENT COSTLY REHABILITATION EFFOR.TS LATYR.
 

(2) THE MANAGEMENT OF DAM INFRASTRUCTURE.
 

APPROXIMATELY 700 MILLION DOLLAPS flAS PEBEN INVFSTF) INJ
 

DAM INFRASTRUCTURE. THIS MAY TURN OUT TO HAVF BFN !1!' 
EASY PART AS THE DELICATE PROBLEMS OF MANACIN3 T!IF
 
INFRASTRUCTURE BEGIN TO SURFACE. WITHOUT K:4O ,:L.17FD.; 
THE RIVER/GROUNDWATER DYNAMICS THE OPTIMIZATION DF 
RELEASES FROM THE MANANTALI RESERVOIR WVILL 1"F 
IMPOSSIBLE. IT IS POSSIBLE THAT IN TFF 'LCN )-T7 THr"? 
ELMNTINO SEASONAL FLOODS WILL AFFECT kr-'II FFT! 

SALT WATER INTRUSION DAM, IN THE FRAT OF PRFSE\'T!.Y 
DEVELOPED IRRIGATION LANDS, THE EKTFNT OF~Lb.TTrl;
 

4 

MIGRATION OF SALINE GROUNDWAT"ER AND. WkTER LOG"ING Ti.T 
MAY 7 DEVEiLOP UPSTEEAM MUST BE MEASURFD AND PFEDIjTE7> 
THIS WILL AFFECT THE OPTIMA.L WATER LEVEL :Am. WHI F. TIAA 

4 4 

IN THE FLAT DELTA, 'SUB OPTIMAL
.WILLI.BLMANAGED.. 


MANAGEMENT COULD 'AFFECT THOUSANDS OF FECTARES. 

V'(3) LIV1STO,Ol AND, DOMESTIC 'WATER SUPPiY. 

"I41N CASE.S LIVESTO3K PRODUJCTION I.N THIS APPA, ISMANY. 
NOT BY FORAGE ,BUT, BY 'WhTP'.R ,jAZESS T'1O44 4774 rCONSTRAINED,

f1 
, 4 '744' ¢44.-7 -/ S :', ',#.4':;:: ",..... ... *44.4 '1 ,4 ' : - ,. -. 44,." -4J4SURFACE WATER. MAY DIMINI"SR'AS IRRI OAT ION"IXPANDS . A0CJ, SS :74A~' ~ .' 4 4'.oN '' ."i,~ 7 

TO ,INTERIOR. 10YRAGE RESURCES S COTNGNN RUPl 
...7 DEVELOPMENT.. -GROUNDWATERC 7DATA' CAN; H71P RATIONALI ZF4 

LIVESTOCt V'EBLOPMENT."'"DOMEST.IC WATER SUPPLIES'ARIE 

http:V'EBLOPMENT."'"DOMEST.IC
http:EFFOR.TS
http:UNDERS.TA
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U A SEC TO 02 0. DAKAR' 11000 

..... UTRADITIONALLY, OBTAINED THROUGH GROITNDWAT:R SU PP IRSNRCENTLY 4ELLS HAVE BEEN ABANDONED DFCAUSEO .LNJVW 
HAVE, G E INVESWMIFNTHAS BLEN MEi" . ONED'TY MUCH D,~LDE~ NGNGW FLA S- AND-1) - GG1 NG-7-N -W~.- T IT 5sTT~ VS-PTTs
COULD BE. OPTI.'MIZED BY 'GROJNDWATFR DATA 'U~ Oj
IODENTOFY SUITABLE AEAS FOP DEVILO. .NT. 

(4) Th"IALTH'. INCREASED AGRICULTURAL DVFLPLFNT M :N-sINCRF1,SED FERTILIZE.R AND PESTICIDE US70Ih '2
 
ACCOMPANYINO DANGE s OF CONTAMINATION OF sUFAC-ANr)
GROUNDWATER SUPPLI!;S. THIS HAS DIFECT IKPLICATDNS
HUMAN AND LIVESTOCK~ HEALTH EUT ALSO, AS IS VELLDOCUMIBNTEDt REVERId;ATES T-HPOUGIIOJT FOODTHY CH9AIN. 
MONITORING OF THESE CHEMICAL HAZARDS WI.L 
POViMIT' '.......
 
O. CONTROL RAND MITIGATIVE M FASURT. 

(5) ECOLOGY/FORESTRY/FISHErI ES.
GIVEN THE SPARSE AND ERRATIC NATURE OF RAINFALL
 
TROU2H1OUT MUCH OF 
TE BASIN, COSYSTIESD PH-V VOLV ,THAT TAKE MAXIMUM ADVANTAGE OF SEASONAL FLODDS t.Nlr 
GROUND'ATER SUPPLISS. T1111 SEASONAL FLOODS PROVIPS, I"mEXAMPLE, A CRUCIAL ENVIRONMENT FOR CRITIC;l, LIj'F CY-1STAGES OF MAJOR tCONOMICALLY IMPORTANT FIST ?1S

VAST AREAS OF ACACIA NILOTICA FOREST, THE iItQb 1'v;AND CHARCOAL SPECIES DF THE ZONE, APE tDAPTY, D TWSA>j* FLOODS AND HIGH WATER TABLES. CIHANCES IN TFESE Peiq. frMAY WELL MEAN THE ELIMINATION OF THIS DOMINATV' 3PYi,'JFAND MASSIVE ENVIRONMENTAL CFANGFS. PL NNI.J FO.
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RFORSTATION AND ENVIRONMENTAL MANAGEMENT .,',E)UIEES DA7 A 
ON THE GROUNDWATER.SITUATI.ON. TO EN tF FO, '... 

SELECTION 'OF,' APPROPRIATE TRE E SPECIES. 

(6 .ENERGY AND NAVIGATION.
 

ENERGY PRODUCTION AND NAVIGATION REQUIRE RFGULAR L, . 
OF WATER TO GUARANTEE MINIMAL HYDRC-FLECTP,!w.POWER V. 
.DEPTHS THROUGHOUT THE YEAR. THIS COMPET.S WI TH 3WIF. 
USES OF THE WATER. KNOWLEDGE OF TH, GROUNDWTFS SUPPL1I,', 
IS REQUIRED TO ASSESS HOW GROUNDWATER CAN CDNTEJ]TT TD" 
OTHER USES AND UNDER WHAT CONDITIONS AND THUS OTI9I";
 
ENERGY PRODUCTION AND NAVIGATION DEMANDS. DITING. ,IG
G
 
WATER FLOWS IN THE RIVER THE AQIFES ARE R3CHARaD, ! T 
ALSO APPEARS TEAT DURING LOW FLOWS, GROUNDWATFn7? 
CONTRIBUTES TO THE RIVER. THE EXTENT OF THESE aCIPPYA, 

A-5
RELATIONSHIPS WILL AID IN OPTIMIZING RIVER FLOW"S 

RESERVOIR STORAGE NEEDS.
 

(7) MINING AND INDUSTRIAL DEVELOPMENT.
 

7I
 
SUPPLIES. FOR THE MINING SECTOR THE PROJECT MAY HAV1
 
INTERESTING SPIN OFT BENEFITS NOT DIRECTLY RELATFID T 
WATER MANAGEMZNT SYSTEMS. RECENTLY USGS A1ND 
AID/NOUAICHOTT HAVE EXPRESSED INTEREST IN SOIL LOG IM f T 

EVENTUALLY THESE SECTORS WILL ALSO COMPETE FOR .kT*R 

BE CONDUCTED AS PAFT OF PIEZOMETER CONSTRUCTION. LD ,!-, 
MAY BE USED TO ESTIMATE EXTENT OF DEPOSITS OF P3TE*:I'x\JY 

QUANTITIES OF COAL, PFOSPEATE AND PYk4T IN I 7 

RIVER VALLE'.
 
(8) POPULATION GROWTH.
 

AS IRRIGATED AGRICULTURE EXPANDS, IT IS HIGHLY LIKELY.
 
BASED ON EXPERIENCE ELSEWHERE, THAT THPRE 'ILL OE
 
SUBSTANTIAL POPULATION GROWTH. WE ESTIMATE THAT FOP ?ACH
 
FARM FAMILY EVENTUALLY THERE WILL BE ONE NON FARM F ULY
 
IN THE SERVICES SECTOR. THE QUANTITY, QUALITY )F C1OUND
 
WATER WILL BE AN ESSENTIAL FACTOR IN TqE LOCATI)N OF
 
MARKET TOWNS. 


4. RETHINKING OF TECHNICAL OPTIONS. 

(A) CONTRACT FOR CONSTRUCTION OF 56 PIEZOMETE'FS IN 
SENEGAL AND MAURITANIA WAS SIGNED ONJUNE 14. 'ONT-, ACT 

MODIFICATION CLAUSE THAT ALLO.W*S REDUCTION CF 
PIEZOMETERS BY 20 PERCENT. THIS IMPLIES POSSIBL.',0'.:RALL 

REDUCTION OF 132 PIEZOMETERS. HIOVEVERAS STATED I'! .?,,F 

(A) PAR 5.4. THL MINIMUM NUMBER OF PIEZOMETERS NECISqkTjy 

FOR. RELIABLE,. COMPLETE, VALID DATA IS 596 I.E. 20 IN:
 
MALIAND 578 IN SENEGAL/MAURITANIA. THEREFORE ACT'%UAL 

REDUCTIONPOSSIBLEIN CONTRACT IS 82 PIEZOMrTERS WITH
 
CONSEQUENT SAVINGS I N ORDER OF: DOLS,o03.
 

(B) REDUCTIONS.,IN TECHFNICAL ASSISTANCE COULD CNUSF 
OALS, A?NvMLMNAINSERIOUS IMPEDIMEN'TS T0OJC 

44..44.OUTPUTS,* ,AS STATED1:REP-' (A) PARA )., TECHNICI.4.4
EAP--ASSISTANCE MiUST - BE -PRESENTv AT AMINXMUTMO FOR Tv-O 4 YA 

N1 N" FROM PIEZOMETZR. CONSTRUC ION' START 1TP DAT10 
4i7t 

2 

"
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IT'IS INDISPENSAB 1,1; IN, ORD R TO SUPF VISF PI'FT" 
CONS RUTION, COMPLETE T'WO. FULL YEAR S,OF VIRr~II' TA", 

IPl IICLI A -I-COL LICR UCIONI-N -ALLUR'N>MET MTs POSSI --TYOF1'.P.I i 
FINANCIAL MANAGEM NT AND MEANINGFULLY I Nl F F. A IF, 
PARTICIPANTS AND TRAINEES INTO PRO'JECT. 

5. RETHINKING OF MANAGEMENT OPTIONS. 

(A) MISSION IS INVESTIGATING POSSIBILITY OF FS3ISTA.NC' 
FROM MALI AND MAURITANIA tISAID'S IN FINANCIf\G, 'Ill! 
REGIONAL FUNDS, OF RESPECTIVE COUNTRY PARTICIPPNT 'IN 
SIEORT TERM TRAINING IN HYDROGEOLOGY W~ITH POSSIBL.E SkVJN' 
OF ABOUT DOLS 55,000.
 

(B) MISSION WILL ALSO INVESTIGATE ACCEL"FATION OF TA'r
 
OVER PROCESS. OF PROJECT OFFICES WHER1BY OMVS AND- N.TION.!
 
HYDRAULICS SERVICES CAN COVER, AT LEAST IN PAT,
 
OPERATING EXPENSES COSTS BEFORE THE PACD AND AT T97, ,3A. "!
 
TIME FACILITATE THE TRANSITION PERIOD FROM PROJ7.:T ".
 
GOVERNMENT OPERATION OF THE OFFICES.
 
(C) ANOTHER AVENUE FOR POSSIBLE SAVINGS IS USE Or TUTt-
MISSION PMR FUNDS FOR PROJECT EVALUATION CO;,PONrNT. T :I 
WOULD SAVE DOLS 45,00 . 

(D) SPLITTING UP DRILLING FRSPONSIIILITIES PYT4.FEN 
PRIVATE AND FORCE ACCSUNTS HAD BEEN CONSIDERED 1,O!2 k 0 
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AND REJECTED. MISSION EXPERIENCE INDICATES, AND PP!,,SENT
9PLANNED FORCE ACCOUNT WITH MALIkN 1HYDPAULICSS VIC F... 

~i IF~, R*~SPOTAT POP"T,
ACCOUNTS ARE GENERALLY MORE EXPENSIVE THAN P-R IVA 17. 
CONTRACTING. FORCE ACCOUNT PIZZOMETER CONSTRUCTION OJ 
IN SENEGAL'AND MAURITANIA WOULD 'BE PROIIIRITIVI: AS 
GOVERNMENT SERVICES DO NOT HAVE ON HAND TII E"UIPM.T' O 
PERSONNEL NECESSARY FOR TKE CONSTRUCTICN RF JIRFD. 'P4 
ADDITION,' 'PROJECT WOULD BE OBLI3ED TO COMPETE WITH DT
 
PROJECIS AND OTHER GOVERNMENT SERVICES FOR USE DF W,!A.7
 
FEW RESOURCES DO EXIST . IT WOULD BP UNCS.TAIN AkT BrST
 
THAT FORCE ACCOUNT CONSTRUCTION COULD BE EXECUTED AS
 
PLANNED AND SCHEDULED OVER SUCH AN EXTENDED P71IDD OF
 
TIME AS THE 18 MONTHS PROJECTED. FURTEER, MISSION PO1IGY,....

IS TO USE THE PRIVATE SECTOR WHEREVER POSSIPLE, AS "A-- :•'
 
OF THE EFFORT TO DEVELOP A STRONG PRIVATE SECTOR IN T.".
 
RIEGION. 
CONCERNING FORCE ACCOUNT WITH PROJECT SECTOR OFFICE.S !
 

REITERATE REF (A) PARA 3.A. THAT PROJECT DOES NOT H'V'.
 
THE EXPERIENCE, CAPABILITY OR MANPOWER.,TO -ARPY OUT THIS
 
WORK OR EVEN A PART OF IT SUCCESSFULLY. ENERG.Y SPV" O'
 
CONSTRUCTION WOULD ONLY DEGRADE AND DETRACT FRO1I
 
PROJECT'S'PRIMARY WORK TASKS OF MONTORINI, COLL C'MIC!,. 
ANALYSIS AND DISSEMINATION OF DATA. 

6. USAID WILL KEEP YOU INFORMED.
 

WALKER
 

#1000 

NNNN
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Mislon Comments: Audit of-River Basin Activities ANNEX - 3
 

FACTUAL DISAGREEMENTS
 

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

- The USAID funded OMVS Reorganization Study, including all direct
 
4uotes, should be properly and fully referenced.
 

- The definition of piezometer is inco-rect. Webster's Dictionary
 
defines piezometer as "any of various instruments used in measuring pressure,
 
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 riot eight.
 

- The OHVS Documentation Center - Since this center never benefited from
 
USAID assistance it may be misplaced in an Audit of A.I.D. assistance. In
 
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 truth is that
 
member-states have not totally met their commitments. They still however
 
contribute.
 

\ )
 



Appendix 2 

Pae 26 6of 30 

Mission Comments: Audit of River Base Activjties __ ANNEX- 3.2 

- Reduction of Prolect 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 refers partially to the groundwater 
Monitoring Project and is overstated given the Audit Report's statement thlat 
"USAID/Senegal action to reassess the cost effectiveness of piozometer 
construction addresses the auditors' concern" and the coriunents provided by the 
Mission.
 

- Provision of studies - The Audit Report states or implies in several
 
cases thaL USAID "provided studies to the organizations". We believe that
 
these activities were joint and had significant institution building and
 
training aspects. The Audit Report langunge implies a much more one sided
 
relationship ano "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 increase
 
agricultural production through construction of dams and irrigation projecLs"
 
misses the mark by some degree and is too restrictive. The Mission's views on
 
this are presented in Section II.
 

- OVG 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 AID-financed laboratory." While USAD 
has plans to support this activity, the OMVG project itself has not yet 
committed any funds. 

- OHVS Dam Program - 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. In 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 co:t
 
"about 3 million dollars".
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Mission Comments: Audit of River BasLn_,.ctivitios ANNEX - 3.3 

- Groundwater onitornzProJctPersonnl'r O -brvtions on Mnnr!!_mnt 
The Audit Report mentions that Groundwater Monitoring Project personllnel il 
St.-Louis complained about OMVS management. It remains unclear as to whe:ther 
the Auditors verified the validity of' these complaIntr with O4VS officials. 
In addition, to put things in perspectiv, the Groundwater Monitoring staff 
have been generally outspoken in their praise for the quality of A.I.D. 
management. It remains unclear whether the Auditors. arked the project Istaff 
about A.I.D. management and if they did why it was left out of the report. 

- Impact of CMVS Financial Situation on the Groundwater Monitor'ing 
Project - The Audit Report claims that the financial situation of the OMVS had 
negative impacts on the Groundwater Monitoring Project. While the OMVS has
 
financial problems, USAID believes that those have not. affected project 
implementation to a significant degree to date. For instance while a schedule 
for per diem payments was being developed, significant progress 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 IFB for piezometer
 
construction and training programs were developed and three participants were 
sent to the U.S.
 

- OMVG Planning 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 OMVC a planning advisor, but never did.
 
OMVG went without until 19851 :when A.I.D. provided one." In fact, the UNDP 
provided a water resources planner to the OMVG High Commission from the period 
of late 1982 until fall 1986. The UNDP advisor played a key role, along with 
A.I.D.-funded technicians, in elaborating the OMVC Master Plan and the Revised 
Indicative Plan, two of the principal planning documents generated by the OMVC 
High Commission. 

Acting on a proposal of the Ifid--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 engineer who has
 
served continuously throughout the duration of the 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 ha3 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.
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Mission Conments: Audit of River Basin Activities ANN IX -- 3, 4 

To infer that the planning process wan impeded due to a lack of
 
personnel is to misconstrue one of the central concerns and objectives of the 
A.I.D. project, i.e. the planning methodology itself. The OMVG hna not lackvd 
for planners; it has been hampered instead by a single-purpose approach to 
planning that considers neither the true costs of water developmentL (propo:ir, 
massive subsidization of new water users), nor the need to provide for local 
level involvement in the decision-making process (advocating instead highly 
centralized planning). The Audit Report does not touch on these programmatic 
concerns which are critical to the outcome of the project.
 

- OMVC 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. technical assistance team was on 
the job in mid-1986". Th2 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 to 
better utilize member-states personnel in the mobilization of the iirpact 
studies field work. The revised training plan is reflected in the updatcd 
implenentation plan for the project in Project Paper Amendment No. 2. 
Overall, A.I.D. project management feels 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 dela)s affecting the training plan occurred early
 
in the project due primarily to the fL'ct that project management duties for
 
the project were relocated from OAR/B3njul to AID/Dakar/RBDO in mid-1982. At
 
the same time the OMVG High Commission 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 suggestion of the 
A.I.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 strategies and work plans. As
 
envisioned, the trainees 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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Of the three member--state technicians sponsored by USAID for masi.ers
 

level degree work, all three have successfully completed their degree
 
requirements. Two are already re-installed as active memberv of the P1nnning
 

Unit. The third long-term trainee is scheduled to return Jan. 2, 1987. 1h1::
 

provides for a overlap with the A.I.D. technical advisors of 12 months ranging 
up to 18 months, sufficient time to prepare for the departure of the A.I.D. 

advisors. In addition, because of their on-hands experience with the project 

prior to their departure, their graduate degree research was directed toward!; 
issues of immediate relevance to the OMVG, using data generated by project.
 

activities.
 

A fourth trainee (water planner) has received short term training in
 
water resources project evaluation (l 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 developd
 

by the A.I.D. project. He has also benefited by receiving valuable on the jol,
 

training working along-side the A.I.D.-funded hydrologist.
 

- Institutional Support - A recurrent theme of the RIG audit is that
 

the river basin agencies will have to be reinforced if
member-state support to 

the A.I.D. projects are to be successful, as, for example "A.I.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 narrow 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 water 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 A11T
 

Kekreti Feasibility Study, the Howard Humphries Salt Retention Barrage Study,
 

the Rhine-Ruhr Balingho Feasibility Study, the Poly-TeThna Upper Valley
 
of reference for
Reservoirs Study, in addition to others. OMVG prepared terms 


the above-mentioned studies and reviewed their final reports for presentation
 

to the Council of Ministers and the Heads of State. It would be unrealistic
 

for the OMVG to carry a full-time staff of experts qualified to perform the
 

required studies for a major water resource planning effot, especially
 

considering that, typically, planning for water projects takes decades to
 
accomplish (cf. the Aswan Dam, Hoover Dam, California State Water Project,
 

Cei.tral Arizona Project, the OMVS dams, etc.).
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OMVG's current staff has proven itself adequate to the tarck in 
contracting for and administering the extensive body oJ reportv required for 
the design of the Gambia River Basin development portfoito. All the hnszic 

disciplines necessary for planning are well--repreented within the OMV. 
Consulting firms have performed the major sttidier thus fir, as i,1 app'opriat,, 

for such an planning effort, and OMVG hlas subjected Ltobm to a review ;r'e'";, 

as in the case of the Hember-States Review of the A.1,t).-funded ]mptict 

Studies. As stated previously, it i, A.I.D. project mtriaginentli; po;Itioll 
that OMVG's major institutional wnlrnk ;se lay within its plannin, poiicy. At 
the vame time this creates a major opportunity for the project to d.iionstrate 
the effectiveness of more appropriate and effective planning policies and
 
forestall the adoption of water development plaris which will likely res'uiP " 
major financial burdens for the member--states.
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AUDIT OF AID PARTICIPATION IN
 
SAHEL RIVER BASIN DEVELOPMENT
 

report Distribution 

No. of
 
Copies
 

Director, USAID/Senegal 
 5
 
Director, USAID/Niger 5
 
Assistant Administrator, Bureau for Africa 
 1
 
Assistant to the Administrator for Management 1
 
AFR/CONT 
 5
 
AFR/PD 
 I
 
AFR/SWA 
 2
 
AA/XA 
 2
 
XA/PR 
 I
 
LEG 
 1
 
GC 
 1
 
M/FM/ASD 
 2
 
PPC/CDIE 
 3
 
SAA/S&T/Agriculture 
 1
 
REDSO/WCA 
 1
 
REDSO/WCA/WAAC 
 1
 
USAID/Burkina 
 1
 
USAID/Cape Verde 
 1
 
USAID/Chad 
 1
 
USAID/Ghana 
 1
 
USAID/Guinea 
 1
 
USAID/Guinea-Bissau 
 I
 
USAID/Mali 
 1
 
USAID/Liberia 
 1
 
USAID/Mauritania 
 1
 
USAID/Sierra Leone 
 1
 
USAID/Zaire 
 1
 
USAID/Togo 
 1
 
USAID/Cameroon 
 1
 
USAID/The Gambia 
 1
 
IG 
 1 
Deputy Inspector General I
 
IG/PPO 
 2
 
IG/EMS/C&R 
 12
 
IG/LC 
 1
 
IG/II 
 I
 
RIG/II/Dakar 
 I
 
RIG/A/Washington 
 1 
RIG/A/Cairo 
 1
 
RIG/A/Manila 
 1
 
RIG/A/Singapore 
 1 
RIG/A/Nairobi 
 1 
RIG/A/Tegucigalpa 
 1 
Dir., PSA/Washington (IG) 
 1 


