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FINANCIAL MANAGEMENT ASSESSMENT
 

EAST AND SOUTHERN AFRICA
 

EXECUTIVE SUMMARY
 

To meet the expanding financial management workload in East and
 

Southern Africa we propose:
 

(1) the provision of five more Controller personnel in
 

the two sub-regions,
 

(2) a tilt toward decentralization of services where
 

appropos,
 

(3) not to establish an RFMC for Southern Africa at
 

this time, and
 

(4) refinement of RFMC organizational structure in
 

line with USAID/Kenya needs.
 

We have made nine recommendations as a result of this
 

assessment.
 

Background
 

We have reviewed the financial management requirements tor tast
 

and Southern Africa and the effectiveness of the Regional
 

Financial Management Center (RFMC/Nairobi) in its role as a
 

principal financial management advisor for the region. RFMC was
 

established in 1982 with automation equipment for operating the
 

Agency' new Mission Accounting and Control System (MACS). RFMC
 

is responible for providing the full range of controller
 

services to Kenya and six major non-controller posts, services
 

as necessary to seven other non-controller posts presently with
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very small programs and recording and reporting of accounting
 

transactions for five controller posts.
 

The Office of the Regional Inspector General in Nairobi con­

ducted an audit of RFMC earlier in 1984. They found that
 

althouplh RFMC has the system to provide the financial manage­

ment services needed, they lack the resources to fully meet 

their obligations. The RFlC workload has expanded since 1982 

by (1) a 35% increase in fiscal activity, (2) new programs in
 

Madgascar, Mozambique, S. Africa, and most recently in Ethiopia
 

and (3) expansion of financial analysis tequirements to meet
 

government-wide directives.
 

Current Situation
 

Our discussions with the AID principal officers and their
 

staffs throughout East and Southern Africa, and examination and
 

analysis of available statistics, substantiated that RFMC does
 

not presently have the capacity to meet all of the financial
 

management requirement!, of their clients. At the same time the
 

persons interviewed considered RFMC leadership to be qualified
 

and to have demonstrated a sustained high level of effort.
 

Numerous operational and staffing problems, in addition to the
 

workload expansion, contribute to this disparity between effort
 

and results. However, we believe the major problems are:
 

-Generally programs of the magnitude and complexity to
 

require five or so USDH personnel on-site generate almost
 

daily operational financial management issues. Sometimes
 

the non-controller personnel may not be aware problems
 

exist.
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-Communicat ions even In East and Southern Africa ca have 

serious lapses, particularly If one must to some degree 

rely on the State Department pouch system. For example, we 

estimate that more than 50% of the elapsed time fGr voucher 

processing and 
payment of'invoices involves 
transit time.
 

-RFMC does not have AID-experienced FSN accountants to
 

handle their regional client's 
accounts and they are 
con­

strained by the Ambassador from recruiting TCNc, 
who would
 

perform mid-level supervisory functions and 
from contract­

ing for a long term PSC AID experienced trainer for upgrad­

ing the FSN staff. The 
average AID experience of the FSN
 

accountants is two
only years.
 

We found that the 
eight resident Controller Offices have the
 

necessary resources and far
as as 
we could determine are meet­

ing the existing 
financial management responsibilities in their
 

respective 
countries. However, the RFMC/Nairobi support capa­

city for their programs should be 
improved.
 

Automation
 

The Kenya Complex is the secofd 
largest automation field site
 

in the Agency with one Office Information System (OIS), 
fifteen
 

Personal Computers (PC), 
one VS-1O0 minicomputer and 
one Word
 

Processor (WP-25). At nine 
other field sites in East and
 

Southern Africa there 
are one OIS, 26 PC and 
three WP-5. In
 

addition the sub-regions have on order two 
VS-100 minicomputers
 

for Sudan and 
30 other pieces of automation equipment.
 

Present usage of this automation equipment include word 
proces­

sing, the Mission Accounting and 
Control System, Participant
 

-iv­



Training System, Disbursement Authorization ( DATIE.L) , Prnjec t 

Report ing Sys tem, Glossaries Payt rack Sys tem and a Personnel 

Management System. On the basis of equipment and system 

end-o f-year process ing, we observedperformance during heavy 

that additional applications could be installed on the 

equipment at the Kenya Complex without seriously degrading per­

automation opportunities that
formance. There are many more 


could be undertaken to more fully utilize 
extant word proces­

sing, data processing and tele-processing capabilities as well
 

as the potential exists for de-scoping MACS to facilitate
 

installation at Missions. These possibilities will continue to
 

be a part of the on-going dialogue between IRM, the Bureau,
 

RFMC, FM and the Missions.
 

Conc lusions
 

Our assessment does not support another RFMC for Southern
 

Africa. Rather we propose that the four additional Controller
 

personnel required for establishing another RFMC could be
 

better deployed at three posts without USDH Controllers in
 

residence but with sizeable programs requiring frequent
 

Controller support, i.e., Malawi, Rwanda and Zambia. A
 

financial analyst and an accountant are also required for
 

RFMC/Nairobi.
 

The Bureau and RFMC should assure 
that the FSN training re­

quirements are met expeditiously through an institutional con­

tract as the PSC approach foundered.
 

We have recommended that the RFMC Deputy Director position and
 

appropriate staff responsible for financial management for
 

USAID/Kenya be officially reassigned ani tje incumbent report
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to the USAID Director. In making this organizational refine­

ment the joint servicing of voucher certificat -on and data pro­

cessing of accounting transactions should not be forfieted. It 

provides for an economx of scale. 

The Bureau should be alert to the dynamics of programs in East 

and Southern Africa as it pertains to on-site financial manage­

ment needs, particularly as the programs build up in Mozambique 

and possibly Ethiopia and Namibia.
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FINANCIAL MANAGE, T ASSESSMENT
 

EAST ANID SOUTHERN AFRICA
 

7. BACKGROUND
 

The Regional Financial Management Center (RFMC) was established
 

in 1982 as a major expansion of the East Africa Accounting
 

Center (EAAC). EAAC was established in 1911 and initially 

provided accounting services to six AID programs in eastern 

Africa, I.e., Kenya, Uganda, Tanzania and Ethiopia as well as 

the residual activities at that time of AID in Somalia and
 

Rwanda. The financial management responsibilities for EAAC
 

were In addition to the regular controller responsibilites for
 

USAID/Kenya and included maintaining official accounting
 

records, arranging for check payments through Regional Admin­

istrative Management Center(RAMC)/Paris and preparing the
 

necessary financial reports 
for the client offices. By 1981
 

EAAC had u;;panded to providing a variety of financial manage­

ment services for AID programs in 18 countries in East and
 

Southern Africa. 
 In 1981 the AA/Africa authorized an evalua­

tion of EAAC operations. 
 As a result of this evaluation the
 

Regional Financial Management Center (RFMC) emerged, with com­

puter equipment for operating the Agency's 
new Mission Account­

ing and Control System (MACS), an increase in personnel and an
 

organizational change separating EAAC/RFMC from USAID/Kenya to
 

better balance client servicing.
 

RFMC now provides (a) the full range of controller functions to
 

Kenya and six major non-controller posts (Zambia, Malawi,
 

Rwanda, Burundi, Uganda and Djibouti) and (b) services as
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necessary to seven other non-controller posts (Ethiopia, 

Madagascar, Mauri tits, Seychelles, Comoros , Mozam bique and S. 

Africa), and (c) recording and reporting of accounting transac­

tions for five controller posts, (Sudan, Tanzania, Zimbabwe, 

Lesotho and Swaziland). toRFMC does not provide any services 

the controller posts 
of Somalia or Botswana.
 

Functionally, 
 RFMC is divided into four branches: (a) the 

Kenya Complex Brano-h serving USAID/Kenya, Regional Economic
 

Development Services Office/East and 
Southern Africa
 

(REDSO/ESA), Regional Inspector General 
(RIG), Regional Housing
 

(RHUDO), and Regional Financial Management Center (RFMC); (b) 

the Regional Branch serving client posts outside of 
Kenya; (c)
 

the Fiscal Management Branch which 
prepares and processes
 

vouchers for USAID/Kenya and non-controller posts; (d) the
 

Data Management 
Branch which controls and provides data proces­

sing services. Deputy Directors 
are in charge of the Kenya
 

Complex, Fiscal Management and Regional Branches with Data
 

Management and overall responsibility for RFMC operations under
 

the purview of the RFMC Director. 

Since 1982 RFMC efforts were concentrated on:
 

-converting of manually maintained financial accounts to
 

the fully automated Mission Accounting Control qvstem
 

(MACS).
 

-developing data management operations 
including organiza­

tion and acquisition of equipment.
 

-improving certification and 
payment of vouchers.
 

-restructuring the organization to meet the
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responsibilities of the client posts in East and Southern 

Africa and the Kenya Complex. 

-hiring and training of FSN professional employees. 

-improving communications with client posts. 

-creating an initial financial analysis capability on the 

FSN staff.
 

-training of FSN financial personnel employed by client
 

posts .
 

RFMC accounting and 
 fiscal support has enabled the resident
 

controller staffs in the sub-regions to remain at minimum
 

levels, except for the large programs in Sudan and Somalia.
 

The Office of the Regional Inspector General in Nairobi (RIG)
 

conducted an audit of RFMC operations in 1984. They found that
 

although RFMC has the system 
to provide the financial manage­

ment service3 needed they lack the resources to fully meet
 

their obligations. RFMC is being delegated 
more responsibility 

because of various requirements being imposed from Washington, 

i.e., financial management requirements em:nating from the 

Federal Managers Financial Management Integrity Act, OMB 

Circular A-123, the Prompt Pay Act and Reform 88 initiatives.
 

In addition they have increased workload 
from their present
 

client posts and 
new AID programs opening in Mozambique,
 

Madagascar and S. 
Africa with pirhaps Ethiopia and Namibia not
 

far behind. 
 RFMC is unable to respond to this increased work­

load because of personnel restrictions imposed by the ceilings
 

and by the Ambassador. As a result,
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RFMC cav ,t meet all of these additional responsibilities, such 

as generiI assessments of host country project accounting cap­

ability, Alsion vulnerability assessments and performing finan­

cial analysis of project implementaticLa fer the non-controller 

posts. The RIG/Nairobi draft audit repunL recommends that the 

"AA/AFR, M/FM, In conjunction with RFMC develop a plan as to 

where RFMC is going, what services it should provide and to 

whom the services will be provided taking into consideration 

staffing limitations, controller resources in the region, and
 

the cost of travel." 
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FINANCIAl MANAG EMEI:N ASSESSMENT 

EAST AND SOUTH ERN AFRICA 

II. Scope of Task 

The purpose of this asnessment is to evaluate (a) the financial 

management requlremne ' s for East and Southern Africa , and (b) 

the effectiveness of -he KFMC/Nairobi in its role as a 

principal financial hinagement advisor for the region. 

The team evaluated the financial management requirements of the 

region in two broad categories: (a) processing vouchers for
 

payment, accounting, reporting and budgeting; and (b) all other
 

financial management services. The team reviewed the present
 

organizational structure and functions of RFHC to determine if
 

other organizational arrangements or methods of delivering
 

financial management assistance to the region coulJ he more
 

efficient and cost effective. We analyzed such organizational
 

alternatives including costs and manpower requirements. We
 

have evaluated the non-fiscal functions normally included in
 

financial management, including those initiatives emanating
 

from OMB Circular A-123. Our assessment included a review of
 

the acqounting and reporting systems and the processing system
 

for vouchers. We investigated the existing automation and
 

communication facilities in the region to determine the
 

reasonableness of establishing another RFMC for the region.
 

In\':onducting this assessment we interviewed AID officers from
 

every client post, except Madagascar, and travelled to seven
 

major posts in the two sub-regions. We examined the records
 

and reports of RFMC and client posts and solicited written
 

replies to specific questions on a selective basis.
 

II-1
 



FINANCIAL MANAGEMENT ASSESSMENT 

EAST AND SOUTIIIIERN AFRICA 

III, FINANCIAL MANAGEMENT RI}S"P0OtITIES - AND REESOURCES 

to the country 	programs in EastRFMC financial 	services 

is outlined below. Attachment A- and _B

and Southern Africa 


in
 
outlines these responsibilities and the Controller staffs 

For the RFMC concept toeach post respectively. 


work the resident Controllers 


residence at 


must share the resaonsibilit
 

timliness of
 
with RFMC (Controller in assuring the accuracy and 

with

the reports. The RFMC guidelines and procedures developed 


the resident controllers 
are to be issued soon and will
 

These guidelines 
will codify existing
facilitate this effort. 


to one document the information
memoranda and cables and reduce 


formats provided at training seminars.
and 


For convenience we have separated the 19 programs in East and
 

into five groups depending upon the of
source

Southern Africa 


financial management services, 
as follows:
 

of the USDH financial management services
I.RFMC provides all 


where there are to
I 7 USDH 
for the following country programs 


(non-controller) personnel: 

CATEGORY (a
EAST AFRICA CATEGORY (a) SOUTHERN AFRICA 


Malawi 
 II
III
Burundi 


I
Zambia
III
Djibouti 


IV
 

II
 

Madagascar 


Rwanda 


Uganda II
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2. RFMC provides all of the financ il management services to 

four programs where no USDII personnel are in residence in the 

host country as follows: 

EAST 	AFRICA CATEGORY (a)
 

Comoros IV
 

Mauritius IV 

Seychelles IV
 

Ethiopia IV (3 USDH positions approved on 11/8/84)
 

3. RFMC provides data processing for the official accounting
 

records and for accounting reports for the following posts with
 

a resident USD1 Controller:
 

EAST AFRICA CATEGORY (a) SOUTIIEN AFRICA CATEGORY (a) 

Kenya I Lesotho II 

Sudan I Mozambique IV (c) 

Tanzania III S. Africa IV (c) 

Swaziland III
 

Zimbabwe I
 

The resident Controllers provide all other financial services
 

except as noted in footnote (c).
 

4. RFMC provides no financial management services to the
 

following programs as the resident Controller maintains the
 

accounts and provides all of the financial management services:
 

EAST AFRICA CATEGORY (a) SOUITHERN AFRICA CATEGORY (a)
 

Somalia I Botswana II
 

5. RFMC also provides financial services as required for
 

Southern Africa regional programs and the Kenya "Complex"
 

entities: REDSO/ESA, RHUDO, RIG, and RFMC, as well as for any
 

residual 
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financial requirements for OSARAC and Ethiopia. 

FOOTNOTES : 

(a) The category indicated reflects the four levels of 

program volume as determined by a 1984 Burena study. The 

larger programs were assigned to Category I, etc. 

(b) AID/W recently granted approval for Sudan to process 

their own data and m intain their accounts due to serious 

communication difficulties between Nairobi and Khartoumn.
 

Zimbabwe has requested to do the same.
 

Financial management (non-fiscal) responsibilities
 

recently assigned to USAID/Swaziland Controller.
 

The foregoing raises the question of consistency as to the,
 

criteria for determining assignment to and responsibilities for
 

(c) 


a particular post or program. It would appear to be based upon
 

the field principal officer's decision as to the relative need
 

skill on his staff. Does this decentralization
for Controller 


render AID vulnerable to internal control
of decision making 


lapse? We will address this issue later in the report in
 

Section IX.
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FINANCIAL MANAGEMENT ASSESSMENT 

EAST AND SOUTIIERN A'RG[CA 

IV. FIIANCIAL MANAGE ME'NT WORKIOAD 

The primary financial management responsibilities are (1) 

accounting and reporting, (2) certification and payment of 

vouchers, (3) financial analysis and (4) data management 

services. 

1. Accounting and reporting for programs in East and Southern
 

Africa involve 1l billion of active accounts, over 300 active
 

projects and RFMC accounts for 6900 transactions monthly. RFMC
 

provides the accounting and reporting services for all of the 

programs in East and Southern Africa except for Botswana and 

Somalia. Attachment -C presents the RFMC workload by country 

for the twelve months ending June 1984. While this RFMC function 

is one that is readily adaptable to centralized data processing,
 

the project reporting to date has generated controversary among 

the client posts relative to the inaccuracy of the reports. See 

Section VII on interviews. However, we believe that the present
 

product of the automated MACS is a significant improvement over 

the NCR/Burroughs system reports. During the period of 

conversion to MACS the errors have steadily declined. The 

procedures have evolved over the past two years and RFMC is now 

in the process of codifying them. We believe that the accounting
 

and reporting problems are manageable.
 

Our assessment is that where we have resident Controllers at post
 

the staffing is adequate to meeL the financial management
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workload. llowever , additional Controller effort needs to be 

applied in the i of vulnerability assessments of project 

implementat ion a;. Mission operations. 

does -FC have the USDII, TCN, or AID experienced
not pre;ent ly 


FSN staff to provide the full range of financial management
 

services required, particularly with respect to the six
 

non-controller posts with annual programs of 5-i0 million plus.
 

For RFMC to make the progress to date in installing MACS and
 

developing it to fully operational status is a testimony to the
 

present outstanding financial management leadership at RFMC and
 

their dedicated hard work. The number of transactions RFMC
 

processed with the MACS system per month have varied widely
 

during the past year because of the phased conversion from the
 

old NCR system to automation and Controller posts have begun
 

coding transactions. This has resulted in a corresponding
 

reduction of FSN overtime and permitted the individual
 

accountants to TDY at client posts to resolve outstanding issues
 

or to address other areas of immediate concern.
 

At the current levels it appears that the FSN staff and the Data
 

Management Systems staff can adequately take care of the work.
 

However, due to the limited AID experience of the FSNs more
 

training is essential. We do believe that the Budget and
 

Accounting Officer has more than he can reasonably get done.
 

This is so because of the limited capabilities of the FSN staff,
 

the large number of clients and the long distances involved. An
 

additional B & A Officer is required under the present workload.
 

The withdrawl of Sudan and possibly Zimbabwe should result in
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for the FSN staff, a saving of 2 FSN 
some workload reduc t ions 

be offset
 
at RFMC. The related supervisory time will 

positions 

other activities that have 
by their becoming more involved with 

the past. Our discussions with
 
had to be largely ignored in 


indicated 
that they believe quality and
 
supervisiory staff have 


to bc done
 
of the work should be improved, more needs 
timeliness 


of projects and 
in the area of accruals, financial analysis 

and Mission
 country implementing agencies
analysis of host 


vulnerability assessments. 

seven posts in East and
in residence at 

Southern Africa certifXyand process vouchers for p!ayment covering 
2. The Controllers 

country programs. RFMC performs this function for the 

for Kenya Complex. The Kenya 

their 

other eleven programs and the 

of the voucher workload per
 
Complex programs represent 57% 


This voucher function is a tremendous 
workload
 
attachmentD 
. 

to meet the requirements of the 
for RFMC making it difficult 

prompt payment act.
 

been receiving approximately 900 vouchers per month for
 
RFMC has 


This voucher rocessing workload
 
the past several months. 


than from a monthly averageofapproximately
increased more 35% 


of 1982. Attachment _E-. 
650 during the 4thquarter 


RFMC voucher tracking system 
indicated 
that
 

On October 4 the 


on hand. An analysis of the due
 
476 unpaid vouchers
there were 


or 19% are past
 
dates for payment of the vouchers indicate 91 


due.
 
due. The majority of these are less than 10 days past 


30 days past the RFMC
 
there are eleven that are more than
However 


past due vouchers relate
date. Many of the

established payment 


vouchers, missing documents, lack of
 
to improperly filed 
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admin is t ra t ive a pp rova 1lad the t ime required to resolv, these 

questions at long distance. These are matters that would be 

resolved expeditiously at the traditional resident Controller 

post. 11oweve r , wi th the ItFMC ci ient work load compou nded by the 

time required for communicat ions, the payment dead lines are not 

always met.
 

The following table ages 
the past due vouchers by voucher 

examiner: 

Voucher With ill 

Exam- Payment ---------Days Past The Due Date 

iner Total Due Date 1/10 11/20 21/30 31/40 41/50 51/60 Over6l 

BKG 30 16 4 2 2 1 4 0 1 

DGN 38 31 5 0 0 1 1 0 0 

GKN 148 105 39 0 2 1 1 0 0 

GPD 8 8 0 0 0 0 0 0 0 

JMO 67 65 1 1 0 0 0 0 0 

MP 79 71 1 7 0 0 0 0 0 

PMK 19 16 2 1 0 0 0 0 0 

SAF 28 22 4 1 0 1 0 0 0 

SM M 59 51 7 0 1 0 _0 _0 0 

476 385 63 12 5 4 6 0 1 

A review of the vouchers that have 
not been paid within
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the due date showed tile fol lowing by country: 

Days P-a t The Due a tt­

1/10 11/20 21/30 31/40 41/50 51/60 Over6l 

Burundi 3 1 1 2 

Djibouti 1 1
 

Kenya 3 2
 

Malawi 7 1
 

REDSO/ESA 4 6 3 1
 

Rwanda 15 2 1 2
 

Uganda 5 1 1
 

Zambia 25 1 1
 

63 12 5 4 6 0
 

We have averaged tile number of vouchers processed by each 

examiner over the past six months. Based on this average the
 

backlog of vouchers in terms of work days is shown by the
 

following table.
 

EXAMINERS 

BKG DGN GKN GPD JMO MP PMK SAF SMM 

Vouchers on hand 30 38 148 8 67 79 19 28 59 

Ave.no. of vouch­

ers per month 80 84 96 36 130 159 76 79 86
 

Months of backlog .37 .45 1.54. .22 .48 .50 .25 .35 .69
 

Tile work load with the exception of two examiners is a half 

month or less. The number of vouchers processed by the 

examiner with the largest percentage back log has increased
 

significantly in the past three months. If the average of this 

period is used, his back log would be reduced to 96% of one
 

month.
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on the average vouchers processed by each examiner, the 

and possibly a realignment of 

Based 


increased speed of the one examiner 

duties, RFMC should be able to reduce the voucher backlog by 

expect improvement in 

by client posts, thus facilitating RFMC 

modest amounts each month. One can aiso 

preparation of vouchers 

work. If Controllers are added to two or three posts and the 

related voucher workload is assumed by these posts the RFMC 

to stay current on all payments.
voucher unit should be able 

analysis workload is not so readily
 

of this workload is presented
 

3. The financial 


quantifiable. However, some measure 


in attachment F. The Bureau Submission for FY 86 reflects 158
 

active major projects in East and Southern Africa programs. RFMC
 

is responsible for the financial analysis covering 60 (38%) of 

these active projects and the eight country resident controller
 

staffs provide the financial management for the balance, or 98
 

(62%) of these projects. However, RFMC is only able 
to meet
 

about 10 % of this financial analysis workload. New projects
 

proposed for FY 
85-86 requiring financial management support
 

during the next two fiscal years in the sub-regions total 32,
 

RFMC having financial analysis responsibilities for 15 projects
 

and the resident controllers have 17.
 

This work for new and on-going projects regularly includes
 

reviewing the methods of implementation and financing procedures,
 

defining the financial management and internal control
 

in the
requirements, reviewing existing accounting systems 


implementing agencies, designing accounting systems, 
providing or
 

arranging for financial management training, monitoring and
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modifying the financial systems and working with project managers 

in resolution of implementation problems. 

The Federal Managers' Financial Integrity Act of 1982 and OMB
 

Circular A-123 require action at each management unit level in
 

the Agency in accessing the internal control systems covering
 

their operations. RFMC and the resident controller staffs for 

East and Southern Africa have an extensivv workload in carrying 

out the Agency guidance for implementing theso government-wide 

directives.
 

RFMC should be giving more attention to budgeting of Operating 

Expenses at non-Controller posts. We recognize that personnel at
 

posts, usually the Management Officer where there is not a 

Controller at post, must take primary responsibility for
 

preparation of the Operating Expense budget. 
 However,
 

organizational responsibility and good internal control require
 

that the responsible Controller, in this instance RFMC, should
 

review the propriety of the budget estimates and assist in
 

monitoring its implementation. RFMC has not had available staff
 

time to devote to this area of financial management.
 

Further, there is eitimated to be about $290 million of 

counterart funds to be generated from FY 85-86 ESF funds in the
 

two sub-regions. Agency policy is leaning away 
from budget
 

attribution and toward AID programming and monitoring the use of
 

these funds. The additional financial management workyears to
 

implement the Agency policy effectively are significant.
 

4. Data management issues are discussed in the Section VI 
of this
 

report.
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FINANCIAL MANAGEMENT ASSESSMENT:
 

EAST AND SOUTHERN AFRICA
 

V. USAID/KENYA CONTIROLLE.R
 

The organizational pattern of RFMC should be refined to
 

recognize the required financial management support of one of 

the larger AID programs in Africa, i.e., USAID/Kenya. The 

present structure could result in a conflict between the 

USAID/Kenya Director and RFMC Director in setting work
 

priorities if the individual continues to "wear two hats",
 

i.e., USAID/Kenya Controller and Deputy Director of RFMC. In 

particular the USAtD/Kenya Director wants to assure financial
 

analysis of the existing programs through a Controller directly
 

responsible to his office. Further, the controller workload
 

will be increased as the Mission is planning on projectizing
 

substantial sums of cokinterpart funds which require accounting
 

controls and monitoring. This reorganization will relieve the
 

Director of RFMC from involvement in USAID/Kenya operational
 

contriller problems.
 

PROPOSAL
 

1. The Controller and a core staff would report directly to
 

the USAID/Kenya Director. Accordingly, the USAID/Kenya
 

Director would assign work priorities to the Controller and
 

prepare his EER. 

a. The Controller would be responsible for financial
 

management of USAID/Kenya projects and activities. The
 

Controller function for REDSO and RFMC would be retained by
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RFNC. Accounting for the RIIUDO and RIG activities might 

logically be assigned to the USAID/Kenya Controller. 

b. The FSN staff concerned with accounting, analysis, 

and direct support to USAID/Kenya would be transferred to 

USAID/Kenya. This would entail approximately 7 positions. 

c. The USAID/Kenya Controller would not serve as Acting 

Director of RFMC/Nairobi in view of his responsibilities for 

USAID/Kenya, i.e., he would not be designated as Deputy 

Director of RFMC, but as USAID/Kenya Controller. 

2. USALD/Kenya Controller would continue to occupy office
 

space within and work collegially with RFMC, to assure an
 

"economy 
of scale" with respect to common services where
 

feasible.
 

3. RFMC would continue to provide the data processing support 

of USAID/Kenya. 

NOTE: Before this reallignment can be effected USAID/Kenya 

Controller would require a ceiling of three, one USDH budget 

and accounting officer to be "contributed" to RFMC/Nairobi for 

supervising voucher processing and other integrated fiscal 

functions. This resource is approximately commensurate with 

workload attribution. USAID/Kenya also should add one PSC 

professional Kenya finaacial analyst to their Controller 

staff. 
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EAST AND SOIUTIIERN AFRICA 

VI, AUITOMATION AND TEIECO.MUNICATIONS 

The Regional Financial Management Center is considered to be 

the second largest automation field-site of the Agency, 

The RFNC s current equipment 

FINANCIAL MANAC'MNT 

surpasssed only by USAID Cairo. 

an installed Wang VS-100 Minicomputerconfiguration consists of 

and an advanced Office Information S)'stems OIS-140 and their 

processor System-25 is
related peripherals. An older Wang word 


being used by two regional offices located in a separate
 

building. 

this time the equipment arrangement supports 60 workstations
At 


and printers, which are distributed throughout the Kenya 

are also on order toComplex. More workstations and printers 

use
fill the need expressed for more automation coverage and by
 

approximately fifteen Microcomputersthe staff. Additionally, 

of the Apple, IBM, Radio Shack and Wang variety are also 

and being used in the various offices, and there areinstalled 

numerous privately owned microcomputers in use by the staff. 

Control Systems (MACS) is'currently
The Mission Accounting and 


installed on the minicomputer which provides accounting and
 

nineteen field-sites on the RFMC
data-processing support to 

installed equipment. This activity represents the foremost 

workload on the equipment. In adddition to processing the 

are used extensively
field-site data, the accounting reports 


for conducting financial analysis of project and program 

the RFMC and REDSO staffs.
activity by 
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The staff members have received word-processing and
 

microcomputer training from au tomat ion trainers, under contract 

with RFMC or supplied from the marketplace, including from the 

Wang vendor. These training matc ials were considered to be 

very useful and many of the staff were taking advanced courses 

to better utilize automation tools. In some cases, such
 

training led to the development of small ad hoc applications 

which were considered to be productive to the various offices. 

The local Wang vendor has been providing good support and 

maintenance service to the Kenya Complex's equipment. While 

good service was not always the case, after many requests for 

service were responded to in only a partial manner, the RFMC 

staff have now managed to improve the vendor support situation
 

by establishing regularized meetings and seeking the help of 

Wang Europe when necessary.
 

Observations of system response time for MACS transactions
 

during heavy end-of-year processing revealed an excess systems
 

capacity that could be used for additional applications. This
 

could be done without seriously degrading equipment performance.
 

Thus, the currently installed equipment should be able to
 

sustain the addition or withdrawal of field-sites with minor
 

impact on system resources. RFlC therefore has the flexibility
 

to undertake different scenarios for the future, with respect
 

to MACS and also with respect to the addition of "other"
 

applications. At this time there are a few new applications
 

being considered for development and installation on the
 

equipment, such as a Personnel System; however, most
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applications were small in size. 

eI-nt:
S Vs.,t ells MIan11agem, 


The RFMC's technical staff is comprised of one systems manager, 

one systems/analyst, one programmer/analyst, 10 operators and 

support personnel who are involved in providing information 

systems service and guidance to users of the current 

applications and equipment. These individuals are also 

involved to an extent in the planning, development, and 

implementation of newer applications. An IRM Staff person on 

assignment to RFMC is the Chief Systems Manager on site. As 

the bulk of his time is devoted to the MACS processing 

activities in support of the 17 field-sites, it is necessary to 

staff this growing operation with a second positiQn (PSC 

incumbent) to better accommodate the rapid growth in using 

automation in Kenya and particularly in the region. This 

growth is mostly associated with microcomputers. 

Microcomputer Act ivitl: 

The current interest in the use of Microcomputer Technology has
 

takeu hold in a very accelerated and positive way in the Kenya
 

Complex. RFMC can and should take the lead in further
 

sponsoring the continued progress in the area with the
 

development of small useful applications. At present, there is
 

significant effort occurring in the areas of inventory control,
 

spreadsheet modeling, and project analyses which needs to be
 

further encouraged. Discussions were furthered with respect to
 

possibly undertaking a field-developed non-expendable-property
 

control system, which is of interest to both Washington and the
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USAIDs. 

In this respect, discussions have also occurred concerning 

de-scoping the MACS system sufficiently to operate on a 

microcomputer which would be of particular benefit to the 

smaller USAIDs for their accounting. These discussions should 

continue and be an extension of the progress indicated by those 

field controllers who have already attempted it. 

Standards: 

Automation standards and techniques of proper use have been 

sponsored by the mission's technical staff (and where 

necessary, by the v2ndor), which have been especially helpful 

to woed-processing users. 

Software Cleiringhouse: 

Additional attention should be given to providing some of the 

mission's software to the AID/W centralized software repository 

for dissemination to other sites which could have a need for 

such programs. In particular, reference is made to the Project 

Workload Scheduling system, which has definite potential for
 

such use.
 

Telecommunications:
 

Telecommunications services are only a possible hope for the
 

future for providing relief for the RFMC financial
 

data-processing workload. Presently, most telecommunications
 

are not encouraged by the local Postal Services in the region.
 

However, at least one site (Swaziland) has recently deregulated
 

teleprocesssing allowing for market-place initiatives for
 

communications, and the SAID has purchased communications
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e qu ipmemn t. 

Plans should bc undertaken to modify MACS to accept 

batdh-teleprocessing of input data, which is not possible now. 

In addition, interactive tele-processing should also be 

accommodated within MACS for those sites which will have 

suitable communications in the future. 

1hus, communications testing can continue to occur in the 

region in coordination with the AID/W high-speed teleprocessing 

program associated with the State Department. The first site 

to attempt these communications might be Mbabane since they 

will soon have the appropriate modems and equipment, followed 

perhaps by Lilongwe, which is a current State 

tele-communications relay swation. 

While it is expected that telecommunications is achievable in
 

the future and would be o! advantage to the missions, for MACS 

and for financial data-processing, in addition to improving the 

transmission of other mission cables and documents, the steps 

associated with implementing such a single-station capability
 

or even a network would be the subject of the current study
 

occurring in AID/W.
 

CURRENT AUTOMATION USAGE BY STAFF:
 

1. 	Word Prores ing:
 

Currently An the USAID there are 42 workstations and 18
 

printers, which are being used extensively on a daily
 

basis, including on an overtime and weekend basis. 24 of
 

42 workstations and 16 of 18 printers are used primarily
 

for word processing. RFMC uses 18 workstations and 2
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printers in support of MACS. The word-processing users 

have access to printers and terminals and also to their 

archiving units to service their archiving and retrieval 

needs. The following is the distribution of workstations 

and printers by uffice dedicated to word processing: 

WORD PROCESSING 

Workstations Printers 

REDSO/ESA: 7 4
 

Regional Housing and Urban Development: 1 1
 

Regional Inspector General Office: 
 2 1
 

USAID/Kenya : 
 10 5
 

Regional Financial Management Center: 4 5
 

Total for Word Processing 24 16
 

2. 	Mission Accounting and Control System: 

The financial data-processing uf project and O.E. mission 

accounts in support of 
the region's controller and non
 

controller posts.
 

3. Participant TrainingSystem:
 

The tracking of participants throughout their various
 

stages of training.
 

4. 	Disbursement Authorization System:
 

The automated payment by RAMC/Paris of vouchers certified
 

At post. This system is called Disbursement and Accounting
 

by Telegram (DATEL).
 

5. Workload Reporting SysLem: 

The scheduling of TDYs for AID staff assigned to regional 

offices and staff resources required by client posts and
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AID/W. 

6. 	 (;lossaries: 

The use of glossaries undertaken by various offices withini 

the mission including procedures for producing contract 

forms, invoices, cables, and travel authorizations, and 

more are scheduled for development when terminal access 

permits . 

7. Pay track_S _stem:
 

The 	 tracking of payment status of vouchers processed 

through RFMC and RAMC/Paris. 

8. Personnel Management System: 

The 	management of personnel information and generating
 

local and AID/ personnel reports. 

FUTURE PROSPECTS FOR AUTOMATION:. 

RFMC, the Kenya Complex and other USAIDs in the area are
 

presently using computers to their own advantage, but these
 

efforts are really in the formative stages of what is possible
 

with the equipment and software available for use. In a very
 

real sense there are many more automation opportunities that
 

could be undertaken for the missions to more fully utilize
 

extant word-processing, data-processing, and tele-processing
 

capabilities.
 

The smaller missions are just now receiving automation support
 

mostly microcomputers, and the other sites have office
 

information systems, both of which while productive, also have
 

limitations. The micros are limited in their ability to
 

concurrently share access to documents for joint review or
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modific'htion, while the office systems are limited in their 

ahi1 ty to use the more advanced software offerings now 

available. Also, where appropos, some sites can now take 

advantage of the lower costs associated with the minicomputers, 

thereby having fully-capable devices for all types of 

processing. 

In the near term, plans to further adapt to these new 

technologies and capabilities can be the subject of discussion
 

between IRM, thc Bureau, the RFMC, FM and the missions. In 

these discussions, the focus would be to permit: (1) better 

access to financial accounting through MACS; (2) more access to 

and use of remote tele-processing financial transactions
 

between the source, the certifier, the payer and the payee; (3) 

increased use of 'shared-logic' machines for the smaller sites; 

and (4) increased attention to 'project-management' and
 

'portfolio analysis' 
applications.
 

Importantly, and fortunately, the costs for acquiring computer
 

equipment has dropped, to the point where the smallest
 

minicomputer suitable for MACS costs approximately $65,000 for
 

a starter configuration. A moderate configuration would cost
 

in the neighborhood of $100,000. Detailed pricing on a
 

specific case basis can be obtained from IRM.
 

Additionally, support services wopld be necessary for all
 

sites, which would include the costs associated with staffing
 

(technical systems personnel), electrical po.er stabilizing
 

equipment (battery-packs and voltage regulators), environmental
 

conditioning (cooling and dust-proofing), and assorted
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logistical cons iderat ions (equipment maintenance , vendor 

support, and spare parts), and tra ining (in systems uses, in 

applications, and in new software). Also, estimated costs of 

init ial equipment ins tal lat ion and annual maintenance could be 

factored into a 'total' price for any site. 

For those sites which already have some equipment, upgiLades can
 

possibly be considered "partially complete" since the installed 

devices (such as printers and terminals) may constitute a
 

portion of the newer configuration. Thus, costs could be less
 

in some instances.
 

These technical and cost considerations could be detailed for
 

possible Southern Regional Financial Management Center or
 

data-processing site if necessary, although other programmatic
 

and policy matters would be prior determinants.
 

Of particular concern is the staffing and technical management
 

needed to insure proper operational success for mission
 

automation. The difference between providing sufficient
 

technical manage'ment resident at a site (and backed-up from
 

regional support) is the difference of 'just limping along'
 

compared to gaining a more full and complete level of coverage
 

from the automation capabilities at hand. In most cases, the
 

installation of a minicomputer would require the assignment of
 

a fully qualified technical specialist to manage and direct the
 

automation effort. For those sites implementing sophisticated
 

computer applications (such as MACS) or providing support
 

services to 'other' sites, there would be a need for more than
 

a single technical staff member to accomplish operational
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sUCCeSS. 

Tile benefits of automat ion to the RFMIC , to its supported 

missions, and to those missions and offices "going it alone" in 

the region, can be extended to a large extent. In large 

measure the acquiring of these benefits depends on the 

at tent ion devoted to expand ing and re fin ing the current base of 

installed equipment, the introduction of important new 

applications, and the integration of the newer technologies. 

Finally, as the technology is pointed toward providing for more 

pci onal use of automation, it is recommended that the 

p:ofessional-workstation capabilities be of primary concern 

when the missions are looking to the future.
 

Automation at Posts Other Than Ke na 

At the time of our review nine posts in East and Southern
 

Africa had automated equipment installed and running. This
 

included twenty six personal computers, one Office Information
 

System (OIS) and three W-5 staid alone word processors. The
 

team visited six of these locations and found that the
 

equipment was being used almost continuously during office
 

hours and to some extent after hours and on weekends.
 

An OIS and four personal computers have arrived in Somalia but
 

have not yet been installed. There is now on order two Wang
 

VS-100s for Sudan, a Wang VS-45 for Zimbabwe and twenty
 

personal computers for various posts.
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FINANCIAL MANA EENT ASSE' SSME NT 

EAST AND SOUTHERN AFRIRCA 

VII. TRAVEL 

The RFMC staff has not been able to travel as much as they 

would have liked to, because of the press of doing the
 

accounting and reporting functions for client posts and travel 

limitations imposed by AID/W. The operational travel budget
 

for FY85 and 86 includes funds for the same level of travel as 

was performed in FY84. In FY84 there were 24 trips for a total 

of 171 days to the Controller posts. These trips were 

primarily for training the client post's staffs in coding input 

into MACS system and t.o reconcile accounts. This work is now 

completed and should not require further travel to the 

controller posts. In fact, we would propose that future travel 

for controller posts should be primarily their staff coming to 

Nairobi. This will free up a considerable amount of time to 

cover non controller posts for both fiscal and non-fiscal 

requirements. In FY84 there were 28 trips covering a total of 

141 days to the non controller posts. Current estimates 

indicate that RFMC is only providing about 10% of the 

non-fiscal workload at the non-controller posts. Since the 

RFMC staff will be able to almost double the travel to these 

posts, there should be a significant increase in non-fiscal 

coverage. However, RFMC has only limited financial analyst 

staff to perform these tasks short of the Director and Deputy 

Director of RFMC. They can not handle the full financial 

analysis workload for the non-controller posts in East and
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Southern Africa. The present B&A officer likewise is qualified 

to do this work, but he is presently trying to do the work of 

two 	 people. This assumes no changes in the staffing of those 

posts that do not have a controller. 

We 	 are of the opinion that each of the non controller posts 

need financial management inputs more often than quarterly. If 

hi-	 monthly visits were the rule, RFMC Nairobi staff would need 

to 	travel approximately fifty per cent more than they now are.
 

However, with the assignment of controllers in Rwanda, Malawi
 

and 	 Zambia, travel to the non controller posts would represent 

only a modest increase over current travel plans. Attachment G 

sets forth flight frequencies for travel to and from Nairobi 

and 	for travel from an RFMC in Southern Africa.
 

If 	we assume that three new controller posts or an
 

RFMC/Southern Africa (the latter we are not proposing, but 

"what if") is established and non cont ller posts are visted 

bi-monthly the combined RFMC staffs will be able to save only 

modest amounts of travel funds. However, there will be several 

real benefits to the RFMC's and the client missions. Some of
 

these are:
 

I. 	 The workload of RFMC Nairobi will be reduced to
 

manageable levels.
 

2. 	 Clients will be nearer the accounting center.
 

3. 	 Communications between RFMC and the clients in the
 

south will be improved.
 

4. 	 Southern Africa client access to RFMC/SA via
 

telecommunications probably is not too far off.
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FINANCIA. MANAGEMENT ASSES SMENT 

EAST AND SOULT1E RN AFRICA 

VI II SUMMARY OF INTE RV[i NWS 

The assessment team interviewed more than 60 AID personnel 

representing 17 offices throughout East and Southern Africa
 

during the course of this review. (Attachment H) We talked
 

with all of the Principal AID Officers in East and Southern 

Africa, except for the USAID/Sudan Director who was represented 

by a member on the assessment team. While the views expressed 

by these individuals were far ranging, as to be expected, there 

were some consistent themes, summarized as follows: 

1. The interviewees felt that the RFMC leadership was
 

professionally qualified and nearly universally believe that
 

RFMC has demonstrated a sustained level of effort in trying to
 

make the regional financial management system work
 

effectively. The one exception involved the perceived over
 

sophistication of MACS and the attendent procedures. However,
 

MACS is an AID worldwide sytem accepted by OMB and GAO so we do
 

not believe the "clock will be turned back" on this matter.
 

Although, further study by FM and IRM may lead to some
 

simplifications of MACS to accommodate automation programs.
 

2.The efforts by RFMC and client post personnel has led
 

generally to steadily improving services over the past two
 

years. The detailed project accounting records have required
 

considerable work by both RFMC and client personnel to effect
 

reconciliation and develop a point of departure for accurate
 

reporting on the financial status of each project. This
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critical task is essen tially completed. The tra ining of FSNs 

at RFMC and at client posts is extensive, constructive and 

continuing. The inc reased number of TDYs to c 1ient posts over 

the past two years is favorably reconguized. 

3. Nevertheless, the interviewees unanimously, including 

RFMC, felt that RFMC does not presently have the capacity to 

meet all of their clients' financial management requirements. 

Inherent in this problem is the expanding workload of existing 

and new country programs along with existing contraints not 

readily subject to resolution. Some of the operational 

problems contributing to the situation include: 

- - Many of the problems may be better understood if you 

contrast the RFMC operations serving 19 programs by "remote 

control" with the traditional missions having an on-site
 

controller. In the latter instance the controller ils part
 

of the senior management team, with their attendent full
 

support. As such, he is associated with the country 

program from inception, i.e., ABS, PID, PP, PILS, and in 

addition is afforded the opportunity to develop working 

relationships with project managers and host country 

officials. lie is routinely a part of the on-line mission 

clearance process as opposed to RFMC frequently having to 

be in opposition on an issue almost after-the-fact. Hence 

it is to a degree a matter of timing of communications as 

well as the volume of communications from the several
 

clients.
 

- - for non-controller posts the payment of vendors
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frequently takes two months lapse time from receipt of 

invoice until receipt of check from RAMC Paris. While 

there is an average ot 2 to 3 weeks backlog for voucher 

processing at RFMC, more than 50 % of the two months elapse 

period is transit time.
 

- - pouch turn-around time for sending accounting "code 

sheets" to Nairobi and receiving project accounting reports 

may be two weeks and does not generally meet clients' 

timeliness requirements. We were informed that pouches may 

be routed out of Nairobi via Washington for consolidation 

prior to distribution to client posts. Courier services 

are employeed in some critical instances, but costs are a
 

significant factor.
 

- - more critical than the timing of the reports is the
 

frequency of errors in the accounting reports. It exceeds
 

an acceptable standard leading the users, project managers,
 

to question the reliability of such reports. The reliance
 

on Controller posts to "code" all of their transactions has
 

helped to reduce the error content, but further improvement
 

is-needed by both the clients and RFMC.
 

- - lack of timely communications (pouch schedule, travel,
 

distance) frequently requiring too much tine/aggravation to
 

resolve the routine as well as the difficalt issues. 19 %
 

of the vouchers take more than 45 days to complete payment
 

process. (This assessment team waited nine hours in the
 

Lusaka airport for 2 1/2 hour flight to Nairobi.)
 

- -limited number of professional personnel (USDH, TCN and
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FSN) to supervise staff, to resolve differences and pr ,*-m 

cases, and to perform TDY to client posts. 

- - limited AID experience of FSN accountant in RFMC 

- -the average years of AID service is 2.1, which must be 

one of the lowest averages in the agency. Experienced TCNs 

or US personnel are required at the mid-level supervisory 

positions similar to the 
experienced FSNs at other AID
 

missions, but are not 
available to RFMC.
 

- -the Ambassador's 
position of no increases in ceilings
 

for USDII and TCN personnel, or TCN replacements, which 

apparently can not be revised short of a case being 

justified by the Assistant Administrator for Africa to the 

Assistant Secretary of 
State for Africa.
 

- -unfavorable 
impact of morale on FSNs as a result of
 

recent downgrading by State classifications exercise.
 

- -need to increase 
training programs for FSNs.
 

- -daily operational nature of many of the 
controller
 

functions creates a sense 
of poor services in the absence
 

of on-line information at controller 
posts or when limited
 

to periodic RFMC TDYs to th- non-controller posts.
 

4. Interviewees without 
exception expressed the demand for
 

increasing the 
level of financial management suJort provided
 

for their programs. 

5.The discussions for establishing another regional
 

financial management center for Southern 
Africa included:
 

- - more manageable size for
units responsibilities, i.e. 8
 

to 12 country programs for 
each RFMC to service rather than
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the 20 that LRFMCC/Nairobi presently serves. 

- - less time to travel shorter distance to client post 

fac i1i ta ,ing pgreater frequency of TDYs 

- - if a support group for technical services is 

regionalized in one location in Southern Africa, then a 

co-loca t ion of an RFMC woutld have mutua 1 advantages of 

readily available project 
records atid "one-stop" services 

for client personnel when they are performing TDYs. 

- - only the Ambansador in Lilongwe has accepted the notion 

of an RFMC/SA located at his post. The in
Charge Mbabane
 

could not commit his post and were that
we informed 


additional positions for RFMC
an located in Harare is not
 

possible presently due to Host Government limitations 
on
 

ceilings for foreign missiors. 

- - the question of overcoming the RFMC problems of trying 

to provide operational services information from
and 


off-site would only be answered by degrees by setting up 
an
 

RFMC in SA. Many of the 
RFMC/Nairobi would be 
relocated
 

only.
 

6.The concept 
of a regional data processing center for
 

posts with 
programs requiring resident 
staffs need to be
 

reviewed in of
light advancement of smaller and more 
cost
 

effective 
computer capability. l-n the
1982 VS-80 and
 

accessories cost 
$300,000 whereas the 
same capability can be
 

purchased today 
at $65 -100,000. In 
other words can the posts
 

with existing controller staff 
handle the 
total controller
 

function, including the MACS 
system, with the 
next
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technological advance (costwise aid if relatively maintenance 

free) in computer equipment with no additional USDII staff? The 

clients generally believe that only a modest amount of 

addtional work would be required as they are now coding input, 

reconciling output and following-up on corrections. The
 

principal AID officers generally 
 believe that where resident
 

controllers are located at posts they would 
 be better served by 

the controller handling the accounting and rayment processing
 

functions. The on-site Controller is more familiar with the
 

projects, 
which enables him to be more effective in providing
 

financial management support. With respect to two non
 

controller posts in SA: The 
AID Representative in Malawi would
 

like a controller position and the AID Representative in Zambia
 

believes that the RFMC service organization is a valid concept
 

and should be made to work effectively :.n meeting all of. the
 

financial management requirements.
 

7.The programs and locations will continue to fluctuate
 

dramatically 
in Africa. New or additional programs are
 

underway in South Africa, Mozambique, Madagascar, Ethiopia and
 

Southern Africa regional and maybe programs for Namibia and
 

Angcla will follow soon.
 

8. "Big Eight" 
CPA firms are located in or accessiable to
 

each of our 
country programs in East and Southern Africa.
 

Greater use of these CPA fins could 
be made if AID financial
 

management expertire 
were more readily available to draft the
 

scope of work for contracts and monitor their performance.
 

This activity should be built int.o 
project funding as a
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technical asistance element. 

9. The possibility of placing RF MC/Nairobi under REDSO/ESA 

orj,anizationally was d iscussed. W share the opinion that 

RZFJDSO/ESA should retain the posture to the extent possible as 

an organization providing technical services to Missions as 

ojposed to an operational management role. This contrasts to 

the operational controller functions that RFMC is responsible 

for at the non-controller posts. We believe this distinction 

should be maintained where possible and we are of the opinion 

that AID management at the non-controller posts can accommodate 

dealing with an RFIMC Director for financial management services 

and a REDSO Director for the full range of technical services. 
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FINANCIAL MANAGEmENT ASSS.ME NT 

EAST AND SOUTHIIEIN AFR[CA 

IX. PROPOSAL OPTIONS 

1. Expansion and Training at RFMC/Nairobi 

If RFMC/Nairobi is to meet the present financial management 

workload of fiscal and non-fiscal responsibilities under the 

following assumptions: 

-accouits transferred to USAID/Sudan and USAID/Zimbabwe, 

-USAIDiKenya separated from RFMC/Nairobi, but joint fiscal 

and data processing servicing maintained with USAID/Kenya 

contributing a B & A position,
 

then a USDII financial analyst position also would be required
 

to meet the clients' financial analysis requirements as
 

outlined in Attachment F . The financial analyst would be 

travelling more than 50% of the time assisting the 12 programs 

where no controllers are in residence. 

In order to add positions 
to RFMC in Nairobi, we understand
 

that the Ambassador would insist upon relocation of another
 

element of AID now residing in Nairobi. We estimate the cost
 

of these two additional USD11 positions to be about 
t300,OOO
 

annually. 

Traininp of FSNs- One of the repetitive comments during our
 

interviews related to the lack 
of AID-experienced FSN
 

accountants at RFMC handling the clients 
accounts. This
 

situation is 
in sharp contrast with the experience of USDHs who
 

have served at 
posts in other regions where the controller
 

IX-I 



staffs have the most senior, capable and experienced FSN 

personnel in the Mission. The average number of years of AID 

experience of the RFMC staff in the accounting branch (17 FSNs) 

is 2.1 years. Exclude the one employee who has 16 years of 

experience with AID and the average is 1.2. While we believe 

RFMC has provided more training for their FSN staff than the 

typical AID Mission, RFMC leadership recognizes the need to 

provide more AID oriented accounting training if they are to 

meet the support needs of their clients. Their efforts to
 

contract (one year) for the services of a recently retired AID
 

Controller to provide "hands on" training was turned down by
 

the Ambassador as a circumvention of his ceilings policy.
 

Regardless the FSN staff deserves immediate training if RFMC is
 

to function more effectively. We propose that RFMC and AFR/RCS
 

investigate contracting with an institution similar to the
 

arrangement for accounting training that the Bureau has in the
 

Sahel. 

2. Controllers and Accounts On-Site
 

The Principal A.I.D. Officers interviewed, with one exception,
 

favor increased Controller support and in some instances a
 

transfer of their program's accounting records from RFMC. The
 

operational nature of much of the controller work, the need to
 

become familiar with the projects and work closely with the
 

project managers supports on-site controllers. This option
 

takes this preference into account on a phased basis. As
 

computer technology advances it may be possible in a year or
 

two for posts with resident controllers to run MACS on a
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micro-computer at a relatively low cost. 

A. Accounts On-Site: For the present we endorse moving only 

the accounts to those posts that are classified as Category I 

programs (Attachment J ) and have commensurate financial 

management resources, i.e., Sudan and Zimbabwe. Our caveats 

for Zimbabwe concerns the trend of the program size. In 

addition SER/IRM is reviewing the capability of the Mission to 

operate and obtain local support for MACS with its more than 

200 software programs. Subject to resolution of chese matters
 

we endorse moving the accounts from RFMC to Zimbabwe.
 

Establishing MACS at USAID/Sudan and USAID/Zimbabwe with
 

appropriate computer equipment will represent a test and
 

possible forerunner of establishing MACs at other resident
 

Controller posts in East and Southern Africa.
 

Other Category I posts: Kenya and Somalia have their accounts
 

on-site. Zambia with one of the larger volume programs in
 

Africa is not presently staffed with a Controller nor is the
 

AID Representative inclined to request a Controller position.
 

B. Additional Controllers: We propose to reduce the workload
 

for RFMC/Nairobi by placing Controllers in Malawi, Rwanda and 

Zambia. The Ambassadors andAID Representatives in Malawi and 

Rwanda suport rop The AID Representative Zambiathis 2 osal. in 


will have to be convinced of the need for a resident
 

Controller. He is a very strong advocate of doing more with
 

less. We are of the opinion that the Zambia program warrants a
 

Controller in residence to perform voucher certification, CIP
 

and local currency monitoring and the full range of financial
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analysis and vulnerability assessments, which RFIC is unable to 

provide. RFMC would continue to provide accounting, reporting 

and data processing for Zambia. 

Burundi and Uganda programs are borderline as to requiring a 

resident USD1 Controller, but if these program do not expand 

dramatically and RFNC is relieved of other workload they should 

be able to handle these programs. However, RFMC should review 

this aspect with the resident Principal AID Officers in FY 86 

and make recommendations accordingly. The other existing
 

non-controller post is Djibouti. We agree with the AID
 

Representative that the program 
 would benefit from on-site
 

controller expertise 
and endorse his suggestion that the second 

USD1 position in Djibouti be replaced by a PSC AID-experienced 

financial management person at the end of tour of the
 

incumbent. 
 The fact that Djibouti is the most difficult post
 

to reach from Nairobi (a week is the minimum TDY because of
 

flight scheules) supports this proposal.
 

If the program in Mozambique expands as some have indicated
 

then an on-site Controller will be required by early FY 1986.
 

While 
the proposed USD! personnel are a significant cost in
 

operating expenses 
and pressure on the limited personnel
 

ceilings, the additional assignment of USDH financial
 

management personnel in East and 
Southern Africa is in order
 

when compared to the deployment of this skill in other
 

sub-regions. (Attachment I )
 

If this option is selected, AFR/RCS 
and FM should take action
 

immediately to establish and fill 
these positionsA Refer to
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paragraph ) below for sug;ested approach. 

C. Criteria for Resident Controllers: Historically, for 

various reasons but with some regularity AID has phased in and 

out assistance programs for countries in Africa. This 

situation is continuing with recent start-up of programs and 

placement of USDII personnel in Madgascar, Mozambique and South 

Africa with programs in Namibia and Angola possibly not 

altogether remote. The present AID activity in Ethiopia is the 

most recent case in point. We believe due to personnel ceiling 

constraints AID delays too long in assigning Controllers
 

on-site with a resulting loss in financial managompnt input
 

into project management frequently resulting in unfavorable 

audit findings . The program start-up team frequently does not 

include controller skills for assuring viability of financial 

procedures and policies. we recognize it is a value judgement 

decision as to the point when a country program requires a
 

Controller in residence. An outline of criteria showing the
 

threshold where it would be prudent to examine carefully 
the
 

need for a resident controller follows:
 

-program size is not overly significant, but frequently a
 

$5 million plus program for 2 or 3 consectutive years and a
 

$10 million pipeline involves the complexity to require
 

daily financial services. However, usually the type of
 

program and number of active projects is more relevant in
 

making this determination.
 

-capacity of Host Government implementing agencies.
 

-technical assistance program of 2 or more projects
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mao ito d( by USDI. 

-commodity import program requiring establishing and 

monitoring a system of arrival accounting. 

-significant local currency generaLed and the proceeds 

proj ec t ized. 

-post category under delegation of authority for projects.
 

-other staff-If the program requires a program officer, 2 

project managers and one other skill category, e.g., a
 

total of 5 USDH, then more than likely the program's
 

complexity demands a financial manager's presence on a 

daily basis.
 

-size of operating expense budget.
 

-number of accounting transactions and vouchers per month.
 

None of the above alone necessarily justifies a resident 

Controller at post, but we believe the onus would be on Mission 

management to obtain RFMC assurance that RFMC has the capacity 

to meet their requirements. If not the Principal AID Officer 

should include a Controller position in their ceiling request. 

Satelliting- We believe that satelliting Controller functions
 

onto a neighboring post only is effective for very small
 

programs such as in the Central African Republic and during
 

early phases of start-up if planned assistance level is small
 

or late stages of phase down of country programs. Even in 

these cases experience has taught us that many things will go 

wrong with project implementation. Therefore management should 

be alert to the problems that will arise by the present 

arrangement of USAID/Swaziland Controller servicing the 
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programs in onzambique and Soth Africa. Although for the near 

term it appears to be an excellent arrangement. 

We feel option 2. A and B offer opan portunity for improved 

financial management for the programs in the sub-region, 

because it reduces RFMC workload more in line with their 

capacity and to a limited extent co-locates the controller 

skill and the financial information with the project managers 

to help meet the daily operational requirements of AID-financed 

projects. 

D. Exaeriencod Controllers- M/OM should expand their use of
 

former Controllers by soliciting their 
interest in potential
 

contracts, both long term (1-2 years) and short term (90 days),
 

for assignments to posts in Africa, e.g., Rwanda, Zambia,
 

Malawi Burundi, Uganda, Djibouti, Mozambique. This roster
 

could be used to augment limited availability of mid-level
 

controller personnel over 
the near-term until additional
 

financial management staff can be recruited and trained.
 

(These 
contract controllers could do the pre-certification work 

with a USD1 officer actually certifying the vouchers.) This 

roster along with biographic data should be forwarded to RFMC 

for sharing with management in non-controller posts and the 

roster should be up-dated semi-annually. 

This is only a "quick fix" but necessary with present ceiling 

constraints and existing workload. AID's real solution is 
to
 

place direct hire mid-level controllers on-site to perform the
 

full range of controller functions.
 

E.Estimated 
Cost of Proposal Option #2- Additional resources
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required by proposals 2.A. and B. above: 

CEIIING OPERATING 

OPTION USDII FSNs CONTRACT EXPENSES 

2.A.Transfer Accounts 

Sudan Already approved by AID/W 

Zimbabwe ­ 1 1 i 30,000(a) 

Less: Annual saving on travel and 

commtnications with RFMC/Nairobi _25,000 

Net Annual Cost $ 5,000 

(a) additional 
 start up cost of about $90,000. SER/IRM is
 

presently evaluating local capacity to service and 
to maintain
 

a VS-45 system.
 

2.B.Controllers On-Site
 

Malawi 
 1* - 1 tl50,000 

Rwanda 1* - 1 150,000 

Zambia 1* 1- 160,000 

Annual Costs 3* - 3 $460,000 

*could be contracted under 2.C. above. 

F.Ipact on RFMC- If the actions are taken as outlined in this
 

proposal option 2 
the affects upon RFMC workload are shown on 

attachment J_. We estimate that RFMC will be responsible for 

servicing 56 % less projects in the sub-region, work that the 

prosent staff cannot meet. There would be a 27 % reduction in 

voucher certification and processing and 14 % less in MACS 

transactions. 95% of the program dollars included in the
 

recent Africa Bureau submission for FY 1985 are for country 
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programs where at least a minimun controller staff would be in 

residence after adoption of proposal option 2. (Attachment K) 

RFMC would be able to maintain the reduced workload with the 

addition of one financial analyst position and the services of 

the Budget and Accounting position contributed by USAID/Kenya. 

We noted that the Computer Systems Branch RFMCof devotes more 

than 50 % of their time for sorvicing USAD/Kenya activities. 

3. Es;tabl ishment anof RFMC for Southern Africa 

A. RFMC/Mbabane , Swaz i land 

We first cons;idered establishing a regional financial center in 

Swaziland because the USAID currently is staffed with 

experienced American, TCN and FSN Controller personnel. They 

recently have been assigned some regional responsibilities for 

the Mozambique and South Africa programs. In the process of 

wationalizing the establishment of RFMCa for Southern Africa, 

we reviewed several variations of what might be done to improve 

the financial management services provided for the programs in 

Southern Africa. 

The first is a modification of what is being done 
now. There
 

are two methods of doing this 
 One method is to rewrite the
 

MACS program so 
that it will accept batch processing. This 

would enable us to use "dial-up " transferto the data to 

RFMC. The cost 
of this conversion would be 
very expensive and
 

would mean that most 
of the edits and controls in the current 

MACS program would either have to be eliminated or softened. 

That would be an enormous undertaking requiring considerable
 

time and money before it would be operational
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The second method would be to use MACS as it is current'y 

written using interactive telecommunications. There are also 

two ways to do this, the first is to use the State Department
 

line between Pretoria and Nairobi (via Washington). This would 

involve an installation cost of about $2,000 per year. The 

problem is that the line speed allotted to AID by the 

Department of State's Office of Communications is only 1200 

BPS. The software for the Wang PC requires a minimum of 2400 

BPS. IRM assures us that the Wang PC will operate at the 

slower speed; however, attempts to date to accomplish this have
 

not been successful. The suggestion to share a line with 

another post has not been accepted because it would require, 

some type of switching equipment to be installed in Pretoria 

which the Embassy in Pretoria will not agree to at the moment.
 

Also, to use the State Department line for interactive
 

communication would require installation of additional
 

equipment in Washington (this may cost 020,000). The second
 

way to achieve interactive telecommunications is to obtain a
 

dedicated line to Nairobi through the telephone company. This 

would cost about $100,000 per year per post. 

To make the current arrangement acceptable by using any of the 

above methods, would require that present equipment be upgraded 

to allow control over the data base in Nairobi. Two additional
 

local contract staff would be needed to support current and 

projected financial management assistance (not including 

accounting and reporting) to the Mozambique and South Africa 

programs. The two are for one additional person to process 
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vouchers and the the other a systems administrator to support 

the Mission's automation equipment. We concluded that this 

variation is dependent on too many factors that we cannot 

control and is costly for the benefits to be achieved. 

The second variation is to have Swaziland withdraw their 

accounts from RFMC/Nairobi, dlo the Mission's accounting and 

report ing and only do the voucher examination and perform 

non-fiscal controller functions for Mozambique and South 

Africa. This would require a VS-45 in USAID/Swaziland. 

Estimated purchase cost is $65,000, plus $9,100 per year 

maintenance, and 0l0,000 per year for supplies and materials. 

There would be no additional personnel over variation one;' 

however, they would probably need a more experienced systems
 

administrator. This does not appear to be a good arrangement
 

because it would introduce yet another method of implementation.
 

The next option considered was the establishment of a full
 

service Controllers Office in Swaziland and creating satellite
 

operations for Mozambique, South Africa and the residual
 

Southern Africa Regional programs. All financial management
 

activities, including accounting and reporting would be done by
 

USAID/Swaziland. A VS-45 could probably handle this level of
 

activity.
 

Workyears: One additional USD1 at an annual cost of W140,000,
 

an FS-2 with family. An additional FSN accountant, and one FSN
 

voucher person would be needed. The FSNs would cost $10,000.
 

A more experienced system administrator would be recruited.
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Increased Costs: 

Capital Investment : 

Wang VS-45 $65,000
 

Support Equipment 15,000 

Total Capital Investm!nt $80,000
 

Additional Operating Costs 1,er year:
 

Additional staff required $150,000 

Maintenanre VS-45 14,000
 

Supplies and Materials 15,000
 

Increased travel costs 5,000
 

More experienced systems admin 5,000
 

Additional office space 20,000
 

Total Additional Operating Costs per year $209,000
 

Benefits: They would be totally responsible for their own 

records. They would no longer keep cuff records, which is one 

reason why they could take this on with only a small increase 

in staff. They would not only publish all the MACS reports, 

but could issue special reports on a timely basis based on the 

needs of the various offices served. Pouch and telephone costs 

would remain at their present levels. The Assessment Team
 

believes this proposal has merit for M/FM's favorable
 

consideration as the next MACS post in Africa as there is 

evidenae that the capacity exists to manage the sstem. 

However, if a decision is made to establish an RFMC for
 

Southern Africa ttiett this proposal is superceded, 

Tfle fourth variation is to create an RFMC for Southern Africa.
 

This center would provide service to Botswana, Lesotho,
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Swaziland, Malawi, Zambia, So tih Africa, OSARAG , Moz.amhique
 

Mau r it ius, and later to Namib i a and Ango la if programs are
 

developed there. Admittedly, 
an RFMC cannot provide the same 

responsive service as can a USAID with its own Conttoller.
 

However, it probalbly would be an effective way of managing
 

scarce resotrces. I f approval could be obtained for the 

additional USDH 
staff required, this option would solve some of 

the problems inherent in a satellite 
controller operation. For
 

example, it is always a delicate situation for a Controller to 

be assigned to one Mission and to provide services to another, 

because of the natnral desire of each Mission to have control 

over its staff. If an RFMC is 
established it must be a
 

separate organization. For this option 
 a VS-100 would be
 

required at an estimated cost of at least 
 $150,000, plus
 

maintenance of $21,000 per year, and 
 about $40,000 for supplies 

and materials. The travel burden would be shifted from 

RFMC/Nairobi to Swaziland, but the overall costs would not be 

significantly less even though they are more centrally located
 

to the Southern African 
 posts. (Attachment G ) Based on the 

workload analysis provided by RFMC, they would require at least 

four additional 
1JSDIt to support an RFMC/South. One would be a 

Deputy, one financial analyst, a budget and accounting officer, 

and a PIM staff person for the computer. They would also 

require three additional FSN accountants, three FSN voucher
 

examiners, 
and one FSN financial analyst.
 

A review of the equipment requirements would be completed by
 

IRM/MPS prior 
to ordering any VS equipment. There two
are 
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VS-80 installations in Swaziland. They could use similar 

peripherals where possible to avoid having to purchase 

redundarcy or spares. 

EsLiinated Increased Costs: 

Capital Investment: 

VS-1O0 computer $150,000
 

Support equipment 40,000
 

Contract Support 50,000
 

Total Capital Investment $240,000
 

Additional Operating Costs per year
 

Additional Staff $560,000
 

Supplies and Materials 40,000
 

Maintenance of VS-lO0 
 21,000
 

Additional pouch -and phone 12,000
 

Additdinal office space 35,000
 

Travel 
 40,000
 

More experienced systems admin 5,000
 

Total Additional Oper.Cost per year $713,000
 

Benefits: Reduce RFMC/Nairobi's responsibilities to a more
 

manageable 
level, improve the quality of the reporting, and
 

move the accounting to a more central- site. 
 For the
 

sub-region, they are more centrally located than Nairobi, and
 

have direct-dial 
phone service to all the posts proposed in
 

this option. By making smaller management units, they can be
 

more responsive to the needs of the 
individual organizations.
 

Telecommunications in Southern Africa 
are nore advanced than
 

elsewhere in the region, particularly between Mbabane and
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Maseru via Pretoria. However, as far as we could determine it 

is still in the future before we can manage financial records 

at a regional center via tclecommnunications and thus avoid 

sending "hard copy" coding sheets and reports to and from the 

center by pouch.
 

B.RFMC/Lilongwe, Malawi
 

We believe that 
 the above fourth variation for Mbabane would 

substantially apply for 
an 
RFMC in Lilongwe with the following
 

significant differences:
 

I. As mentioned above there is in place in Mbabane an 

effective Controller operations with excellent 
staff.
 

Presently there is one 
foreign national accountant in
 

Lilongwe with 
limiLed AID experience.
 

2. There would be 
no serious problem in recruiting
 

additional competent 
financial management staff within
 

existing FSN 
direct hire classification structure 
in
 

Mbabane. We are not 
so sanguine about recruiting qualified 

accountants in Lilongwe. 

3. There is excellent computer maintenance capability in 

Mbabane, with a Wang representative and engineer in
 

residence, two VS-80 installations in Swaziland and spare
 

parts are in 
stock. There is limited computer support in
 

Lilongwe at present.
 

C. Compaiison of Proposals
 

RFMC/Nairobi Workload Reduction: For sometime 
RFMC has
 

measured the accountinp and reporting,workload by the 
number of
 

vouchers received, the number of transactions processed, the
 

IX-15
 



Vb.er of projects in the portfolio and the total pipeline. 

W'.n RFMC first began using NACS, their accountants were 

required to analyze each document for each client Mission, 

prepare necessary coding sheets and feed the information into 

the MACS. After a period of training, provided by RFMC, the 

work of analyzing and coding of their transactions was 

transferred to client
the posts with Controllers. Therefore 

the workload for these transactions is considerably less than 

similar transactions from non-controller posts. We have, 

theretore, separated the number of transactions into those 

generated by controller and non-controller posts.
 

Based on the assumption that (1) USAIDs Sudan and Zimbabwe will
 

begin doing their accounting and reporting this fiscal year;
 

(2) Mission Controllers will be assigned to Malawi, Rwanda and
 

Zambia; (3)USAID/Kenya will establish an independent
 

Controller's office; and (4) RFMC/Southern Africa will be
 

established this year, the workload in RFMC Nairobi would be
 

reduced as follows:
 

Transactions
 

Controller Non-Controller Vouchers
 

Current Average Monthly Workload 5082 1817 909 

Sudan and Zimbabwe (975) (4) 

Controllers Assigned to: 

Malawi, Rwanda and Zambia (a) 946 (946) (226) 

RPMC/Southern Africa (b) (1860) _(121) (8) 

RFMC/Nairobi Workload Reduction (1889) (1067) (238) 

Reduction as % of Current Workload 37% 59% 26% 
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(a) Transactions would be moved from the more work
 

intensive review, analyzing and coding to machine key punch
 

activity for RFMC.
 

Active Pipeline
 

Pr ects 9/30/84
 

(000,000
 

Balance at 9/30/84 311 $ 420
 

Sudan and Zimbabwe 56 138 

RFMC/Southern Africa (b) 87 101 

Reduction RFNC/Nairobi Workload 143 $ 239 

Reduction-% of Current Workload 46% 57% 

(b) Financial management services for Swaziland, Lesotho,
 

Botswana, Malawi, Zambia, Mozambique, S. Africa, OSARAC.
 

Given this reduced workload level, RFMC/Nairobi could
 

effectively carry out all of the accounting and reporting work
 

for East Africa, and perform the essential non-fiscal tasks for
 

the non-controller posts with the following staff:
 

USDH:
 

Director, Deputy Director-Financial Analyst, Budget
 

and Accountant, Financial Analyst, Systems Manager.
 

FSN Staff:
 

Possible reduction of 5 accountants.
 

We are of the opinion that five U.S. direct hires are essential
 

because the foreign service national staff is relatively young
 

and inexperienced with AID; there is no core FSN employees that
 

have AID experience to provide training and supervision for the
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local employees; RFMC is not permitted to hire well trained TCN
 

staff that could provide training for on board FSN staff; and
 

modest salary levels limit ability of RFMC to hire the best
 

trained FSN employees.
 

A comparison of the proosal to set up another RFMC in Southern
 

Africa shows that it would not save anx USD1 positions over the
 

uo2osai to assign three more resident controllers and add two
 

positions (one attributed to USAID/Kenla ceiling) to
 

RFMC/Nairobi. The two RFMCs would require a total of nine
 

USD1, the same as the decentralization approach of three
 

resident controllers and RFMC/Nairobi with six positions.
 

(Attachment L ) Further, more FSN staff wojld be required to
 

establish an RFMC Southern Africa than could be reduced from
 

RFMC/Nairobi. The expenditure for automation equipment for
 

RFMC/SA is another factor considered in the comparison.
 

IX-18
 



FIINANCIAL MANAIEM;NT AS E SSME NT 

EAST AND SOUTIULIIRN AFRICA 

X. 	 Co n tou iions and Itcoilen0 0dat ions 

Control ilrs for Malaw , Rwanda and Zambia 

Our assessment has confirmed RFMC's contention and the 

RIG/Nairobi's draft audit report findings that the financial 

management workload for East and Southern Africa now exceeds the 

capacity of Controller personnel assigned to the two 

sub-regions, i.e., the RFMC staff and the resident Controller 

staffs. Although, we believe the resident Controllers have the 

necessary personnel resources to meet existing financial 

management responsibilities in their respective countries. In 

developing recommendations to redress this situation we focused 

our attention on three major options, i.e.: 

a. 	Expand RFMC/Nairobi to meet the workload
 

b. 	Increase the number of on-site Controllers to reduce
 

RFMC/Nairobi's workload.
 

c. 	Establish an RFMC for Southern Africa to reduce
 

RFMC/Nairobi's workload.
 

We have assumed that the Agency will not alter significantly the
 

GAO approved Mission Accounting Control System (MACS) and that
 

the Agency intends to pursue the directives of OMB Circular
 

A-123 with resolution.
 

We have concluded that the use of centralized financial
 

management services as conceived with the establishment of RFMC
 

is a valid means of enconomizing in deploying scarce resources,
 

i.e., qualified financial managers within tight personnel
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such central ization of services has itsceilings. However, 

this report, primarily involving the
limitations as discussed in 

management bydiffiCulty in servicing those )rograms requiring 

USDII personnel without a resident Controller to handleserval 

the daily, rout ine financial management of project 

implementation issues and to coordinate the RFMC support on-site. 

We believe that the Ambassador'siconstraints placed upon 

recruitment additio,,al USD1 andRFMC/Nairobi precluding of 

not be overcome within the next
AID-experienced TCNs will 


all. Changing an Ambassador's policy or
several months, if at 


not usually happen in a short
relocating elements of AID does 

time frame. 

should be reduceWe believe the Bureau's first choice to 


support for 19 programs located at
RFMC/Nairobi's workload of 


to Lesotho, particularly with
great distances from Djibouti 


respect to the non-fiscal and the voucher certification elements
 

We less reservations
of their responsibilities. have much 


regarding RFMC/Nairobi and resident Controllers coordinating to
 

meet the requirements for data processing of accounting
 

transactions and reporting responsibilities.
 

We believe that financial management resources 
for East and
 

should be increased by establishing three
Southern Africa 


on-site to meet the operational
additional Controller positions 


Zambia and by adding one financial
needs of Malawi, Rwanda and 


analyst position to RFMC/Nairobi in lieu of establishing an RFMC
 

in Southern Africa with 
four additional positions.
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This increment of staff will reduce IIVMC/Na i obi 's workload
 

significantly and 
not only improve the quality of financial
 

managemient for the 
 three signif ioant programs directly supported 

by as:,ign " Co nLtrollers, but will unable the RFMC to provide the 

reqiired service:; t o ther client posts. The residual workload
 

for RFMC/Nairobi would entail providing the full range of 

financial managmi:n! services to non-controller posts, i.e., 

Burundi, Uganida, Dj ibo t i , Madagascar, Comoros, Ethiopia, 

Mauritiu; a nd Seychelles ; and data processing of accout' ing
 

transactions 
 and report ing for Controller pou.Ls, i.e. : Kenya 

Comple x, Rwanda , Tanzatia, Lesotho, Mal awi, Mozambique, S. 

Afri-a, Swaziland and Zambia. The three Category I posts of 

Sudan, Somalia and Zimbabwe, nd Botswana a Category 11 post 

would operate independently of RFMC/Nairobi in providing all of 

their finaiciaL management service; on-site. Wi- have opted for
 

t:he status quo in Botswana because (1) it is working well and 

(2) our boili; f LhaL th , rapid advancement of microcomputer 

technology will enable, within the next year or no, snaller 

programs with one UOD)ll Controller in residence Lo operate MACS 

on-site. Whis latter point underlies our rationale'for 

supporting resident Controllers as opposed t9 an RFMC/Soj thern 

Africa. iov'ver, the requir, cut for OTC/Nairobi will continue
 

for the foru .i ;ible future to service programs were AID has 

small programs not ju ;tifying a Controller on-site.
 

1.We recomme nd that tihe Missions, lureat 
 and l/FM est ablish 

and assi gin Controll r.s to pn -tions in IMI :wi, 2 wan'da and 
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Zambia, and one financial analyst in RFMC/Nairobi. (We
 

suggest that AFR/RCS and M/FM determine if former AID
 

Controllers are available for extended contracts to meet
 

these immediate staff requirements.)
 

USAID/Kenya
 

We believe there is a need to define clearly the Controller
 

relationship with USAID/Kenya, one of the Bureau's largest
 

programs. However, in making this organizational refinement the
 

economy of scale achieved by the present configuration of joint
 

servicing of data processing for accounting transactions and
 

voucher certification and processing should not be forfeited.
 

This could be achieved by USAID/Kenya secunding a Budget and
 

Accounting Officer to RFMC/Nairobi.
 

2. We recommend that USAID/Kenya and RFMC take action to
 

redesignate the position of Deputy Director of RFMC/Nairobi,
 

presently responsible for the USAID/Kenya programs, to a
 

USAID/Kenya Controller reporting directly to the USATD/Kenya
 

Director. (The number of USD11 and FSN accountants and
 

financial analysts assigned to the USAID/Controller office
 

from RFMC should be resolved by the two organizations.)
 

Burundi, Uganda and Mozambique
 

The programs in Burundi and Uganda are borderline with respect
 

to requiring a resident Controller. However, if the controllers
 

are installed In the other locations as we have proposed and
 

these two program levels remain relatively constant we believe
 

that RFMC/Nairobi can provide adequate services for them. We
 

note that the TCN accountant in Burundi should give more
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priority to the controller funct ions and report to the AID 

Representative rather than to the Management Officer. We are 

not fully cognizant of the plans for the size and nature of the 

program in Mozambique. However, there are some indications that 

a substantial technical assistance program may be in the 

offing. If so the present "satelliting" arrangement of 

servicing from USAID/Swaziland will become obsolete in the near 

term. tn recognizing the dynamics of AID programs in Africa 

(the most recent case in point is the AID activity evolving in 

Ethiopia), Pureai managers will need to periodically review the 

adequacy of financial management services in the region. 

3. We recomm kend that the [ureau review the grograms in 

Birund i, Uginda and Mozam) ique_ by the end of FY 1985 to 

deter .ine if they require rer ident controllers in FY 86. 

Diibout i
 

We do not believe that the program in Djibouti merits a full 

time Controller on-site. However, due to flight connections the 

time required of RFC/Nairobi to service the program in Djibouti 

is significantly disproportinate to the work reauired on TDYs
 

from Nairobi. We believe that Djibouti would be better served
 

by a French speaking former AID Controller under a PSC as a
 

replacement for the second US direct hire position. Besides
 

providing the financial management support the Controller could
 

handle various administrative matters for the post as well. The
 

AID Representative concurs in this proposal.
 

4. We recommend that the Bureau and the pos-t fursue this 

proposal of establishing a PSC Controller position upon the 
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departtre of t hepresent incimhent frum the direct hire 

Eos i t i on. 

Policy Gu idel ine for Establinhing, Cont roller Posit ions 

We believe that A[D/W, specifically M/FM and the regional 

bureaus should play a greater role in assuring that the staffing 

patterns for field posts provide for adequate Controller
 

positions commensurate with program size, 
 complexity and related 

financial management requirements. We have outlined in Section 

IX a few criteria that could be the basis for FM to elaborate on 

in developing policy guidelines. This guideline could be used 

by the Bureaus i,, reviewing staffing with individual Mission 

Directors concerning deployment of Controllers. The Assessment 

Team believes this to be an area where the Agency may be
 

vulnerable to weaknesses in internal 
 control. 

5. We recommend that H/J'M develop a fpolicyppe r as a_.guide 

to when a Controller should be assigned to a field ost. 

OMB Circular A-123 

The workload emanating from OMB Circular A-123 and related
 

vulnerability 
 assessment requirements results in considerable 

workload for the Agency 
in general, but for a 
regional finaancial
 

management center it is a dramatic additional burden. 

Attachment F. 

6. We recommend that M/FM guidance be amended to permit 
vulnerabilitX assessments biannuallyfor the small rograms 

where we have no Controllers in residence. 

Training of FSNs
 

The additional training of FSN staff 
at RFMC is critical to the
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improvement of ItFMC/Nairobi service to their cIi ents. ,iowever, 

RFMC could not obtain A bassadorial clearance for their 

initiative to contract fo. a year with a recently retired 

Controller as a trainer in Nairobi as well as to do "circuit 

riding" for training at client posts. The Bureau is providing 

similar accounting training under an institutional contract in 

the S ahe . 

7 . We re c onime nd that R FMC / Na i rob i and AFR/ RC S take act ion 

to arrange for an in,;titutional training cont act to assist 

in nup radi n g the FSN accountants and financial a na ly sts. 

USAI D / S. zi Iand Iand MACS 

We observed that USAID/ Swaziland, in particular, has the 

Controller capacity and in country computer support to install 

and assimilate MACS, which would require a VS-45 at the present 

state of computer art. We assume that M/FM intends to gradually 

expand MACS to additional Controller posts. If our assumption 

is correct then we believe that USAID/Swaziland, providing the 

program continues at present or increased levels, would 

measure--up to FM criteria for taking on this responsibility. We
 

note that a regional computer systems position should be added 

to provide assistance to the grLwing inventory of computers in 

the region. 

8. We recommend that M/FM and M/SER/IRM give full 

consideration to USAID/Swaziland as a candidate to establish 

MACS at post and add a regional comnuter systems analyst to 

support Southern Africa. 

Turkey 

RFMC/Nairobi maintains residual accounts for the Turkey
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program. We have excluded the small, but nevertheless a 

vorkload from considerartion in this assessment. 

9; We recommend that H/IH take action to have the accounts 

for Turkey transferred to a NESA Mission. 

X-8
 



ATTACHMENT / 

FINANCIAl, MANAGEMINT ASSESSMENT 

EAST AND SOUTHERN AFRICA 

AFRICA/RFMC/NAIROBI 

Financial Services for EIA/SA Posts 

RFMC CONTROLLER CONTROLLER 

PROVIDES AT POST AT POST 

ALL USD1 PROVIDES PROVIDES 

FINANCIAL NON-FISCAL FISCAL AND 

SERVICES SERVICES NON FISCAL 

SERVICES 

EAST AFRICA 
lBurund i X 

Comoros X 
Djibouti X 
Elthiopia X 
Kenya Complex X Ca) 

Madagaaca r X 
Hauri t ins X 
Rwanda X 
Seychelles X. 
So ma Ii a X 

Su dan X (c) 
ran z an ia X 
Uganda X 

SOUTHERN AFRICA 
Botswana X 
Lesotho 

Malawi X 
Mozainbique X (b) 

S. Africa X (b)
 
Swaziland 
 X 
Zambia X 
Zimbabwe 
 X (d)
 

(a) Deputy Director of RFMC designated Controller for Kenya Complex.
 
(b) Non-fiscal services recently assigned to 
USAID/Swaziland
 

Controller
 
(c) Transfer of accounts to USAID/Sudan has been approved.
 
(d) USAID/Zimbabwe has requested transfer of 
their accounts.
 



FINANC IAL MANAGEMENT ASSE SSMENT ATTACHMENT B 
i:AST AND SOLITIIEN AFRL[CA 

RFMC AND 
CONTROLLFR STAFFS 

RESIDENT CONTROLLER OFFICES 

LOCATION USDII USPSC TCNDII TCNPSC FSND1I FSNPSC TOTAL 

RFMC/NAIROBI 
BURUNDI 
TANZ.ANIA 
DJIBOUTI 
BOTSWANA 
ZIMBABWE 
MALAWI 
ZAMBIA 
UGANDA 
RWANDA 
LESOTIIO 
SWAZI LAND 
SUDAN 
SOMALIA 
TOTAL EA & SA 

6a 
-

1 
-

1 
1 
-

-
-
-
1 
1 
2 
2 

15 

9 b 
-

1 
-

-
2 
-

-
1 
1 
1 
-
3 
-

18 

-

1 
-
-

1 
-
-

-
-
-
1 
i 
3 
-
7 

-

-

-
-

-
-
-
-
-
-
-
-
2 
-
2 

23 
-

2 
-

2 
2 
-
-
-
-
2 
3 
2 
3 

39 

27 
-

4 
-

2 
2 
1 
-

1 
2 
-
-
8 

12 
59 

65 
. 
8 
-

6 
7 
1 
-

'2 
3 
5 
5 
20 
17 

140 

a 
b 

Includes one Computer Syctems Manager.
Includes six clerical and two computer specialist positions. 

AUTOMATION EQUIPMENT 

VS-100 
IN USE 

OIS PC WP-25,5 VS-100 
ON ORDER 

OIS PC VS-45 

KENYA/COHPLEX 
BURUN:.:DI 
DJIBOUTI 
TANZANIA 
BOTSWANA 
ZIMBABWE 
MALAWI 
ZAMBIA 
UGANDA 

RWANDA 
LESOTHO 

SWAZILAND 
SUDAN 

SOMALIA 

TOTAL EA & SA 

1 

. 

. 
-

-
-
-
-

-
-

-
-

-

1 

1 
-

. 

. 
-

1 
-
-
-

-
-

-
-

-

2 

15 
-
.. 
... 
1 

3 

4 
3 

3 
4 

4 
4 

-

41 

-

1 
-

.­

-
-

-
-

-

3 

-

4 

-

-

-
-

-
-

-
-

-

2 

2 

-

-

. 

-
-

-
-

-
-

-
-

1(6) 

1 

4 
5 
2 
1 

2 
-

-
-

-
1 

-
9 

4(6-) 

28 

-

-

1 
-

-
-

-
-

-

-

-
1 

(6) on hand but not installed.
 

WP ID 2770B
 



ATTACHMENT C 

Z -n t~ct FIr,,3NT123BY COUNTRY 

" ' JLLtr T;'''l .JHN £:4 

--------------------------- ---------------------------------------------------------------------------------------------------
H Tf'.%TRY 

- Co): COW P.Y 
,2UL-DEC 
AVS 83 JAN 8-1 FEB MAR APR MAY J U. 

aAN-jUr 
AVG 24 % COJNTRY 

r 1 , 
L'13 
6,74 

142 

6:1 

7 
,225 

7 

-
7j 

7,)4 
7 E 

G: 

Ni F A [',PLEX
A667; 

tid 
- r 

. 

.7 

7 1 

N253 
. 

C doi fi1 

, -228 
tI.URiT !U3 

i ASA-
F 1 IA 
792.'",i- L-

I 

22o 

09 
477 

P,7 

416 
22. 

2 3 
99 

0 

17 

7 
6 

2 1 
--. 

.:17 
54-

c. 

< 
475 

277 
27 
152 

15 
11 
21 

1 : 

:21 
44 

-,-,? 
2: 
2*5 
2 , 
146 

8 
4 

12 
3 

1615 

625L 
494 

21.9 
749:-.: 

79 

4 

-, 
13s 
9.4 

70 
7 
0 
6 

1 8 

65 
1,:7 

"5 

2.-. 
T,9 

9 
z, 14 
172 

79 
18 

3 
6 
5 
6 

1o59 

552 
746 

57 

243 
2 1 
? -1 

251 
62 
65 

3 
5 

5-

12 
0 

2642 
1191 

1129 
1.17 

(4.) 
517 
521 
3 
204 
4',' 
315 
120 

"a 
6 

9 63 
1(22 

145 
10 

193 
' Z5 

69' 
647 

.559 
'L 
32 

I 
224 
292 
27B 

1A 
13 
0 

31 
12 
5 

28 
1% 

10% 
9% 

0% 
5% 

5% 
t"95xz.. 
4% 
4% 
4,,% 
2';% 
1%/. 
I'll. 
-% 
-
-% 
-% 

I FNYA COMPLEX 
T[.:Z AT,4 

LESUTH,) 
S', .IN 

S...Z I ;N!D 
Ld 

Z I iU ,F:tE 
,rjI,, 

bl.i;:DI 
';t 

JI '0U'i I 
S.rWic, 

-C 
r IURITI:IS 
M4I9AOAt.ZR 
ETi IrF'I" 
8rE''CHILLES 

-------------------------------------
Z 1 2 0 

---------------------------------------------------------------------------­
3 4 4 - COMOROS 

TC C,.L 6928 79.1 6025 5971, 6320 5249 9952 6295 1.:.:.% 

,TVA 
15. 

6-22 

CU;-LEX 0r 
i, 2 

0.22 
R~rZ,, 

7InZW; IDNS: 
" N, .'A 
LEC/LSA 
161 

1311 1054 1(69 107 1 1101 16(W. 12,2 62% USAID/VENYA 
623 592 453 508 387 778 5:;6 29% RESO/FSA 
2. i 145 123 149 1/1 261 175 97% PFMC/NAIROBI 

. . . . . . . . . . . . . . . . ... . . ... . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . --. . . 
7-OA7 S: 2135 

m:-: 

1791 
==-.= 

1643 
====. 

1728 
-- ==== = 

1659 2642 
: 

1933 
==:= 

100% 
-- H~i 

hOTSE: TRfl?4S40 £205 FOR 
TSrNSACI 12r45 FOR 

SUDAN DO 
7INABWE 

NOT INCLUC- fRUST FUND ACCOUNTS 
INCLUDE TRUST FUND ACCOUNTS 

WHICH ARE MAINTAINED BY USAID/SUDAN 

SOURCE: MACS, RFMC/NAIRGI 

to 



ATTACHIM:*ENT D 

VOUCHERS RECEIVED BY RFMC SOUCE:VOUCHERS 
JUN 83 THRU JUN 84 

COUNTRY 1983-----------JUN-DEC 1984 

COUNTRY CODE CODE AVERAGE JAN 84 FEB MAR APR MAY JUN TOTAL AVG % 

KENYA 
MALAWI 
ZAMBIA 
RWANDA 
BURUNDI 
UCANDA 
DJIBOUTI 
MAURITIUS 
TANZANIA 
SUDAN 
SWAZILAND 
MADAGASCAR 
LESOTHO 

SEYCHELLES 
ETHOPHIA 

ZIMBABWE 
COOROS 
S.AFRICA 

615 
612 
611 
696 
695 
617 
603 
642 
621 
650 
645 
687 
632 

662 
663 

613 

760 
763 
767 
764 
762 
766 
791 
704 
765 
786 
710 
780 
703 

792 
782 

708 

508 
66 
71 
77 
67 
47 
18 
6 
0 
0 
0 
4 
0 

21 
1 

0 
0 
0 

497 
77 
82 
75 
77 
51 
19 
2 

3 

1 

501 
72 
64 
81 
67 
50 
25 
6 

11 
5 
1 
3 

554 
87 
74 
84 
60 
18 
17 
5 
2 
3 
1 
1 
2 

1 

526 
67 
76 
44 
68 
55 
29 
5 

5 
4 
2 

507 
97 
70 
94 
58 
66 
25 
9 

2 

12 
. 

1 

503 
66 
82 
61 
71 
62 
30 
2 

6 

10 

3088 
466 
448 
439 
401 
362 
145 
29 
13 
21 
9 

28 
3 
3 
0 

0 
0 
0 

515 
78 
75 
73 
67 
60 
24 
5 
2 
4 
2 
5 
1 

1 
0 

0 
0 
0 

57% 
9% 
8% 
8% 
7% 
7% 
3% 
1% 

-% 
-% 
-% 
-% 

-% 
-% 

-% 
-% 

-% 
----------------------------------------------------------------------

TOTAL 867 884 .887 969 -881 941 893 5455 909 100% 

KENYAITOTAL 59% 56% 56% 57% 60% 54% 56% 57% 57% 

-i 
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FINACIAL Jw E.wr As SmwNr 
EAST AND S JUMERN AFRICA 

FIRMNIAL. ANAIXSIS ANIAL, VXO[MOD 
FY 1985-86 

VU[NEPABILI'[Y ASSESSlENNS 

ESF PAYmENr 
PROJFCf PRQJErT (Mill- VERIFI- CPA 

COtNIRY DESICN IM'I. ion-4) HISSION CATION FIRMS 
(a) (b) (f) (c) (d) (e) 

EAST AFRICA 
BURUNDI 4 7 1 1 1 
MUMi S - 1 1 - -
DJIuUTI 1 6 3.5 1 1 -
KEN A COXINPX (Wn) 6 16 55.0 1 1 2 

MIDACASCAR 3 3 11 1 
MURITIUS - 2 2.0 1 - -

RWNDA 3 10 1 1 1 
:YQEIFJS - 1 2.0 1 - -

SGALIA (RC) 3 12 35.0 1 1 1 
SUI)N (RC) 4 17 120.0 1 1 2 
TANTANIA (RC) - 15 1 1 
WNDA 3 4 1 1 

SCALJIERN AFRICA 
ISI.ANA (RC) 1 8 5.0 1 1 1 

LESODIO (nc) 101 1 1 1 
MALAWI 1 11 1 1 1 
MrZWBIQUE (*) - 1 1 1 1 

S.AFRICA W$) - 5 1 1 -
SWAZUAND (1c) 2 8 1 1 1 
ZAMBIA - 6 20.0 1 1 1 
ZUInPABW (RC) - 6 15.0 1 1 1 
SCIJIERN AFRICA REGIONAL - 9 32.0 - - -

32 158 t 289.5 20 17 16 
WORK 11) IE PERFO1ED BY: 
IESIMIF cOmiumL S (RC) 17 98 250.0 8 8 9 
RFMl 15 60 39.5 12 9 7 

RFM PIWSENT CAPACIIY 
D PERFODI- ESTIMATE 7 6 11 2 

UIET FIN. GN. WORKL(AD 8 54 11 8 5 

25% 34% 47%55% 31% 

(4) USAID/9waziland controller provides financial rmnagment services. 
(Ci)=Resident Controller FOR F0TIITES SEE NET PAGE 
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FINAIAL NEN SSMf
 

EAS [ AND SvnkXTfURN AFRICA
 

FINAICIAL ANAYSIS IUIUOD 

FOOINO IS: 

This schedule represents value judgements based upon available
 
information. It offers an ordar of mgnitude and represents our
 
best estimates for quantification of the workload.
 
(a) Nmiier of new projects planned for FY 1985-86. (Source: AFR 
suimission of 1986 budget.) Controller should review each PID and PP 
to assure adequacy of financial policies and method of financing and 
inple eintation. 

(b) NIAber of active projects in East and Southern Africa. (Source: 
AFR submission of 1986 budget.) 'his ntmber of projects does not 
include OP3s and other smller activities thvat are reflected in the 
accounts. 'This work includes defining the financial management and 
intenial control requirU11nts, designing and installing accounting 
and financial systms and working with project managers in 
resolution of implem2ntation problems. 

(c) Controller should review internal control features of Mission 
operations. To help meet this workload suggest that RFE conduct 
this examination every other year. (This would apply to (d) also. 

(d) Controller should review adequacy of invoice administrative 
approval process by project and OE managers. 

(e) Controller should assist in developing scope of work, selecting 
CPA fin, and monitorinp their performance. the numrbers listed in 
this colum are on an o-.der of magnitude as a probability. 

(f) Allocations of ESF from llouse Ccnimittee on appropriations report 
98-1021 for FY 1985. TIhese funds will generate local currency that 
will be available to support the Agency's development programs. 
With the recent emphasis to projectize counterpart funds there could 
be several projects that would require considerable financial 
management workload. The 10FC staff would be directly responsible 
for financial managcmnt of local currency equivalent of about 
thirty nine million dollars.
 



Financial Management Assesment Attachment C 
East and 	 Southern Africa. (Page_1 of -3 

Schedule of Frequency of Flights and Costs 
from Nairobi as of 10/30/84 

1. Frequency of flights to other AID Posts 1
 

A. 	 Direct Flights:
 
TO FREQUENCY FREQUENCY
 

RETURN TO NBO
 
Bujumbura Five times/week Three times/week
 
Moroni 
 Once a week 
 Once a week
 
Djibouti
 
Addis Ababa Six times/week Six times/week
 
Antananarivo 
 Twice a week Twice a week
 
Lilongwe Three times/week Three times/week
 
Mauritius 
 Twice a week Twice a week
 
Kigali Twice 
a week Twice a week
 
Seychelles Three times/week Three times/week
 
Entebbe Nine times/week Nine times/week
 
Lusaka Four times/week Four times/week
 
Dar es Salaam Four times/week Four times/week
 
Khartoum Three times/week Five times/week
 
Harare Four times/week Four times/week
 
Manzini 
 Once a week 	 Once a week
 

B. Arriving same day with connections:
 

Djibouti 	 Once a week 2 Once 
a week
 
Lilongwe 
 Once a week
 
Mauritius 
 Once a week Once a week
 
Manzini 
 Six time/week Six times/week
 
Cabarone Three times/week Three times/week
 
Maseru Eight times/week Eight times/week
 
Maputo Once week
a 	 Once a week
 

C. Arriving next day with connections
 

Moroni 
 Once a week 
 Once a week
 
Djibouti Once a week 2
 

Maputo 
 Twice a week 	 Three times/week
 

1 Based 	on ABC Guidebook as of October 1984
 
2 If plane from Nairobi to Addis Ababa is early it would be possible
 
to have 2 flights per week arriving same day.
 

'I)
 



At'achment G 
(Page 2 of -3­

2. Air fare costs for a roui. trip ticket 

Nairobi/To/Nairobi Costs 

Bujumbura 
Moroni 
Djibouti 
Addis Ababa 
Antananarivo 
Lilongwe 
Mauritius 
Kigali 
Seychelles 
Entebbe 
Lusaka 
Dar es Salaam 
Khartoum 

265.00 
410.00 
440.00 
336.00 
490.00 
420.00 
697.00 
265.00 
515.00 
128.00 
450.00 
180.00 
570.00 

Harare 
Manzini 
Gabarone 
Maseru 
Maputo 

541.00 
635.00 
635.00 
799.00 
666.00 



F inanc ial Manapement Assessment \ttachment G 
East and Southern Africa. (Page_3 of-3 

Schedule )f Frequency of Flights and Costs
 
from Swaziland as of 10/30/84
 

1. Frequency of flights to other AID posts 1
 

A. 	 Non-Stop from Manzini
 
To Frequency
 

Johannesburg Daily except Saturday
 
Maputo Twice per week
 
Harare 
 Once a week
 
Dar es Salaam Once a week
 
Gaborone 
 Once a week
 
Maseru 
 Once a week
 

B. Direct Flights
 

Lusaka 
 Once a week
 
Nairobi Once a week
 

C. Arriving the same day with connections
 

Lilongwe 	 Four times 
a week
 
Lusaka Twice a week
 
Harare 
 Six times a week
 
Gaborone 
 Four times a week
 
Mauritius Eight times a week
 

D. Travel by car
 

Gaborone 7 - 8 hours driving time
 
Maseru 7 - 8 hours driving time
 
Johannesburg 4 hours driving time
 

2. Air Fare Costs for a round-trip ticket. 2
 

Point 	 Costs
 

Gaborone 205.00 Economy
 
Maseru 165.00 Economy
 
Lilongwe 243.00 Excursion
 
Maputo 73.00 Economy
 
Harare 201.00 Exzursion
 
Lusaka 246.00 Excursion
 
Nairobi 364.00 Excursion
 
Johannesburg 74.00 Excursion
 
Dar es Salaam 348.00 Excursion
 
Mauritius 	 620.00 Excursion
 

1 This is based on the ABC Guide as of October 1984.
 
2 Based on the exchange rate of October 22, 1984 of $1.00 = R1.62
 

using normal excursion fares unless only economy is available.
 



ATTACIIME NT HI 
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FINANCIAL MANAGEMENT ASSESSMENT: 
EAST AND SOUTHERN. AFRICA 

LIST OF INTERVIEWEES
 

POST OFFICER 

BOTSWANA PAUL GUEDET 
JIM BRODY 

BURUNDI GEORGE BLISS 

SALLY SHARP 
STANLEY WILLS 
MICHAEL SULLIVAN 

T. M. KEBRON 

KEITH BAKER 
YEAGER 

DJIBOUTI JOHN LUNDGREN 

KENYA CHARLES GLADSON 
BARRY RILEY 

JOHN GREENOUGH 

ROB HENRICH 

RAY RIFFENBERG 

LESOTHO EDNA 
TONY 

BOORADY 
CULLY 

MALAWI SHELDON COLE 
DAVID OARMS 
WILLIAM JUDY 
MURL BAKER 
JOHN LEE 
CHARLES ORARE 

RWANDA JOHN BLANE 
GENE CHIAVAROLI 

ROSEMARY DEPP 
NORMAN OLSEN 
MICHAEL FUCHS-KARSH 

BRUCE LERNER 
KATHLEEN AUSTIN 
RITA RUPPASBOZA 

SOMALIA LOU COHEN 

SUDAN MEL VAN DOREN 

TITLE
 

DIRECTOR
 
CONTROLLER
 

AID REPRESENTATIVE
 

PROGRAM OFFICER
 
AGRICULTURE OFFICER
 
PROJECT OFFICER
 

ACCOUNTANT-TCN 
PROJECT OFFICER
 
EMBASSY ADMIN OFFICER
 

AID REPRESENTATIVE
 

DIRECTOR
 
DEPUTY DIRECTOR
 

EXECUTIVE OFFICER
 

CONTROLLER
 

PROJECT OFFICER
 

DIRECTOR
 
CONTROLLER
 

AID REPRESENTATIVE
 
PROGRAM OFFICER
 
AGRICULTURE OFFICER
 
PROJECT OFFICER
 
MANAGEMENT OFFICER
 
ACCOUNTANT
 

AMBASSADOR
 
AID REPRESENTATIVE
 

PROJECT OFFICER
 
PROGRAM OFFICER
 
AGRICULTURAL ECONOMIST
 

MANAGEMENT OFFICER
 
EMBASSY ADMIN OFFICER
 
EMBASSY B & F OFFICER
 

DIRECTOR
 

CONTROLLER
 



ATTACHMENT H 
(page 2 of-2) 

SWAZILAND 

TANZANIA 

CHARLES LAHIGUERA 

ROBERT IIUESMANN 
JIMMY P1ILPOTT 
GARY BYLLESBY 
COLUMBUS SPAIN 

KATHY MCGINNIS 

FRITZ GILBERT 

HORACE HUNTER 

CIIANGE'D AFFAIRES 

DIRECTOR 
DEPUTY DIRECTOR 
CONTROLLER 

ACCOUNTANT 

MANAGING DIRECTOR 
COMPUTERONICS WANG 
AND IBM AGENT) 
DIRECTOR (ACTING) 

CONTROLLER 

UGANDA IRV COKER DIRECTOR 

ZAMBIA JOHN PATTERSON 
FRED PERRY 

MIKE IRELAND 

CLARENCE GROCEMAN 

AID REPRESENTATIVE 
PROJECT OFFICER 

MANAGEMENT OFFICER 

ENGINEER 

ZIMBABWE ROY STACY 
MARJE LEWIS 

DIRECTOR 

CONTROLLER 

REDSO/ESA JOHN KOEHRING 
ART FELL 

DIRECTOR 
DEPUTY DIRECTOR 

RIG/NAIROBI MERVIN BOYER 
EUGENE TREASRAU 

RIG. 
DEPUTY RIG 

RFMC/NAIROBI ROBERT BOURQUEIN 
ROBERT HENRICH 
GARY EIDET 
LINDA MARTIN 

PAUL KRAMER 

RON MILLER 

DIRECTOR 
DEPUTY DIPECTOR 
D. DIRECTOR-REGIONAL 
FINANCIAL ANALYST 

B&A OFFICER 

SYSTEMS MANAGER 

AID/W LOC ECKERSLEY 
DON WALLS 
RICHARD SOLLOWAY 
FORD BROWN 

DEPUTY CONTROLLER 
FIN. ANALYSIS DIVISION 
FIN. ANALYSIS DIVISION 
AFR/CONTROLLER 

ID: FMPR 1178A 



ATTACHMENT I 

FINANCIAL MANAGEMENT ASSESSMENT
 

EAST AND SOUTHERN AFRICA
 

COMPARISON OF
 
CONTROLLER STAFF-USDH
 

EAST AFRICA CENTRAL, WEST AFRICA 
Kenya 2(a) Cameroon 3 
Somalia 2 Chad 1 

Sudan 2 Gambia 1 
Tanzania 1 Ivory Coast 3(a) 

East Africa Total 7 
Liberia 2 

SOUTHIERN AFRLcA Mali 3 
Botswana 1 Mauritania 1 

Lesotho 1 Niger 3 

Swaziland 1 Senegal 3 

Zimbabwe 1 Upper Volta 3 

SoLthern Africa Total 4 

RFMC/Nairobi 3(a) Zaire 	 2
 

Total EA and SA 	 14 Total CA and WA 25
 

EA/SA CA/WA Africa Regional
 

Controller Positions 14 25
 
Number of Cotintry
 

Prog-..is serviced 19 21 

DA ar- ESF-FY 85 $435 $250 $137 
Counterpart generations 

in FY 85 	 $290 $ 69
 

(Millions of Dollars)
 

(a) The five controller personnel in Nairobi are divided between RFMC
 

and the USAID as shown. In addition there are two computer system
 

managers assigned to the Controller staffs, one in Abidjan and one in
 

Nairobi.
 

Source: Bureau Budget Submission FY 86 and HAC Report 98-1021 for FY
 

1985 for counterpart generations from ESF programs.
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AAIYSIS OF PlWOSOWIS OI) 

REDUCE KF U MM)RIIAD 

FINA ICAL NW CE.MTl(d) FISCAL s:iViICIH SXrrION IX 
(U)mIH.IY AV.WERAL) W"(MJy IW-UU2lU'(SON CO1I( PUSlJECrs 8a.(e) '11?ANFALTWlCCS VOLFRS PER COTION 2.A & . 

CAFMOORY I 
PROMtZECS '85,86. PlYU. JUL-i:;C 83 JAN-JUN ' JAL-JU'Nr4 FlN.i;Mf. TANS,. 

-
VLII. 

SUDAN 
KENYA 
ZUmJa1E 
SOUIA 

-

-

-
. 

-

-

-

479 

2320 
416 

647 

1933 
328 
.--. 

4 

515 
--

-

-
647 

-

328 

-

_ 

-

ZAMiBA 6- 2 235 319 75 8 75 

CA1GORYI1 
IlCinD .-. 849 690 1 - - -
IWMA 
MAWI 
LXRDA 

10 
11 
4 

3 
1 
3 

13 
3 
2 

355 
253 
238 

335 
292 
278 

73 
78 
60 

26 
15 
-

-

-

. 

73 
78 
-

BOfS- .. - -... 

CAMUECRYIII 
BURL7tIA 7 4 4 253 304 67 ­ .
SWAZILAXD - ­

- 452 559 2 ­ -DJIIfUFI 6 1 3 99 116 24 10 -TANZAN4IA - - - 925 925 2 - - -

CAl'EOlZ IV 
FAIA2ASAR- 3 3 1 19 31DT,!BIQJ .. 5 - - ­.
 .. 
 - - . 

S. AFRICA ­ . - - 48 -. .
?AURITIUS 2 - 2 17 33 5 - - -S.UIFS 1 - 1 8 5 1 ­ _

CRA..S 1 ­ 3 4 - -OS:C ­ - - 36 .. ..
E'IIIOPIA 7 12SO.AFI. G. 9.. .. .. ... 
 - -. 

uErJAIs EA.& MA. 60 15 31 6928 6895 (10%) 912(100') 
IUIAL M. G 
PRIUL;IS I,.-IIAD 106(00%) 59(a) 975(b) 250(c)
RRDt1Cl\S BY 
Sectict IX 2.A&B 259 (56%)(a) 975(14%)(b) 50(27%)(c) 

IESIli2d. 47 (44%) 5920(86%) 662(73%)
 

NOfE: (a), (b), anrd (c) reflect c.;es prpoised in Option 2 A & B. 
(d)Ii:L.ers are noirrluded enly w,,ere controllers am in residence. (USAID/Swaziland Controller 

services ;z:';biq, aind S. Africa.) 
(e)tmber of ns:;iorol pro cts. 

Source: FY1986 lkieau b-xlget SuLidsaion-Table IV; RPe Status Paper, Aug.1984. 
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ATTACHMENT K 
ANALYSIS OF PROPOSA.LS TO 

REDUCE RE MC WORKLOAI) 

EAST AND SOUTtlERN AFIl CA ',',OJIECTS 
(MI ILIONS OF DOLLARS) 

PIPELINE AFRICA SUBI] SSION PROPOSED 
6/30/84 FY-85 CONTROLLER 

POSTS
 
CATEGORY 	 1: 
SUDAN 
 76 	 $ 148 * 148 
KENYA 
 77 	 57 
 57
 
ZIMBABWE 12 	 30 
 30
 
SOMALIA 37 	 55 55 
ZAMBIA 12 	 24 24 

CATEGORY II:
 
LESOTHO 20 10 
 10 
RWANDA 	 15 6 6 
MALAWI 	 16 10 10
 
UGANDA 15 
 10 	 -
BOTSIIANA 	 28 10 	 10 

CATEGORY III-

BURUNDI 14 4 
 -

SWAZILAND 25 8 8
 
DJIBOUTI 5 
 4 4
 
TA NZANIA 29 - _
 

CATESORY 	IV
 
MAI)AGASCAR - 5 
MOZAMBIQUI. (a) 12 	 12
 
S. AFRICA (a) 	 7 9 9
 
MAUIIT IIS ­ 2 -
SI: YCIIELI ES 2 
COMOROS 
OSARAC ]. 
ETI I101 A 
SO. AFR. REC. 36 	 37 37 

EA_&SA_0 .OTAS . . 425- --- 443 (100%) 420 (95 

(a) Programs serviced by USAII)/Swaziland Controller.
 

Source: 	 FY1986 Bureau Budget Submission-Table IV; 
RFIC Status Paper, Aug.1984. 
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Attachment L 
FINANCIAL MANAGEM)NT A ESSMENT
 

CAST AND SOUTIHEIRN AFRICA
 

C(ONTI1t) LER 1)0 T IONS 
Sr4,S, 11r S;ta 1ro o so d S ta f f 

No. of No. of Addit'l. 
le Positions 


RF,1'/Na irob i 

P.o Title Po-siVions Pos itions 

IHFMC/Na i robi
 
DireC.tor 
 Director
 
1).Director-ltgiona D.Director-M'g.
 
B . & A. B. & A. 
Systeirs Manager System!.' Manager 

Financial Analyst 
451
 

I;SAI D/ enya US A 11)/Kenva 
D. Di r to r-USAID/K ControlI er-USAI)/K
 
Financial Analyst 
 Financial Analyst
 

B. & A. (a) 
2 3 

TotaL s 6 8 2 
Resident Control ler,; in Nala.i, 3Rwanda , Zambia 
AdditionaL Controller Positions Proposed 5
 

(a) To be secunded to RFMC. 

RIFMC/Soi thern Africa vs. Recommended Option 

No. of
 

Positions 
If RFMC/SA is established: 

R FMC / SA 4 
RFMC/Na i rob i 5 

Total pos itions 9 
If RFMC/Nairobi is expanded and Resident 

Controller.; assigned: 
:.F C/Nai robi 6 
Controllers in Malawi, Rwanda 
and
 

Zamb ia 3 
Total 
 9
 


