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UNITED STATES OF AMERICA
AGENCY FOR INTERNATIONAL DEVELOPMENT
OFFICE OF THE REGIONAL INSPECTOR GENERAL FOPR \VEST AFRICA

UNITED STATES ADDRESS INTERNATIONAL ADDPEST
RIG/DAKAR AIG/DAKAR
AGENCY FOR INTERNATIONAL C/o AMERICAN EMBASSY

DEVELOPMENT BP 19 DAKAR SENEGAL
WASHINGTON, DC 20523 July 6, 1987 WEST  AFRICA

MEMORANDUM FOR USA{P/Cameroon Director Jay Johnson
s AT .
FROM: Philip L. Dar?}, Acting RIG/A/Dakar

SUBJECT: Aadit of the Agficultural Education Project
in Cameroon (Audit Report No. 7-631-87-9)

This report presents the results of audit of the
Agricultural Education Project in Camercon, Objectives of
this program results audit were to (1) determine the
project's progress in meeting its objectives and (2)

identify factors restraining satisfactory performance.

Audit results showed that while progress was made
establishing a revised curriculum and administrative
structure, construction delays caused the project to be
almost three years behind schedule. Also restraining

project progress were the lack of (1) an adequate project
implementation schedule and budget, and (2) Government of
Cameroon key project personnel.

The university's academic and administrative structure had
been successfully patterned after the U.S. land grant
university system. A two-year core curriculum of basic
science courses had been developed. Through the efforts of
the university administration and the A.I.D.-funded
technical assistance team, a teaching resources center,
library, and language laboratory were established. However,
USAID/Cameroon had not revised the project implementation
schedule and budget to reflect 1long delays or significant
cost increases, and the host country did not provide key
project personnel.

The report recommends :the Mission update the project
implementation plan and budget and enforce the sections of
the project agreement requiring the Government of Cameroon
to provide key project personnel.

Your comments to the draft report were considered and
changes were made as appropriate. We agreed with your
position that A.I.D. was not responsible for assuring
maintenance of facilities thus far constructed. As a



result, we have deleted the draft audit finding and
recommendation from the report. However, since we are still
concerned about the potential impact of poor maintenance, we
have included the issue as "Other Pertinent Matters" on
page 12.

We did not agree with your comments concerning Mission
compliance with A.I.D. Hondbook guidance on implementation
plans and budgets, or on host government compliance to
provide key project personnel. Audit evidence demonstrated
that actions were still needed to ensure that an adequate
implementation plan and budget were prepared, and that the
host government provide personnel as agreced. We have noted
your actions during and after the audit to update the
project implementation plan and budget, and resolve the
personnel issue. As a result, the two audit recommendations
arc now considered resolved. They can be closed when the
Mission provides adeguate evidence that actions have been
finalized.

Please advise me within 30 days of any additional informa-
tion relating to action taken or planned to implement the
audit recommendations. :

I appreciate the cooperation and courtesy given to my staff
during the audit.



EXECUTIVE SUMMARY

The Agricultural Fducation Project was designed to help the
Government of the Republic of Camerocon bhuild and staff an
agricultural university modeled on  the U.S. land grant
system, This system integrates teaching, rescarch and
extension to provide students with an agricultural education
combining theory and practice. The project was part of an
effort by the United States, Belgium, France and the World
Bank to develop an agricultural institution in Cameroon
which would provide improved knowledge and services +o the
agricultural sector.

The project agrcement was signed on July 15, 1982, with
project completion scheduled for September 30, 1988. The
total cost of the project was estimated at $136 miliion.
A.I.D. funding included about $17 million in grants and

about §26 million in loans to finance (1) U.S. technical
assistance to revise the curriculum and the academic and
administrative structure, (2) construction of teaching
facilities, dormitories, a library, and three research and
demonstration farms, and (3) the education of about 50
faculty members in master's and doctoral programs. The

Government of the Republic of Cameroon and other donors were
to fund the remainder of the costs.

The Office of the Regional Inspector General for Audit, West
Africa, made a program results audit of the project. Audit
objectives were to (1) determine the project's progress in
meeting its objectives and (2) identify factors restraining
satisfactory performance.

While progress was made revising the curriculum and adminis-
trative structure, the project was almost three years behind
schedule because of construction delays, and costs had
increased by about $17 million. Additionally, lack of an
adequate project implementation schedule and budget, and
lack of Government of Cameroon key project personnel
restrained project performance.

The wuniversity's academic and administrative structure had
been successfully patterned after the U.S. land grant
university system. A two-year core curriculum of basic
science courses had been developed. Through the efforts of
the university administration and the A.I.D.~-funded
technical assistance team, a teaching resources center,
library, and language laboratory had been established.

However, USAID/Cameroon had not revised the project
implementation schedule and budget to reflect long delays or
significant cost increases, and the host country did not
provide key project personnel.



A.I.D. Handbook 3 states that when significant delays occur,
project implementation plans and budgets should be revised
so that the Mission can anticipate «c¢ritical activities and
determine what «can be accomplished within new timeframes and

budgets. Project plans and budqgets had not been revisecd
even though the project had expericnced a three-ycar delay
and costs for construction had escalated by 65 percent, from
about $26 million to $43 million. Revisions had not been
made because the Mission did not follow A.I.D. Handbook
guidance. As a result, the Mission lacked adequate
information to determine what could be accomplished with
remaining time and budget. The rceport recommends the

Mission update the project implementation plan and budget.

The grant agreement rcquired the Government of the Republic
of Cameroon to provide employecs for two key positions early
in the project -- a Director of Research and Extension and
an assistant to the U.S. technical assistance team's
Administrative Specialist. At the time of audit, the
grantee had not filled these positions. By not enforcing
the grant agreement, USAID/Came:roon allowed the two
positions to remain vacant for scveral yecars. As a result,
certain project activ cies were not conducted, and the U.S.

technical assists .ce team's Administrative Specialist
position had to be :xtended for 35 months at a cost of about
$132,000. The wudit report recommends the Mission enforce

the project agreement.

In responding to the draft report, USAID/Cameroon disagreed
with the findings. The Mission believed it had complied
with A.I.D. Handbook guidance on updating the implementation
plan ana budget and in ensuring that the host government
provided personnel as necessary. The Mission also took
exception to a draft report finding on maintenance of
facilities and provided additional evidence to show that
A.I.D. was not responsible for assuring adequate
maintenance. In spite of its disagrcement with the report's
issues, the Mission cited specific actions taken to update
plans and budgets and resolve the personnel issue.

The Office of Inspector General considered the management
response and revised the report as appropriate. The audit
clearly demonstrated that the project implementation plan
and budgets were not updated as necessary and that the host
government failed to provide personnel as agreed. Correc-
tive actions outlined by the Mission in its response should
remedy these problems and address the concerns raised by the
audit report's recommendations. The draft audit report
finding and recommendation on maintenance were deleted in
the final report based on information provided by the
Mission. However, the issue of maintenance is discussed as
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"Other Pertinent Matters" on page 12 of this report.
The text of Mission management comments is included as
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AUDIT OF THE AGRICULTURAL EDUCATION
PROJECT IN CAMEROON

PART I - TNTRODUCTION

A. Background

The Agricultural Education Project was designed to help the
Government of the Republic of Cameroon build and staff an
agricultural university modeled on the U.S. land grant
system. This system integrates teaching, research and
extension to provide students with an agricultural education
combining theory and practice. The project was part of an
effort by the United States, Belgium, France and the World
Bank to develop an agri~ultural institution in Cameroon
which would provide improved knowledge and services to the
agricultural sector.

The project agreement was signed on July 15, 1982, for about
$136 million with project completion scheduled for September
30, 1988. A.I.D. funding was approximately $17 million in
grants and $26 million in loans, totaling about $43 million.
The host government and other donors agreed to provide the
balance. As of December 1986, A.I.D. obligations totaled
$36.6 million of which about $7.7 million had been spent.

A.I.D. funding was to finance (1) U.S. technical assistance
to revise the curriculum and the academic and administrative
structure, (2) construction of teaching facilities, dormi-
tories, a library, and three research and demonstration
farms, and (3) education of about 50 faculty members in
master's and doctoral programs.

B. Audit Objectives and Scope

The Office of the Regional Inspector General for Audit, West
Africa, made a program results audit of the project. Audit
objectives were to (1) determine the project's progress in
meeting its objectives and (2) identify factors restraining
satisfactory performance.

The audit was conducted at USAID/Cameroon, the University
Center of Dschang in Cameroon, and at the Regional Economic
Development Service Office, West and Central Africa,
Abidjan, Ivory Coast. Members of the University of Florida
A.I.D.-funded technical assistance team and the University
of Dschang administration were interviewed. Meetings were
held with A.I.D. officials at USAID/Cameroon and the
regional office. Budget presentations and project files
were examined at USAID/Cameroon and at the university site



in western Cameroon. Review of internal administrative
controls and compliance was limited to the issues raised in

this report.

The audit covered project activities from July 1982 through
March 1987 and expenditures of $7.7 million. The audit was
made in accordance with generally accepted government
auditing standards.



AUDIT OF THE AGRICULTURAL EDUCATION
PROJECT IN CAMEROON

PART II - RESULTS OF AUDIT

While progress was made revising the curriculum and
administrative structure, the project was almost thice years
behind schedule because of construction delays, and costs
had increased by about $17 million. Additionally, lack of
an adequate project implementation schedule and budget, and
lack of Government of Cameroon key project personnel
restrained project performance.

The wuniversity's academic and administrative structure had
been successfully patterned af*er the U.S. land grant
university system. A twe-year core curriculum of bhasic
science courscs had been developed. Through the efforts of
the university administration and the A.I.D.-fundecd
technical assistance team, a teaching resources center,
library, and language labcratory had been established.

However, USAID/Cameroon had not revised the project
implementation schedule and budget to reflect long delays or
significant cost increases, and the host country did not
provide key project personnel. The audit report recommends
USAID/Cameroon revise project implementation plans and
budgets, and enforce host government compliance with the
project agreement.



A. Findings_and Recommendations

1. Implementation Plans and Budget Necded To Be Revised

A.T.D. Handbook 3 states that when significant  delays  occur,
project implementation plans  and  budgets should be revisecd
so that the Mission can anticipate c¢ritical activities and
determine what can be accomplished within new timeframes and
budgets. Project plans and budgets had not lbeen revised
even though the project had experienced a threc-year delay
and costs for construction had escalated by 65 percent, . from
about $26 million to $43 million. Revisions had not been
made because the Mission did not follow A.T.D. Handbook
guidance.l As a result, the Mission Jlacked adequate in-
formation to determine what could be accomplished with
remaining time and budget.

Recommendation No. 1

We recommen- the Director, USAlD/Camcroon, update the
project implementation plan and  budget. In doing so, the
Director must::

a. determine the impact of construction delays and budget
shortfalls on curriculum development, teaching, re-
search, and extension at the university;

b. prioritize construction of facilities and negotiate
these changes with the host government;

C. coordinate construction of related facilities with other
donors; and

d. clarify responsibility for site preparation costs, the
provision of utilities, and sewage disposal facilities.

Discussion

A.I.D. Handbook 3 requires that project officers revise
budgets and implementation plans whenever significant delays
occur. Without periodic updates, it is difficult to
determine progress, anticipate problems, or judge what can
be accomplished with the time and budget rcmaining. In line
with Handbook guidance, the project agreecment stresses that
implementation strategies, workplans, and budgets be
reviewed carefully and modified when appropriate. It also
recognizes the interdependence of the various facets of the
project (revised curriculum, academic and administrative
structure, cocnstruction of new facilities and education of
faculty members) in achieving the project's purpose.



By ecarly 1987 the project was almost three years behind
schedule and construction of A.I.D.-financed facilities had
not started. When the audit began in  January 1987 the
Mission had not vrevised project implementation plans  and
budgets, including construction costs. By February 1987 the
Mission obtained a revised construction schedule and new
construction cost estimates. The Mission found that con-
struction could nat be completed until mid-1990 and  that
costs had risen 65 percent, from $26 million in 1982 to $43
million in 1987. To remain within the approved $26 million
budget, the Mission decided that only 8 of the 15 planned
facilities could be built. In March 1987 the Mission
advised A.I.D./W of its plans, extended the project
completion date, and requested an additional $6 million for
the project.

Although it rcviscd the construction schedule and costs, the
Mission still neccded to incorporate the revised construction
cost estimate and schedule into  an coverall project imple-
mentation plan and bulget. The Mission had begun to tackle
some of the problems causced by project delays and funding
shortfalls, but sevcral jssucs still needed to be resolved
before an adcquate project implementation plan and budget
could be prepared. Specifically, the Mission nceded to (1)
consider the impact of construction delays on curriculum
development, teaching, research and extension at the
university, (2) decide what could be constructed with the
available budget and negotiate required changes with the
host government, (3) coordinate the construction of adjacent
facilities with other donors, and (4) clarify responsibility
for site preparation costs, the provision of utilities, and
sewage disposal facilities.

The Project Officer was responsible for overall supervision
of project activitics and should have periodically evaluated
the impact of «cnistruction delays on the overall project
implementation &nd budget. However, the Mission did not
require the Project Officer to reqularly revise overall
project plans and budgets. The fact that responsibility for
project dimplementation was divided between the engineering
staff and the Project Officer created some confusion as to
who was responsible for the revisions.

Without current project implementation plans and budgets,
the Mission lacked adequate information to dctermine what
could be accomplished within the remaining time and budget.
When construction cost estimates finally became available in
February 1987, the Mission was faced with problems it had
not . anticipated. As a result, additional analyses and
negotiations were necessary which could further delay
project implementation and increase costs.



Management Comments

USAID/Cameroon believed it had conplied with Handbook
requirements for construction plan and budget revisions
throughout the life of the project. The Mission argued that
revisions are wuseful only when critical activi:ies can be
anticipated and appropriate steps taken. Generally,
according to the Mission, plans and costs should be updated
at three levels of design development -- sketch submission,
comprehensive preliminary plans and specifications, and
final design plan. Mission officials recognized that
revised estimates were not prepared at certain stages, but
indicated that accurate cost estimates would not have been
possible even if they had.

The Mission suggested the recommendation be closed at report
issuance because of action taken between time of audit and
issuance of the draft audit report, to determine the impact
of construction costs and delays, reach agreement with the
host government, and clarify varicus construction priorities.

Office of Inspector General Comments

Audit evidence does not support the Mission's contention
that adequate plans and budgets had been maintiined
throughout the project. Mission action to revise the
construction budget is a positive step since construction is
a major project component. Hcwever, it 1is only c¢na of
several project activities which need to be reassessed when
major changes occur. For instance, construction delays and
significant cost increases or decreases have an impact on
what the project can achieve in terms of (1) constructing
facilities anad (2) conducting teaching and research
extension activities. When faced with significant delays or
cost increases in one part of project activities, such as
construction, the Mission must consider the impact such
delays have on the rest of the project activities. By doing
this, as the Handbook suggests, the Mission can better
anticipate «critical activities and determine what can be
accomplished.

The Mission's suggestion that construction plans and budget
be revised at certain levels of design development may be
adequate if the project involved construction only. But
this approach does not ensure tkat the impact of delays or
cost increases is considered in the overall decision-making
process in a complex project such as the Agricultural
Education.

Based on Mission action to implement report recommendation
No. 1, the recommendation is considered resolved. It can b=
closed when the Mission provides appropriate evidence that
actions outlined in the recommendation have been implemented.



2. The Host Country Did Not Fill Key Positions

The grant agreement required the Government of the Republic
of Cameroon to provide employees for two key positions early
in the project -- a Director of Research and Extension and
an assistant to the U.S. technical assistance team's
Administrative Specialist. At the time of audit, the
grantee had not filled these positions. By not enforcing
the grant agreement, USAID/Cameroon allowed the two
positions to remain vacant for several ycars. As a result,
certain project activities were not conducted, and the U.S.
technical assistance team's Administrative Specialist
position had to be extended for 35 months at a cost of about
$132,000.

Recommendation No. 2

We recommend that the Director, USAID/Cameroon, enforce the
terms of the project grant agreement and not approve further
extension of U.S. technical assistance positions until
qualified host country personnel are officially appointed.

Discussion

A.I.D. policy emphasizes the need for trained host country
employees who <can ensure the effectiveness of project
activities and the continued viability of the program after
assistance ends. Signed in July 1982, the grant agreement
required the host government to (1) appoint a Director of
Research and Extension to create a program with the help of
U.S. technical assistance, and (2) train an assistant to
work with the technical assistance Administrative Specialist
and to assume that position after 42 months. In March 1987,
almost five years after the project agreement had been
signed, the host government had not filled the two positinns.

The position of Directur of Research and Extension was
important as it encompassed two fundamental requirements for
a land grant wuniversity -~ research and extension. At the
time of audit, the host government had yet to approve and
fill the position as required by the project grant
agreement. The ponsition was to be filled as part of a
revised university administrative structure which could not
be implemented until a Presidential Decree authorizing it
had been issued. In November 1976, an A.I.D. project
evaluation called attention to the problem anrd recommended
timely approval of the university's revised administrative
structure and appointment of the Director of Research and
Extension. As of March 1987, approval had not been obtained.



In responding to the draft report, the Mission stated that a
qualified person had been nominated for the research and
extension position. He had moved to the University and was
working although his nomination would not be official until
the position had bkeen approved by Presidential Decree.
Therefore, the Mission heliecved the university had complied
with the grant agrecment. Furthermore, it did not believe
that project progress was impaired when the director
position was vacant.

The auditors did not consider nomination for the research
and extension position compliance with the grant agreement.
At the time of audit, the nominee was still not working with
the technical assistance team in a director's role, as
expected under the agreement.

Furthermore, the auditors disagreed with the Mission's views
that project progress was not impaired when the director
position was vacant. A November 1986 A.I.D. evaluation
noted that only modest progress had been made in the area of
research, and even less in the area of extension, partially
because research results had not been developed. The
evaluation's ccncerns were echoed by the U.S. technical
assistance Research and Extension Advisor. He stated that
little had been accomplished in promoting project research
and extension since the technical assistance team arrived at
the university four years earlier. He said that without a
host country director, there was no guarantee that the
research journal or experiments he had been working on would
continue when he left.

By not appointing a working Research and Extension Director
for four years, the project 1left it to the technical
assistance team to perform that role. While the host
government's nomination of a director in 1987 is a partial
solution to this problem, it falls short of the expectation
raised in the project paper that the director would be an
integral part of the research and development program for
the project.

At the time of audit, USAID/Cameroon intended to extend the
technical assistance Research and Extension Advisor position
for 26 months. The auditors concluded that without the
official assignment of a host country director to work with
the advisor, there would be 1limited benefit in continuing
A.I.D. funding for this position for another 26 months at an
estimated cost of $230,000.

The wuniversity had also not provided an assistant to the
technical assistance team's Administrative Specialist. The
assistant was to help the team for 42 months, and
then assume the post of Administrative Specialist.



USAID/Cameroon raised this issue with the university
administration in January 1986 and the university provided a
counterpart. However, the counterpart was promoted to
another government post and 1left three weeks later. There
was no evidence further discussions between the Mission and
university had been held. :

At the time of audit, an assistant was still needed,
according to technical assistance team members, especially
when construction began and related procurement activities
increased. The U.S. technical assistance Administrative
Specialist was not replaced with an assistant after 42
months, as called for by the project agreement. Instead, a
35-month extension for the U.S. technical assistance team
position was being proposed by the Mission at a cost of
about $132,000.

In its response to the draft report, the Mission stated that
a decision had been made not to have a Cameroonian
counterpart for the Administrative Specialist. It stated
that the function of this position was to provide logistical
and operational support for the technical assistance team
and once the team departed there would be no further need
for the position. The Mission also indicated that extending
technical assistance for this position would not result in
additional project costs because sufficient funds were
available under the contract between A.I.D. and the
University of Florida.

The auditors contend that if an assistant had been provided
by the host government as planned, and properly trained by
the Administrative Specialist, there likely would have been
little need to extend the Administrative Specialist's
contract for anotner 35 months; therefore, technical
assistance costs could have been reduced.

The ability of the project to meet its long-term objectives
was based on the assumption that host country personnel
would be operating the university's precgrams when the
technical assistance team departed. By not providing key
counterparts for several years, the host government did not
comply with the terms of its agreement with A.I.D., project
activities were impaired, and technical assistance costs
were increased.

Management Comments

The ission disagreed with the finding and believed the
university had complied with the grant agreement provisions
regarding host country personnel.



Office of Inspector General comments

The auditors do not agree with the Mission position. As
noted in the report, the agrecment called for the university
to provide a Rescarch and FExtension Director and an
assistant to the U.S. Administrative Specialist early in the

project. Because required personnel were not provided by
the university, they were not available to the project when
needed. As a result, technical assistance was not as

effective as it could have been and costs were increased.

Based on the Mission's proposed action to finalize the
research and extension position and eliminate the assistant
administrative specialist position, recommendation No. 2 is
considered resolved. It can be <closed when the Mission
provides evidence that a decree has been =signed and the
Research and Extension Director is officially working in
that capacity.

-~ 10 -



B. Compliance and Internal Controls

Compliance

The Government of Cameroon did not comply with the terms of
the grant agreement. Finding Number 2 discusses the
government's need to comply with requirements for host
country counterparts. The audit review of compliance was
limited to the findings presented in this report.

Internal Controls

USAID/Cameroon needed to improve internal controls. Finding
1 discusses the need for Mission management to oversee the
periodic revision of implementation schedules and budgets to
reflect the project's three-year delay and cost increases
during that period. The audit review of internal controls
was limited to the findings presented in this report.

- 11 -



C. Other Pertinent Matters

Operating budgets -- The university's ability to operate and
maintain the campus during the next two years could be
hampered by a 1limited operating budget. As a result of
current economic trends in Cameroon, the government has
adopted a fiscal austerity program, which, according to the
Director of the university, will result in a freeze of the
university's operating budget for the next two to three
years at the present level, Given current inflation rates
and projected cost increases due to the construction of new
facilities, freezing the operating budget would, in effect,
reduce the amount of resources available for the functioning
of the university. Though the audit could not determine the
impact of the austerity plan on the operation of the
university, the Mission should closely monitor the
university's budget to ensure that adequate funding is
available.

Maintenance ~—- Maintenance of existing non-A.I.D.-funded
facilities by the university was poor. The audit found lack
of 1lighting, chronic plumbing problens, backed-up septic
tanks, and unsafe electrical lines. Although the university
seemed to have adequate funds budgeted for maintenance, it
did not bhave a superintendent for maintenance, adequately
trained staff or an effective maintenance plan.

Good maintenance was important to the project; otherwise,
(1) current project activities could be impaired and (2)
maintenance of future A.I.D.~-funded facilities may be
inadequate. The university needs good plans and
well-trained personnel in place when the A.I.D.-funded
construction is completed. The Mission should closely
monitor campus maintenance to ensure that (1) existing
facilities do not unduly deteriorate and (2) a good
maintenance capability is in place. The Mission  has
indicated it had recommended the university hire a
short-term consultant to prepare maintenance plans and
budgets. The auditors agree with this suggestion.

- 12 -



AUDIT OF THE AGRICULTURAL EDUCATION
PROJECT IN CAMEROON

PART III - APPENDICES







URCTA581+1ET Appendix 1

Page 2 of 8

CONSOFTTIUM OF A&F FIEMS UNDER CONTPANT WITP 790 G:C. TUIS
INCLUDET A PRELIMIMATY COST [OTT0/mr TASED ON UNIT QST
PEP SURFACT ARTA 2F TUILs IN'%.  (TFE DRAFT AUDIT FEPOIT ]
IN EFROR TN ITS ASSLZRYION ON P, & WiAT COST PSTINATES
PROUIRED BT AN GCTORER 1432 PIL waKw NOT OBTAINTD.) AT
TTIS POINT, A ON®- 17A‘ CiLAY IN PRE-CONSTRUCTION
ACTIVITIES EAD OCSUYFLI, TiT ESTIVMATLD COST QF
53,682,470 FCFL (DCLS 14,221, 2e0), QLEVES, JAS WkLL
“'”‘IN THI PROJECT COWQTP 'CTICN PUTSTT, AWT TREEPS WAS

TEREF-GHELT NC MRTD 70 2V00% CPNITIUCTION PLAGS.

Y

tn

(2) ”FCICT CLCFONGIBILITIES OF TXZ CONSORTIUY LORE KOT
oCMILLT:Z AT Tok Arb AhL PRC LEVELS DUS %0 {nP COLLAFSE OF
THE CONSOPTIVN AFUED THL DEPAZTURE OF TEEZ ANMEPICAN MTURER
WHICHL WAS PRCVIDING A LEADERSLIP KOLE. HKIPM COST _
ESTIMATES WEICH WERZ TO HAVE BSEYN PhOVIDIZ AT THE #ND OF
TEFE IESICN PHASE COULT THETETOR®Z MNT RE MADL., THIS EVERT
WAS CONPLETELY BTYOADT 07K CONTRCL OF USAID/C AND THE 2RC
ANT CAUSEL »aAJO® RELAYS TO THRE CONS™RUCTION SCEERDNLE. NO
AVOUNT OF SCo2BDULE OR COST UPLDLTES WCULD EAVo PRRVENTED OF
CORPRPECTET TYEL SITUATICN.

(7) DFSISN STUDITS RVSOMAD IN TARNTET IN FARLY 1085 yITH
TRE GR( A?POIN?I“F A RZPLACEMINT YOR THE AMERICAN FIENM,
THIS FFFORT HAD TA-IN & ITAZ T0 COMPLITE TEk MISSIOA
PEVISET ™rZ (APeT2ul?10) SCEETULE AT TH! S POINT 1IN MpY
1665, ANT CORTRARY TO Tk STATEMENT IN TrE Drrk" RELPORT,
WAS VFLL EYAPE QF TPE DRFFECT OF INFLAYIOK VIS—~£-V1S THF
RISING DOLLAR, AT TeIS TIMrv, THE PATE OF TiE ,kuL, S8
S2¢ YOFA/DOLLAR, #5ICH $AS 4N APPENCILTION OF 1uv¢ P*rwaT
FROM ThL PATZ OF 250 FCFA/LOLLA® USET FOR TEC IHITIAL
EUDCET ?STIMA“?S, AND CoMPOUNTED INFLATICNARY 10SS DUE TO
TELAY WAS 2IPPROIIVATELY 24 PRERCENYT. ALTHOUGY THET PROJECT
S TMC ?TA (S ﬁr-IhD B ‘”D”LF, COSG CERE STILL WalL
MTTELS PETOLUDRYTES AMOTINT, JID/C TIDONOT KGERT OO . T
N% RLvIc: Pth'pUL“IOA PLANS AT TEIS PO’hT, NCZ ™WCULT SUCE
PIENS =pVE RIEN OF ANY COMNSHQUENCE AS FURTo:E DESIGN WORk
FAL K0T YZT TALEIN PLACE UPON WHICH [0 »ASE HIVISED
FSTIMATES.

4) IN TECIVET® 1635 AND EARLY 1G98, DISCUSSIONS WLRE
REID UITE TPY OGFC RIGAPIING TR SINTE FIVE-YEAT FlpN sOE
1€8€-1€S1, AN ANALYSIS OF THE CONSTRUCTION 8UTZTT 5T 70LS
2€ MILTION SEOWED & LOCAL CLEFONCY 2UDGEFT 77 1.0 211L110N
BT
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“CFA AT THR "ATE Td¥N IN EFFECT OF 492 FCFA/DOLLAR. T2IS
AVOUNT WAS SU¥FICIENT TO PERFORM PLANNED CONSTRUCTIAY ==y
COMPAFED TO AN UPDATE OF COSTS RASET ON SURFAGT ARTAS
(SSTIMATID COSTS 200,000 M2 X 200,77 UCA/MD ELE
RILLION FCFA). ThE DRAFT RITORT CN P. © ATTRIBUTES TO THE
ASSISTANT GENERAL ENGIM .FRING CNFICXE (AGEQ) ThHE STATEMENT
THAT REVISIONS "0 THE CONSTRUCTION BUDG AT COULS NOT FAVE
BEFN MEDT UTTHOUT COST WSTINATES ¥POY ThE ALE FIR™. TiE
ASEQ’S STETTYNT WAS MISUNDERSTOOD. HE DIC NOT STATF TRAT
NO COST ESTIMATI'™ COUTT BE WALT EUT Tr AT TrE ACCUTACY OF
SOCE CCST RSTIMeTRS ¥ I7TD 2AVE BTEN JUB3TIONABLE AS Ts55Y
WOULT hAVE PEEN BASED OWLY 7n A SUF<ACF Aih GALCUTLATION.
TEFRE ARE MANY ADDITIONAL FACIDZ3 741 CONTRIBUTE 0 CCST
ESTIMATES, THE MOST IMPORTA ST OF wRICT IS QU&NTITIES, SUCH
AS VOLUME OF EARTHWOR{S, VOLUME OF POCK CSY¥C4AVATION ANT
REINFORCING STEEL, SPECIAL CONCHETE MIX&S DUF 0 SEISMIC
CONSITERATIONS, AS LLSIGN FLANS 4AD NOT BEEN COVZTETET,
SUCH DETAILED AND ACCHEATE FSTIMATES WERE NOT PUSSIALE.

(5) IN “EPTEMEER 1995, A CONTRACY ¥AS SIGNED 70R] THE
CEVRLCEMINT I A MASTER FLAN FOR THE CEMPUS walnu §AS
AESOLUTELY ESSTNTIAT “TFORE PECOCEEDING #URTHLR wINE TET
TESIGN OF THE AID-FINANCIT BUILLINGS. UNTIL T23 MASTE:
PLAN WAS DEVELGPED, NC REVISICZHN OF COSY AND PLAY RSTINATES
COULT HAVE BEEN MAIE.

(f) THE DOLLAR PECLINED RAPIDLY LATE IN 1€:7 Trv aoe
FCFA TO Z@¢ FCFA, AT WAICH TIME USAID/C EEVISE. ITS
IMPLEMEN TATICN PLANS AND EBUDGETS. AT THIS TINE, URE FINAT
DZSIGNS YERE BEING COMFLETED (NGYVENMBER 198€), AND Ths
MISSIOn WAS AWAITING ¥IRM COST FSTIMATES FRONM THE ASE
CCNSULTANTS BLSTD ON CUANTITIES ANT ACTUAL wOR+s UNITS TO
PEVIFW AND RRVIST 2UCSZT AND CONSTRUCTION PLANS AS
MECESSARY. THESL PLANS UWICTZ FECEIVED XY USAII/C IN EA:LY
FYBRUAPT 1867, AnD EY © % 707 20 PUIIUARY, TET MISSIOL EAT
WOPKET OUT A REVISEI. CONSTRUCTIN “TAN ThsT DID WNOT
ATVFRSELY AFFECT THE INTEGRITY OF 777 =" CJICT. NEITFFRE
USAID/C NOK FINANCIAL ENPERTS COULD EAVE PRECIZTFD TEHIG
PAPIT LECLINE IN THE XATE OF TBE IOLLAR WEICH CAUSET €ueh
A DPAMATIC CONSTRUCTICN COST INCEEASE., hO#RVEZ, USeIT/C
TOSZONPET CUICKLY BY RIZVISING CONSTREUCTION PLANS A'D
PUTGCTT . CONTRARY TO T DAAZT &UZIT FELCRT’S
ASSERTION, TAIS REVISIOy DID NOT FURTFTR PELAY
CONSTFNCTIOMN K0~ CATSE 00STS CF TOLS 20,27, PID 10WTE,
TRIS DOLS 229,€4Z COST #£S OBTAINED BY TEL AULSITORS FiOM 2
MISREATING OF A MARCE 1287 YAQINTE CARLE wHICH STATET
QUOTE WE HAVE ESTIMATYED THLT IF TLE GONPFAST SISNING IS
PUSHEL EACN BXYOND SEPTENDBER, FACH NCNT3 DFLAY Fach 9EAT
POINT WILL Al'v TOLS. 249,08 TEF NONT. T2 "0NSyricTIG
CONTRACT COSTS UNQUJTT. AS IT IS5 NOT YET SFr?ir 2 R 18&7,
THIS TOLS 200,088/MONTH HAS NOT COME INTO PLAY. IN
ADDITIGON, PROGRESS IN IMPLEMXINTATION OF CONSTEUCTION
ACTIVITIES 1S NOVING AMEAS SHOOTHLY wITE THFE TANGEP LATE
OF SEFT¥M3:ZR 1987 WELL WITEIN REACH.

C

THE AROVE DISCUSSIOM CLEARLY SHOWS USAID/C ADECUATELY
REVISED CONSTRUCTICN PTANS ANT BUDGETS AT ALL CRITICAL
PRASES OF PRECONSTRUCTICKN ACFIVITIES. ADDITIORALLY, TRE

L]
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RCPORT S CLAIM TFAT USAID/C CAUSED CONSTRUCTION DELAYS ANT
%;EF%Q%%Q COSTS IS COMPLETELY UNFOUNDED AND UNSUPPORTED kY

THE DRAFT AUDIT RVPORT RECOMMENDED FOUK ACTIONS ¥ &

USAIT/C TO TAXE Tn PEVISE PROJECT IMPLEMENTATION PLANS.
TRIS FEFPORT #AS ISSUED AFTET ACTIONS HAD ALRZADY BEEN
TAKFN BY USAID/C ON TEEIR O IYITIATIVE WHEN FPINAL DES1GN
PTANS ©RECAM® AVAILAPL: IN PERRUARY 1557, TLEST PLANS
RNABLED USAID/C TO COMPIFTY TFF PRECONSTEJICTINN DHAST AND
YAXE TIMYLY REVISIONS IM CONSTRUCTICN CreTe 2w

SCHEDULES., Ta?® FULIOWI*G ACTIONS VERS Aok, &MCsC

OTHE®S, TO REVISE PFOJECT IMPLEMENTATION PLANS ANT BUZIGETS:

(1) PEITFRMINR THE IMPACT OF CONSTRUCTION DELAYS AND
RULGET SHORTFALLS ON CURRICULUM CEVELOPMENT, TEACEING,
PESEARCH, AND FXT7W3ION AT THE UNIVEPRSITY,

THE CONSTRUCTION DELAYS EAT NO INMPACT ON THE
INSTITUTIONALIZATION OX USD, TXZ MAIN OBJECTIVE OF TiF
PFOJFCT. THE MANTATE OF THE UNIVFREITY OF FLORIDA TEAM
WAS TO DEVELOP UCD INTO AN AGRICULTURE UNIVIESITY MODELED
ON TRE AMFRICAN LAND GRANT AGRICULTURAL UNIVHFSITY SYSTM
WITH CAPABILITIES IV ASTICULTURAL TRAINING, hISZAPCY, ANT
EXTENSION, SUBSTANTIAL STFPS HAVE BZEN TAREN TO REVISE
nm

F4En
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THF ACAD®MIC AND ADMINISTRATIVFE STRUCTIRT (¥ Tup
UNIVERSITY GCENTEW™, REVISE IYS CURRICULUM, "PATATT THE
FACULTY AND DEVELOP STAFF CAFADPILITIES, AND INITITUIF AN
INTEE=LISCIPLINARY KESEARCH AND CEVELOPMENT PrOG2gy rITE
LINKAGFS WITH OTHER AGKNCIES. TZE THRESHOLD FYALUATION
CONCLUCED THAT THE INSTITU™IONALIZATION OF UCT wAS wrLl
ADVANCLI., ADDITIONALLY, T,AROPATORY EOJIPMENT, LIBIARY
HOLDINGS, AND OTHSR MAT:RIALS “AVE BLIN ASOUIF:Ey ANZ
INSTALLET IN EYISTING #ACILITIES. NETITHEP TZACFING NOX
PESFARCH/EXTENSIGON wAS TMPALED EY TAT DOTAY IN
CONSTRUCTION,

BUDGET SWORTFALLS HAVE OCCUERED ONLY IN THT LOAN-FINANCED
CONSTRUCTION COMPONENT. NO BUDGET SHOPTFALLS EAVE
OCCURRED IN ANY GRANT-FUNDED ELEMENTS, INCLUDING THE
UNIVERSITY OF FLORIDA CONTRACT, NOR IN THF LOAN=FINANCEFL®
CCMMCDITIES,

(2) PPIORITIZE CONSTRUGCTION OF FACILITIES AND NEGOTIATE
TAFSE CEANGES #I17Y THAY rOST GCVIRNMENT

UPON TEE COMPLETION OF Td& MASTER PLAN, BUILDING DzSIGNS,
AND SOIL SUEVEYS RY FIRIGARY 19£7, USAID RIVISED TiE
CONSTRUCTION PLAN AND BULGET, PRINRNITIZED CONSTRICTION
ITEMS, AND REACIED AGIEIZMUNT 4179 TEE 53¢ CONCTHMING THOLTR
ITEMS IN EAPLY MARCY 1€287, PRIOR TO TLE DEPARTURT 07 THE
AUCIT TEAM.

(2) CCOPDINATE CONSTRUCTION OF RELLTED fACIZITILS WITe
OTHXR CONORS

THE TBRD PORTICN OF ThE CONSTEUCTION ACTIVITILS IS
CONCLUTLET, LEAVING THE BCLGIANS AS THYE ONLY REMAINING
NONCF WITE WHOMY TC CCOORIINATT, ma%lp CONTFIZUTICN O QuE
TECENICAL BLOC4 I3 VEiY SNALL CONMEAKED S1TH THZ
CONTPIBUTIONS OF THE IEPD, USAID, AND THC &P°C, THE
MISSION WAS COUMUNIZATED WITY TET RESGIANS ON VA I0US
OCCASIONS; HOWEVER, IN TET ABSENCE OF A BELGIAN
ARCHITECTURAL/ENGINEERING REPRFSENTATIVE IN CAMEROON, IT
CAMNC™ EOLT MEANINGFUL TAL<S YITH TET TITQIANS CONCERNING
TEFTR CONSTEUCTION ACTIVITIES, TEX CITE PRITLRATION IS
FONCAMENTAL FOR BEGINGIAG CONSTRUCTION ACTIVITILS. THUS,
TFE MISSION ANT) TEE GRC FAVE TEZTCOMINER™ quem TRTY WIll
PROCEED #ITY THZ NEMLISAEY FXCAVATICNS FCX CONSTFUCTION
SINCE THE BFLGIAN CONSTRUCTION IS INDEPENDECNT OF THESE
ACTIVITIFS, ONCE A& BRLGIAN A/E REPRESENTATIVE HAS ARRIVED
IN CAMEROON, CLOSE COORDINATION WILL TAiE PLACZ.,

(4) CLARIFY RESPONSIBILITY FOR SITE PLEFARATION COSTS,
THE PROVISION OF UTILITICS, AND SEWAGE DISPOSAL FACILITIES

RESPONSIBILITIES HAVE PEEN CLARIFIED. A4S AGREED BETWTEN
USAIL/C AND TEE GRC, AID WILL FINANCE 79 PEFCENT OF: THE
ENTIRE SITE PREPARATION COST, AND THE GRC WILL PROVIDZ THE
- REMAINTER. AS CALLED FOR IN THE PROJECT AGREEMENT, THE
GRC WILL PROVIDE ELECTRICITY, WATER, TALEPHLONE, AND OTHER
FACILITIECS. SEPTIC TAN<S FOR THE RUILTINGS WILL
SUBSTITUTE FOR A SEWAGE TREATMENT PLANT UNTIJ, TEE LATTER
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CAN BE CONSTRNUCTED.

AS USAID/C EAD TA.EN ALL ACTIQONC REQUIRE™ =y
RECOMMENDATION NO. 1 PRIOR TO T.% ISSUANCE OF THE FEPORT
AND ON ITS OWN INITIATIVZ, THIS RECOMMENTATION SEOULD BE
CLOSED,

IT, WOST COUNTPY AS NOT MEZETING PROJECT NELIGATIONS
THE TFART FEPOT®T STATES AC
i3 3

USAIT/CAMEROON QUCT: WN:IgR
SRANT AGREENINT 1

PECOMMENTATION ¥, o Tuam
cE T1: TERMS OF TLE PROJECT

A. NOT APPROVING FURTHER LXTENSION OF TECHENICAL
ASSISTANCE UNTIL OUALIFIED COUNTERPART PERSONNEL ARE
APPOINTED; AND

B. DESIGNING A YEARLY MAINTENANCE PLAN, ASSUPING T:E
SUPERINTFNDENT OF MAINTFNANCE IS HIRED ANT TRAINED
MAINTENACE PERSONNZI ARE IN PLACE, ANI DCVELOPING 2
MBINTFNANCE PLAN FOR TINIVIRSI™Y FACILITITS, END QUOTE,

USAIT/C MAINTAINS IT &pS COMPLETELY COMPLIZD ¥ITE GRAWT
AGREEMENT PROVISIONS kX84 RDING COUNTIR¥AETS AND

BT
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MAINTFNANCE,
A. COUNTERPARTS

USAIL/C AND THE UCD EECC3NIZE TEE IMPORTANCEL OF BAVING
TRAINEL CAMEROONIANS READY TO ASSUME THE FUNCTIONS OF THE
UNIVERSITY OF FLO#IDA 5ECrwICAL ASSISTANTS WLiN THEY
PEPART, THE MISSION FAS LONG 3FEEN CONCERNFD «#1TH ThIS
MATTFR, CONTRARY TO THE RZPOPT’S ASSERTION OF P. 14 TFAT
QUOTF TRE MISSION FAS NOT STRISSED TYF NERED Fo&
COUNTERPARTS., END (UOTE. THPOUGHCUT TET LITE 0F TU:¢
PROJECT, USAID/C ZAS PURSUEL THIS ISSUE #ITE Ugl JFFICIALS,

TEF DPAFT AUDIT R®PORT NAMES TWO POSITIONS FOR wtICh
COUNTERPARTS HAVE NOT BZEN APPOINTED--A CIRECTOR OF
RESEARCH AND EXTENSION ANT AN ASSISTANT TO THE
ADMINISTRATIVE SPECIALIST-~ANT IMPLIES TEAT THE UCD AND
USAIT/C BAVE NOT BEEN ACTIVE IN FINDING INDIVIDUALS TO
FILL THESE POSITIONS., THIS IMPLICATION IS UNFOUNDED, AS
CONSIDERABLE STEPS [AVE BEEN TALEN BY ROTH PAETIES. A
QUALIFIED INDIVYDUAL EAS BEEN NOMINATED FPOR TUE PESEARCH
AND EYTENSION POSITION. ALTHGUGH FI3 KOMIKATION Hi3 NOT
YET BEEN MADE OFFICIAL PEMDIMG A TECELE ¥20M TUur
PRESIDENT, EE EAS MOVED TO Tor UCD AND IS 4ORaING IN T=IS
CAPACITY. REGARCING THE ADYINISTRATIVE SP¥CILLIET, TH:
DECISION BAS BEEN MADE NOT ™0 EAVE £ CANMiROONIAN
COUNTERPART. TFE PUNCTION CF THIS POSITION I3 TC PROVILCT
LOGISTICAT ANM OPERATIONAL SUPPORT FOR TEZ U.F. TEAM, AND
ONCx THF TECHNICAL ASSISTANCE TEAM DiPaRTS, TikR: ¥ILL BL
NO FU®TEL® NEEL FO® TEE POSITIO%. FROJECT LYPTRISLCE ©AS
PRCVFN TEF EFFECTIVENZISS OF cAVING A MEMBER OF Tax U.f.
TEAY AS ADMINISTRATIVE SPECIALIST.

TRE RFPORT CRITICIZES USAID/C’S PPOPOSAL TO EXTEND THEST
TWO POSITIONS AND FUETHEER CLAIMS TEAT COSTS IKCRTASCT BV
AT LFAST DOLS C(€2,0vl BouCAUSE O: 7213 DECISIGK. TuiSe
POSITIONS WERE EXTENLED EEYONC THL THRMS ¥HICH HA™ RIRN
CETERMINED APPEOPEIATT IN Ti3i PROJECT J4SICHN PsiSk PrIOT
TC THF BEGINNING OF THE PROJECT. USAIL/C IS REVISING 1TS
IMPLEMENTATION PLANS ANT RUTGETS BASEL ON PRESENT
CIRCUMSTANCES. THE LAC* OF CAMERCONIAN COUNTLZPAZTS sCP
THESE TWO POSITIONS IN THE PAST IS NOT THE REASON TOR 1EE
EXTENSION OF TAESE POSITIONS. TEE ADMINISTRATIVE
SPECIALIST IS PRRING EXTENDFD EFCAUSE OF To7 °TCISIGN TO
RETAIN TEIS POSITION AS PAPT 03 TEZ J.F. T04%. Gal
RESEARCE AND EXTENSION POSITION IS S%ING EXTENDID NOT SO
THAT TRAINING CAN BE PROVITEL TO THE CANMEROONIAN
COUN™WRPART BUT TO WORK FURTHER TOWARD ACCO“PLIZEING TxiE
FUNCTIONS OF TRIS POSITION AS STATED IN ™47 2panm '
AGREEMENT, WHICH INCLUDL PLANNIKG OF SCYINAPRS AND
IN-SERVICE TRAINING PROGKAMS, PLANNING AND COORDINATION OF
AN INTERDISCIPLINARY APPROACE TO AGRICULTURAL PROBLEMS,
AND DEVELOPING A SYSTEM TO INTEGRATE FARM MANAGEZMENT AND
RESOU%CES WITH RESEARCH AND TEACHING SCHEDULES., THZ
COUNTERPART CURRENTLY WORKING IN TEIS POSITION IS NOT 1IN
NEED OF TRAINING PROM THE TECEMICAL ASSISTANT, AS H¥ HAS
EXTENSIVE EXPERIENCE AS THE DIRCCTOE OF RESEARCH AT A
RESTARCE STATION IN CAMEEOON.
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TRE FXTENSION OF THESE TWO ZOSITIONS #ILL BE MADE WITE NO
TNCRFASTD COSTS TO THEY PPOJEGT. TEXSE POSITIONS ARE
FUNCED UNDER Tal UNIVERSITY OF FLOKIDA CONTRACT w:lCH
CONTAINS SUFFICIENT™ FUNDS FOR CONTINTENCIES ANT
FITXIBILITY AMONG BUDGET LINE ITEMNS TO PROVIDE FOR T/ES
EXTENSIONS AT NO INCRCASE IN COST. WHEN LONG-TDR™
TPCINTCAL ASSISTANCE CONTRACTS AFRY SISNED, TLEKE AFL
ALWAYS VARTATIONS {AT* IN TEVILS OF TFFOET, LXNGTH 4nD
NUMBE® OF TECSNICAL ASSISTANCE PCSITIONS, COST ESTIMATES
ETC. USAIT/C AND THE UNIYERSIT! OF FLOVIDA FAVE BEZ™N Ad
TO0 PEVISE THZ IMPLENMENTATION PLANG WITEIN THED ORISINAT
CCNTRACT AMOUNT,

ES ]

’
LY

USAIT/C MAINTAINS TEAT THE ISSUE OF APPOINTING
COUNTEKPARTS FOR THE DIRECTOR OF RESEARCH AND FYTENSION
ANT THE ADMINISTRAIVE SPECIALIST HAS BEEN ADEQUATLLY
ADDRFSSED, ADDITIC* ALLY, THE AUDITORS’ CLAIM THAT TEE
COUNTERPAFT ISSUE INPAIEED PROJECT EXFECTIVENESS AND
CURTAILED PROJECT ACTIVITIES IS COMPLETELY #ITHOUT BASIS.

DELETED

INFORMATION NO LONGER PERTINENT
TO REPORT CONTENT
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AUDIT OF THE AGRICULTURAL EDUCATION
PROJECT IN CAMEROON

Report Distribution

No. of
Copies

Director, USAID/Cameroon
Assistant Administrator, Bureau for Africa
Assistant to the Administrator for Management
AFR/CONT

AFR/PD

AFR/CCWA

AFR/PD/CCWA

AA/XA

XA/PR

LEG

GC

M/FM/ASD

PPC/CDIE

SAA/S&T/Agriculture
REDSO/WCA

REDSO/WCA/WAAC

USAID/Burkina

USAID/Cape Verde

USAID/Chad

USAID/Ghana

USAID/Guinea
USAID/Guinea-Bissau
USAID/Liberia

USAID/Mali

USAID/Mauritania

USAID/Niger

USAID/Senegal

USAID/Sierra Leone

USAID/The Gambia

USAID/Togo

USAID/Zaire

IG

Deputy Inspector General
I1G/PPO

IG/EMS/C&R 1
IG/LC

AIG/I1

RIG/I1/Dakar
RIG/A/Washington

RIG/A/Cairo

RIG/A/Manila

RIG/A/Singapore
RIG/A/Nairobi
RIG/A/Tegucigalpa

Director, PSA/Washington (IG)
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