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UNITED STATES OF AMERICA
AGENCY FOR INTERNATIONAL DEVELOPMENT
OFFICE OF THE REGIONAL INSPECTOR GENERAL FOR WEST AFRICA

UNITED STATES ADDRESS INTERNATIONAL ADDRESS
RIG/DAKAR RIG/DAKAR

AGENCY FOR INTERNATIONAL C/0 AMERICAN EMBASSY
DEVELOPMENT BP. 49 DAKAR SENEGAL

WASHINGTON, D.C. 20523 January 20, 1988 WEST AFRICA

MEMORANDUM FOR Arthu ezdn), Director, USAID/Mauritania
204

FROM John ¥.\Cow RIG/A/Dakar
SUBJECT: Audit of USAID/Mauritania Management
Audit Report No. 7-682-88-05

The Office of the Regional Inspector General for Audit,
Dakar has completed its audit of USAID/Mauritania
management. Enclosed are five copies of the audit report.

A draft audit report was submitted to you for comment, and
your comments are attached to the report. The report
contains four recommendations, all of which are considered
as resolved, The recommendations can be closed upon
completion of actions planned by the Mission. We appreciate
your calling to our attention the current and anticipated
staff and budget constraints which could affect your
carrying out. the planned actions. Progress reports on
actions taken to implement the report's recommendations
should highlight any proble:rs in this area. The first
progress report is due within 30 days of receipt of this
report.

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



EXECUTIVE SUMMARY

In 1978, Congress established the Sahel Development Program
through which A.I.D. would provide economic assistance to
eight Sahelian countries in West Africa. Since then, funds
provided by the Sahel Development, Public Law 480 and
Economic Support Programs have averaged about $145 million
annually to the Sahel, including about $10 million annually
to Mauritania, one of the eight Sahelian countries.

From 1978-1982 serious A.I.D. managenent weaknesses limited
the impact of A.I.D. assistance to thesc countries, causing
A.I.D., in 1983, to develop a Sahel-widc Strategy to (1)

control A.I.D. local currency funds, (2) strengthen
financial and program management capabilitics of Sahelian
institutions, and (3) improve A.I.D. administrative and
program management. Concurrently, as part of a world-wide
effort the Agency installed new policies to improve
financial management. Audits by the General Accounting
Office and Inspector General in 1985 and 1986 reported that
A.I.D. made progress controlling localil currency funds.
Howeve , they reported insufficient progress in

strengthening host government management capability.

The Office of the Regional Inspector General for Audit/Dakar
has made several audits at selected Missions in the Sahel
and at the Africa Bureau in Washington D.C. to determine the
progress A.I.D. had made improving its management since

1983. This report discloses the results of audit at
USAID/Mauritania. This program results audit evaluated the
Mission's (1) system to measure project progress, (2)

actions to implement selected A.I.D. financial management
policies, and (3) efforts to balance work loads with staff
and budget resources.

USAID/Mauritania had made good progress improving its
management. Since 1983, the Mission has implemented a
system to measure project progress, strengthened financial
management, installed computers, and significantly reduced
administrative costs.

Although such efforts have improved management, further
action was needed to better oversee and  control A.I.D.
assistance. USAID/Mauritania needed to (1) better measure

project progress and expand its review of internal controls,
(2) improve several areas of financial management, and (3)
increase efficiency through staff training, written guidance
and the use of computers. Also, a system was needed to
assess whether the Mission's staff and budget levels were
commensurate with its work load requirements.



To ensure that A.I.D. assistance promotes the economic
development of recipient countries, missions must measure

project progress. Since 1983, improvement in
USAID/Mauritania's management system has resulted in better
trackirg of project implementation. However, the system
could have better collected and reported data on whether
project activities were producing the anticipated
development changes. This weakness persisted, in part,

because it was not identified in the Mission's vulnerability
assessments. Improved measuring of projcct progress would
enable the Mission to better evaluate and report on the

effectiveness of A.I.D. assistance. The report recommends
that USAID/Mauritania improve its systcem to measure project
progress and perform more comprehensive vulnerability

assessments.

Prior to 1983, financial management weaknesses in A.T.D.
projects caused problems in implementing the Mauritania
program. Although the Mission has made good improvement
over the past several years, further progress was needed  in
providing for audits in project designs, and controlling
voucher approval and payment procedures. These wceaknesses
were not fully addressed, in part, becausc the Mission had
not established gqguidance to implement these financial
management policies. Therefore, the Mission's vulnerability
and risks were increased. The report recommends that
USAID/Mauritania improve financial management,

To better enable Missions to menage their programs, the
Africa Bureau emphasized improved cefficiency through
training provided to staff and other efforts.
USAID/Mauritania had made progress in its staff efficiency
effort, but there were further opportunities for
improvement. Factors limiting progress included the lack of
comprehensive training plans for foreign national staff,
insufficient written guidance, and less than cptimum  use of
computers. The report recommends ways USAID/Mauritania can
increase efficiency.

The Africa Bureau's strategy included reducing the number of
projects to better balance mission work load with staff and
budget resources. Although USAID/Mauritania had not reduced
the number of projects as planned, it had taken other action
to improve its ability to handle work loads. Since there
werne incomplete criteria and no system to objectively
measure work load, the audit could not assess whether
Mission actions had resulted in an appropriate balance
between Mission work load and staff and budget resources.



Management Comments

USAID/Mauritania agreed with the report recommendations and
outlined actions to be taken to improve management.
However, the Mission cautioned that its ability to implement
the planned actions will depend on staff and budget
resources, noting that in December, 1987 the Africa Bureau
decided against filling two vacant U.S. direct hire
positions.

Office of Inspector General Comments

USAID/Mauritania's comments and actions planned are
responsive to the report recommendations which are
considered as resolved. We recognize that changes in the

Africa Bureau's field organization and staffing can affect
the Mission's ability to fully carry out all promised
actions. Mission proyress reports on recommendation
follow~up should highlight the impact of these constraints.
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AUDIT OF USAID/MAURITANIA MANAGEMENT

PART I - INTRODUCTION

A. Background

In 1978, Congress established the Sahel Development Program
through which A.1.D. would provide economic assistance to
eight Sahelian countries in west Africa to help increase
food production and economic and political stability, Since
then, funds provided by the Sahel Development, Public Law
480 and Economic Support Programs have averaced about $145

million annually to the Sahel. This assistance has been
provided through development  projects, food donations and
budgetary support. A.1.D. assistance to Mauritania, one of

the eight Sahelian countries, has totaled about $92 million
Or an average of about $10 million annually 1/ as follows:

Sahel Public
Fiscal Development Law 480
Year Program Program _Total
(In Thousands)
1978 $ 4,470 $ 2,258 $ 6,728
1979 6,058 1,111 7,169
1980 2,742 7,011 9,753
1981 8,500 6,164 14,664
1982 6,307 3,412 9,719
1983 5,146 5,976 11,122
1984 3,390 7,462 10,852
1985 9,362 7,421 16,783
1986 3,000 2,109 5,109
Total  §$48,975 $42,924 $91,899

Between 1978-1982, according to Inspector General and U.S.
General Accounting Office audits, A.I.D. evaluations, and
other reports, scrious A.T.D. management weaknesses caused

A.I.D. assistance to have little impact  throughout the
Sahel. Host government financial records  and procedures
werc deficient, host country supervision and control were
lax, and A.I.D. oversight of the program was poor. Sahel
institutions lacked trained personnel in accounting,

financial management, planning and administraticn. Mission
management was  weakened by too many projects, ‘nadequate
monitoring systems and overambitious praoject designs.

1/ This amount does not include certain regional projects
and  the transportation costs of Public Law 480
commodities.



In 1983, in response to the reports' findings, A.I.D.
developed a Sahel-wide strateqgy to (1) control A.I.D. local

currency funds, (2) strengthen financial and program
management capabilities of Sahelian institutions, and (3)
improve A.T.D. program and administrative management.

Concurrently, as part of a world-wide offort the Agency
installed new policies to improve financial menagement.,

As  part  of this strategy, USAID/Mauritania has workced to
improve oversight of local currency  funds  and increase
training to Mauritanian institutions. Audits by the General
Accounting Office 2/ and Inspcector General 3/ reported  that
A.TI.D. made progress «controlling local  currency funds.
However, they reported insufficient PDLrogress in
strengthening host government management capability.

UGAID/Mauritania has alsc worked to mprove  its managemen t.

by refining nroject inplementation and monitoring,
strengthening financial management practrices,  and  furthering
staff e{ificicacy. Fonetheless, Inspector  General  audits

(See Exhibit 1), A.I.D. cvaluations, and  other reports have
continuea to disclose problems Iimiting the e¢ffectiveness of
A.I.D. assistance to Mauritania.

B. Audit Objectives and Scope

The Office of the Regional Inspector General for Audit/Dakar
has made several audits at selected Missions in the Sahel
and at the Africa Bureau in Washington D.C. to determine the
progress A.I.D. had made improving its management  since

1983. This report  discloses  the results of audit at
USALID/Mauritania. This program rcesults audit cevaluated the
Mission's (1) system  to measure  project  progress,  (2)

actions to implement  sclected ALI.D. financial  management
policies, and (3) efforts to balance work loads with staff
and budget resources.

The audit scope did not include an  evaluation of managemen t
systems beyond  the Mission's control, such as thoso relating
to A.I.D.'s personnel assignment and managemen t system.
Also, the audit did not determine the adequacy of host
country or contractor management. As part of the Sahel-wide
review, the auditors also gathered data relative to the
Africa DBureau's actions to improve managcement, This

g/ Can More be Done to Assist Sahelian Governments to Plan
and Manage Their Lconomi ¢ Development? NSIAD-85-87,
September 6, 1985.

3/ Audit of A.I.D. Compliance with Section 121(D) of the
Foreign Assistance Act, 7-625-86-5, March 12, 1986.




additional data, the findings of this report, and the
results of audit field work in other Sahelian countries will
be included in a later report to the Bureau. Testing of
compliance and internal controls was limited to the
conditions disclosed in this report.

The audit was conducted in Mauritania and Washington D.C.
It included interviews with USAID/Mauritania and Africa
Bureau officials, and reviews of selected audit reports,
evaluations, assessments, project papers, project
implementation and  status reports, work force/work load
planning documents, staff development plans and  budgets.
The audit asscssed the Mission's system to mcasurce project
progress on 3 of 7 bilateral projects, active in fiscal year
1986 Rural Roads Tmprovement (682-0214), Ruratl Health
Services (682-0230), and Human Resources Development
(582-0233). The audit also examined data collection on the
Public Law 480 Title 1I1I program. Also, the audit tested
vouchers amounting to $1.2 million of $6 million spent
during fiscal vyear 1986. The audit wae made in accordance
with gencrally accepted government auditing standards.

Audit field work in Mauritania was completed  In February
1987, and Records of Audit Pindings (RAI's) were icsued at
that time. The Mission provided comments to the RAFs in
March. Work on the the Sahcl-wide review was completed in
August 1987 and in Scptember, a joint reguest was made by
Missions in Burkina IFaso, Mali, Mauritania and Niger that
audit results in the Sahel be consolidated into one report
(See Appendix 2). The Inspector General did not agree with
this proposal (Sce Appendix 3). However, based on further
discussions with Africa Bureau officials, this report has
eliminated draft recommendations made t.o the Mission
regarding work load measurement. This issuc is discussed
under "Other Pertinent Matters" of this report.

USAID/Mauritania comments to the draft report were received
in  mid-December, 1987, and have been considered in preparing
this report. The full text of Mission comments is in
Appendix 4.



AUDIT OF USAID/MAURTITANIA MANAGEMENT

PART 11 - RESULTS OF AUDIT

USAID, Mauritania had made good progress improving its
management. Since 1983, the Mission has implemented a
system to measurc project progress, strengthened financial
management, installed computers, and significantly reduced
administrative costs.

Although such efforts have improved management, further
action was needed to better oversce and control A.I.D.
assistance. USAID/Mauritania neceded to (1) better measure

project progress and expand its review of internal controls,
(2) improve several arcas of financial management, and  (3)
increase cefficiency through staff training, written guidance
and the use of computers. Also, a system was nceded +o
assess whether the Mission's staff  and budget levels were
commensurate with its work load requircments.

The report recommends that the Mission improve its system to
measure project progress, perform more comprehensive
vulnerability assessments, improve financial management, and
increase efficiency.



A. Findings and Recommendationsz

1. The System to Measure Project Progress Could Be Improved

To ensure that A.I.D. assistance promotes the cconomic
development of recipient countries, missions must measure
project progress. Since 1983, improvement in
USAID,/Mauritania's management system has resulted in better
tracking of project implementation. However, the system
could have better collected and reported  data  on whether
project activities were producing the anticipated
development changes. This weakness persisted,  in part,
because it was not identified in the Mission's vulnerability
assessments. lmproved measuring of project progress  would
enable the Mission to better evaluate and report on the
effectiveness of A.I.D. assistance.

Recommendation No. ]

We recommend that the Director, USAID/Mauritania, improve
the system used to measure project progress by:

a. establishing qualitative and quantitative interim
benchmarks to be met toward achleving project purpose
indicators;

b. improving data collection by systematically gathering,
reporting and verifying Jdata on progress meeting the
project purpose benchmarks and indicators; and

c. analyzing data to determine whetner project objectives
are being mcet and, if not, identify corrective actions

needed.

Recommandation No. 2

We recommend that the Director, USAID/Mauritania, as part of
periodic vulnerability assessments, review the adequacy of
the system used to measure project progress.

Discussion

Prior to 1983, serious project design  and implementation
problems limited the impact of A.T.D. assistance to
Mauritania. Overly optimistic design assumptions,
objectives and implementation schedules delayed
USAID/Mauritania's delivery of assistance. Projects lacked
host government support and economic viability. 1In 1983,
poor relations with the host government caused the Mission
to terminate a number of agricultural development projects.









Finally, problems in Mission monitoring contributed to the
findings noted in a 1986 Inspector Gencral audit 4/ of the
Public Law 480 Progran. The audit found that commodity
sales proceeds had not been fully deposited, and complete
program reports had not been submitted in a timely manner.

In addition, evaluation was not usecd effectively to reaffirm

project objectives or assess management. Because of the
work load involved, according to Mission officials, all
routine annual evaluations were not performed. Also, only
one of four evaluations scheduled during 1984-1985 was

performed.

Problems in project progress measurement objectives, and
data collection and reporting were administrative control
weaknesses that should have been identified in vulnerability
assessments. Internal control includes both accounting and

administrative controls. While accounting controls are
concerned with safeguarding assets and the reliability of
financial records, administrative controls are concerned
with operational efficiency and adherence to managerial

policies.

USAID/Mauritania provided periodic reports to the Africa
Burcau on the status of Mission internal controls. The
reports were to show Mission assessments of vulnerability
and to provide assurances on the adequacy of internal
controls. Where matcecrial weaknesses were identified,
planned corrective actions were to be reported so that the
Bureau could monitor progress in implementing them.

In making the assessments USATID/Mauritania was required to
determine whether:

- brogress recports were timely, accurate, and useful;

-- progress reports showed comparisons with planned and
past performance; and

- records were maintained on the activities and results
achieved.

USAID/Mauritania vulnerability assessments did not include

weaknesses in its project progress measurement system.
Progress reports did not provide data showing progress in
achieving project purposes, and seldom showed comparisons

with planned and past performance. Sufficient records may
have becen maintained on the activities but not on the
results achicved.

4/ Audit of the P.L. 480 Title II Section 206 Program -
Mauritania, 7-682-87-2, November 7, 1986.




Had the wvulnerability assessments disclosed weaknesses in
the project progress measurement system, corrective action
could have been taken to provide USAID/Mauritania with
additional information for its monitoring/evaluation
efforts. In this way, the Mission could have better
demonstrated the impact of A.I.D. assistance to Mauritania.

In  conclusion, tn better evaluate and report on the
effectiveness of A I.D. assistance, USAID/Mauritania needs
to 1improve its project progress measurement system and
periodically examine administrative controls through the

vulnerability assessments.

Management Comments

USAID/Mauritania provided detailed comments outlining their
monitoring practices and procedures. Although the Mission
believed it had a viable system, it agreed that further
improvement could ba made. The Mission intended to
strengthen project monitoring with particular regard to the
use of purpose level indicators. It cautioned, however,
that its ability to do so was dependent on the availability
of staff and budget resources.

Regarding wvulnerability assessments, USAID/Mauritania said
that it had completed the 1987 assessment in the revised
format issued by AID/Washington. The assessment included
all problem areas including those related to project
progress indicators.

Office of Inspector General Comments

The Miscion's description of its management system points
out the wvast improvements made in monitoring project and
program progress since 1983. The auditors were aware of
these improvements and this report reflects the increased
attention given to management of the Mauritania program.

The Mission plan to further strengthen project monitoring,
focusing on increascd use of project purpose indicators, is
responsive to recommendation number 1 which is considered as
resolved. The Mission's completion of the 1987
vulnerability assessment which included the review of
project purpose indicators is also sufficient to resolve
recommendation number 2.



2. Financial Management Needs to Be Further Improved

Prior to 1983, financial management weaknesses in A.I.D.
projects caused problems in implementing the Mauritania
program. Although the Mission has made good improvement
over the past several years, further progress was needed in
providing for audits in project designs, and controlling
voucher approval and payment procedures. These  weaknesses
were not fully addressed, in part, because the Mission had
not established guidance to implement these financial
management  policies. Therefore, the Mission's vulnerability
and risks were increased.

Recommendation No. 3

We rccommend +he Director, USAID/Mauritania, make further
progress in implementing Agency financial management
policies by the following actions:

a. establish procedurcs that would require an evaluation
of the need for audit in project papers;

b. establish procedures requiring that the Mission
voucher payment and approval process be tested
annually; and

C. ensure that project officers submit voucher approval
checklists.

Discussion

Prior to 1983, financial management weaknesses in A.I.D.
projects caused problems in implementing the Mauritania
program. These weaknesses included inappropriate host
country administrative procedures, untrained project staff,
and inadecquate host government  organizational structures.
As a result, funds were unaccounted for, project
implementation was  slowed, and anticipated results were
reduced. Because of these problems, the Miszion  terminated,
in 1983, all A.T.D. projects implemented by the Ministry of
Rural Development.

Over the past several vyears, USAID/Mauritania has improved
its financial management . For iInstance, because of weak
host country contracting capabilitics, the Mission has used
direct A.I.D. contracting and Fixed Amount Reimbursement
methods to ilmplement projects, The Mission has also
provided assistance to the host government to develop
accounting capabilities. Also, the Mission has established
procedures to periodically verify host government records
and reports accounting for A.I.D. local currency funds.



Notwithstanding this progress, further efforts were needed
to provid: for audits in project designs, and control
voucher approval and payment procedures.

Audit Coveraje - Missions must assess the need for audits
when designing projects and describe planned contract and
project audit coverage by the host government, A.I.D. and/or
independent public accountants. Where the need for audit
has been identified, project funds should be budgeted for
independent audits.

USAID/Mauritania has not fully evaluated the neced for audits
nor made appropriate provisions for funds in project
papers. For example, the 1982 Rural Roads Tmprovement
Project was amended in 1984, 1985, and 1986 adding $481,000,
$6,000,0600, aad $400,000 respectively to project financing.
None of thc¢ amendments assessed the need for audit coverage
or budgeted funds to provide such coverage. Also, the $6
million Human Resources Development Project was approved in
1984 and amended in 1986 to add $591,000 to project
financing. Again, neither the project paper nor the
amendment provided an assessment of Lie neod for audit or
budgeted funds to provide coverage.,

Voucher Ixamination and Approval Procedures - Missions must
annually assess their voucher approval and examination
procedurcs to determine any wcaknesses  and  if  staff are
following the procedures. The assessments must verify
supporting documents submitted with contractor invoices and
the ability of project officers to match contractor
performance with contractor invoices. The assessments must
involve a randomly seclected sample  of  vouchers. Weaknesses
that indicate high vulnerability should be highlighted for
further action.

USAID/Mauritania could improve its voucher approval and
examination procedures. For the years 1984 and 1985, there
was no evidence to  support the Mission's assessments of
thesce procedures. The Mission Controller had departed post
in ecarly October 1986, and no work papers  werce available.
For 1986, Mission Officials said that the asscessments were
made on the basis of daily oversight.  Sampling was not used
since cach voucher was reviewed at  the time of its
certification. Similarly, no evidence was available to show
that the Mission reviewed the procedures employed by project
officers to relate contractor performance with contractor
invoices.

Based on  audit tests of vouchers totaling about $1.2 million
of about $6 million prccessed in fiscal year 1986, a nore
formal approach was needed. Audit testing of 43 vouchers
found that 10 vouchers or 23 percent had insufficient
documentation to show the basis for approval. For example:



-- eight vouchers, totaling about $4€3,000, were not
properly supported with the project officer's approval
checklists. The checklists were missing for seven
vouchers, and one checklist was not filled out. The
checklists were required to enable A.1.D. managcment to
decide the vouchers'® vulnerability *o improper payment;

-=- the Mission paid an advance of funds, totaling about
$38,000, on onc voucher (number 682-06-0600 dated March
11, 1986) without any supporting documents. Also, an
examination of three 1986 advance accounts revealed that
two projects  (Rural Health Services and  Rural Road
projects) showed advances of about $215,000 in excess of
immediate disbursing needs. Federal regulations require
Justification fer advances exceeding 30 days. In no
case can advances  be  approved for amounts in exeess of
90 days necds; and

-=- the Mission paid a contractor about $49,000 on one
voucher, without the support of an invoice, performance
certificate or project officer checklist.

Insufficient  audit coverage and neced to improve voucher
approval and payment procer .res have  been  world-wide
problems which the Agency has  been  trying to  address. In
April 1982, the  AL1.D. Administrator named a task force to
review these problems.  The review resulted in 16 policies
on (1) methods of project implementation and financing, (2)
auditing, verification, and other monitoring practices, and

(3) other accountability practices. The Bureau for
Management sent implementing  qguidance  to the missions  in
December 1983, The guidance acknowledged that it would take

several years to fully implement the policies.

The problems  discussed  in this finding had not been
addressed,  in part, because quidance had not been provided
to staff to ensure  that project  designers  included an
assessment of  the need for audits  in project designs.

Better guidance could also have beer helpful in assuring  the
submission of project officer checklists, and in assessing
Mission voucher approval and paynent procoedures.

In conclusion, USAID/Mauritania has  made progress  improving
financial management ., However, therce is need to botter plan
for audits when designing  projects,  and  control  veoucher
approval and payment procedures.

Management Comments

USAID/Mauritanii agreed with the recommendation and stated



that the Controller's office was 1in the process of
establishing procedures to implement the three actions
required by the recommendation. The Mission also stated
that the voucher examination process has been revised to
ensure that all project vouchers contain a project officer
checklist.

Office of Inspector General Comments

Mission's action is responsive to the report recommendation
which is considered as resolved.



3. There Are Opportunities to Improve Staff Efficiency

To better enable Missions to manage  thelr programs, the

Africa Bureau emphasized improved efficiency through
training provided to staflf and other efforts.,
USAID/Mauritania had made progress in itoe staff efficiency
effort, but there wore further opportunities for
improvenment. Facters limiting progress included the lack of

comprehensive  training plans  for foreign national staff,
insufficient written guidance, and less than optimum use of
computers.

Recommendation No. 4

We recommend that the Director, USAID/Mauritaniac:

a. establish a comprchensive staff development plan to
include specific training and funding needs,
timetables, and assigned training responsibilities;

b. update, censolidate, and establish  procedures  to
maintain the system  of  written Mission policies and
procedurces; and

c. place greater cmphasis on obtaining anc using computer

softwarc programs to organize project management
infermation systems and reporting.

Discussion

From 1978-1982, Inspector General audits and A.T.D,
assessments and evaluations found that Sahel Missions did
not have cenough  resources to administer increasingly higher

levels of A.I.D. assistance. As a result, significant
projecct  problems  were not detocted and corrected, limiting
the impact of A.I.D. assistance. Such  imbalances caused

Congress Lo consider reducing the Sahel bevelopment Program,

In response  to the audit reports and Congressional concerns,
A.I.D. developed a strategy to better balance work  load with
staff and  budget resources., The  Africa Bureau's strategy
called for (1) reducing the number of projects  in the  Sahel
2/, and (2 improving  HMission ctficiency through training
provided to staflf and other efforts.

5/ See Other Pertinent Matters for discussion of this
aspect of the strategy.









In conclusion, althouch USAID/Mauritania has increased staff
efficiency, there are opportunities for more progress
through better plans for training and staff development,
better written guidance. and more extensive use of computers.

Management Comments

USAID/Mauritania agreed with the reccommendation  citing  the
need to develop a (1) comprehensive staff development plan,
(2) Mission operations manual, and (3) better computer
system, and to train U.S. direct hire and foreign national
staff. The Mission pointed out, however, that corrective
actions would be delayed due to staff and budget shortages.
It indicated that corrective actions may not be completed
until late 1988.

Office of Inspector General Comments

Mission comments  are responsive to the report recommendation
which is considered as resolved.



B. Compliance and Internal Control

Compliance

The audit disclosed the following compliance ecxceptions.
Finding 1 discusses the neced to better comply with A.T.D.
regulations requiring measurement of  project progress.
Finding 2 discusses the neced for better compliance  with
selected A.1.D. Payment Verification Policics. The review
of compliance was limited to the findings in this report.
Nothing came to our attention that items not tested were in
non-compliance with applicable laws and regulations.

Internal cControl

Several internal control weaknesses were identified.
Finding 1 discusses weaknesses in  the Mission's project
progress measurement system.  Finding 2 discusses weaknesses

in internal controls in  selected financial management
functions. Finding 3 discloses incomplete staff development
plans and written procedures. The review of  internal

controls was limited to the findings in this recport.









AUDIT OF USAID/MAURITANIA MANAGLEMENT

PART III - EXHIBITS AND APPENDICES




Number

81-35

0-625-81-52

0-698-84-16

84-20

7-682-85-3

7-682-85-9

7-625-86-5

7-698-86-6

7-625-86-8

7-682-87-2

7-625-87-4

Exhibit 1

Inspector General Audit Reports on

USAID/Mauritania Projects, Programs

Date

1/29/81

3/10/81

12/21/83

1/31/84

1/4/85

7/12/85

3/12/86

3/12/86

5/14/86

11/7/86

12/31/86

Title

Problems in lost Country Accounting
for Utilization of A.I.D. Funds in
the Sahel

Improvements Must be Made in the
Sahel Regional Development Program

Need to Improve the Design and
Implementation of Agricultural

Credit Programs in the Sahel

Inadequate  Design and Monitoring
Impede Results in sahel Food
Production Projects

USAID/Mauritania Local Currency
Accountability; Rural Medical

Assistance Project

Mauritania Rural Roads Improvement

Project--Funding Effectively
Reduced but Significant Problems
Remain

Audit of A.
Section 121 ¢
Assistance Act

I.D. Compliance with
) of the Foreign

Memorandum Audit Report of Use of
Public Accounting Firms by A.I.D.
Offices in West and Central Africa

Audit of the Sahel Regional
Integrated Pest Management Project

Audit  of the P.1.. 480 Title I1
Scction 206 Program - Mauritania

Audit of A.I.D. Participation in
Sahel River Basin Development
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Page 1
AUDIT OF USAID/MAURITANIA MANAGEMENT
Report Recommendations
Recommendation No. 1
We recommend that the Director, USAID/Mauritania,

improve the system used to measure project progress by:

a. establishing qualitative and quantitative interim
benchmarks to be met toward achieving project
purposec indicators;

b. improving data collection by systematically
gathering, reporting and verifying data on
brogress mecting the project purpose benchmarks
and indicators; and

c. analyzing data to determine whether project

objectives are being met and, if not, identify
corrective actions needed.

Recommendation No. 2

We recommend that the Director, USAID/Mauritania, as
part of periodic vulnerability assessments, review the
adequacy of the system used to measure project
progress.

Recommendation No. 3

We recommend the Director, USAID/Mauritania, make
further progress in implementing Agency financial
management policies by the following actions:

a. cecstablish procedures that would require an
evaluation of the need for audit in project papers;

b. establish nprocedures requiring  that the Mission
voucher payment and approval process be tested
annually; and

c. ensurc that project officers submit voucher
approval checklists.

of 2
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Recommendation No. 4 26

We recommend that the Director, USAID/Mauritania:

a. cstablish a comprehensive staff development plan
to include specific training and funding nzaeds,
timetables, and assigned training responsibilities;

b. update, consolidate, and establish procedures  to
maintain the system of written Mission policies
and procedures; and

Cc. place greater emphasis on obtaining and using
computer software programs to organize project
management information systems and reporting.
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LOC:

@2 SFP 87
CN: 39%G4
CHRG: AID
DIST: RIG

SUBJECT: RIG/W/WA DRAFT AUDIT REPORTS, MISSION PROGRAM

ADMINISTRATIVE AND FINANCIAT MANATEMENT

1. BACKGROUND FOR AA/AFR: FIELD WORY #0F THE SURJECT

AUDITS WAS COMPLETEL IN THE JANUAKY-APRIL 1987 PFRIOD.

NIGEK WAS THE FIRST MISSION AUDITED AND TEE FISST TO

RECEIVE THE DrAFT REPORT ON JUN® 29, T{HE OTHF® USAIDS

AUDIT REVIEW WAS CONDUCTED IN AID/W IV JULY.

2. OSUMMARY:

-A) THE USAID MISSIONS OF NIGFR, MAURITANTA, “ALI AND
BURKINA, UPON CARZFUL CONSIDERATION AND CONSULTATION,
HAVE CONCLUDED THE RAFS FOR THE FOUR MISSIONS HEMARKA

Q1Y
L P

RESEMBLE EACH OTHER. WE BELIEVE THIS DEMONSTRATES THAT
OUTCOME OF THEE AUDITS WAS PREDETERMINTT AND TWAT FIELD
WOKK WAS PERFORMED SEL®CTIVELY TO FIND EVIDTHCE ™iAT WAS

SUPPORTIVE ONLY OF THE CONCTUSIONS THYAT EAD RFEEN
PREVIOUSLY FORMULATED.

-B) IMPRESSIONS DURING THE AUDIT VISITS BY EACH
MISSION'S STAFF WEWE TUAT INFORMATION SUPPORTING
POSITIVE MISSION MANAGEMENT ACTIONS WAS N*GLECTED,

LEADING TO UNWARRANTED NEGATIVE CONCLUSIONS IN TERMS OF

CURRENT MANANEMENT DIRECTIONS.

-C) THE ABRILITY OF THE MISSIONS TO CLOSY "PE

ADMINISTRATIVE MANAGEMENT RECOMMFNDATIONS MAY BE LIMITED
OR IMPOSSIFLE ANY TIME SOON RECAUST OF 0.F%. LIMITATIONS.

-D) THE FOUR MISSIONS HIQUEST THAT FURTHFR ACTIOR

TEF

AUDIT REPORTS LF SUSPYDED UNTIL THE QFIECTIVES 0F 70I§
AUDIT ACTION T® REVIUWED. AT MINIMUM, “H: FOUR REPCKTS
(OR FIVE IF AID/W IS INCLUDED) SHOULLD +¢ "OMF NET INDD

ONE REPORT. TND SUMMARY .

3. AS CURRECTLY PLANNED FAGCH OF TPE MISSIONS IS TO

RECEIVE A SEPARATE LEPORT, YET THT KAFS AET FIGHTY

UNCLASSIFIED NITAMEY

ARE195/¢1
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¥OR USATD MISSION DIRECTORS,

AID/% FOL AA/AFR, AFR SW4&, IG AND IG/PPO FROM RIG/A/D,
JOHN P. COMPETRLLO

E.C. 12356 N/A
SUBJECT: AUDITS OF SAH¥I[ MISSIQOMN MANAGEMENT

KE¥: NIAMEY 6451939

1. REFTEL STATED MISSION CONCEaNS TUA™: (1) TEE AUDIT
OBJECTIVES DIT" NOT FRCVIDE SUFFICIENT WFIGHT T0 THE
PROGRESS MaDE IMFROVING MANAGEMENT; (2) THE CIMILARITY
OF R¥CORL3 GF AUDIT ¥INDINGS (RAFS) ISSUED INDICATED
THAT AUDIT FIELD WORY WAS DONE SELECTIVELY TO SUPPOKT
PREVIOQUSLY TORMULATED SONCLUS /IONS; (3) THY AUDIT
NEGLECTED SUPPORTIN® EVIDENCE (% POSITIVE “1SSI0HN
MANAGEMENT ACTIONS; (4) MISSIONS DID 4CT -ayy ELOUGH
RESOULCES TO [MPLEMENT The RECOMMENDATION T INVOTLVING
ADMINISTRATIVE MANAGEMENT; (5) Tux RECOMMINTATIONS vEnE
NOT DIR&CTER TO THE APPROTPIATY AUTHORITY; &MD (2) IT
THERE WERE CUMMON WEAXNESSES AMONG MISSIONS, COREZCTIVT
ACTIONS DHOULD BT DIRECTED TO AID/W/AFE FOR SYSTT™IC
CHARGYS 10 WEST AWRICA, ~% PERHAPS, ALL OF L¥UICH.
REFTEL PEGUESTED CONSIDERATION OF 13SUING “NE “ATESR
THAN FIVE REPORTS, AND TUAT SUFFICTIENT WEISET FE GIVEN
TO THE FROGRESS ACHI®VED SINCP 1997,

£, AFTEw DISCUSSION CF LEFTEL CONCERNS YITH TUE
INSPECTOR GINELAL AND AVH/SWA, WY HAVT DECIDED TO ISSU™
FIVE REPURTS A5 PLANNED., DUE CONSTIDERATION OF MISSICH
ACCOMPLISEM®M™E WILL BE I5CLUDED IN TafPT ANT FINAL
REPORTS. HIG/&/1 RLIPOMSYS TC YOUR SPYCIFIC CONCERNE
ARE AS FOLLOWC.

S ALTHOUGH KACH MISSICY WAS ADVISED ON TUE JEIJECTIVES
OF THEST AUDITS AND IG STENDARDS, W¥ITEL INDICATES Tupq
CONFUSION STILL REMAING. FOR EACYGHROUND IN
UNDLRSTANDINT THE AuDIT CBIECTIVED, WE REPEAT THaT I
1985, TN RESPONSE T° REPARTRD MANAGEMENT FROC T M oI
THE SAHEL, K.1.L. DEVELOYED AND HePOKTED 0 Tyv
CONGR2ES A STRATEGY TO (1) CONTROL LOCAT, TURKENCY
FUNDS, (2) S"RENGTHEN ECST GOUEKNMENT INSTITUTIONS AND

UNCLASSI®IED DAVAR
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Page 2 of 5

UNCLASSIFIED

(3) IMPROVE A.I1.D. MANAGYMENT. AT TUA™ TIME THE ALRNCY
ALS0 INSTALLED NEW POLICIES TO IMPROVE INTERN’,
CONTROLS AND FINANCIAL MANAGFMENT. AUDITS kv muy
GENERAL ACCCUNTING OFFICF AND INSPECTOR GSNERAL IN 1485
AND 1986 (THE IG’S REPORT ON A.I.D, COMPLIANCY WITH
SECTION 121 (T') FAA AND GAO’S REPCOET ON FOST GOVERNLENT
PLANNING CAPARILITIYS) HAD ALRFADY PROVITED COVFRATY O
THE FIRST TWO PARTS OF m4I§ STRATEGT. THV ORJECTIVE (F
THE CURRENT AUDIT WAS AND ALWAYS HES BEEN T0 SUOTF
DETFRMINY THE PROGRESS AND PROELEMS IN A.I.D.
MANAGEMENT IN THE SAHEL SINCY THE STRATEGY AND PCLTCOTwe
WERE INTROPUCED IN 19535 DNGUOTY. TAVREFC R,
COMPLETING ANL RFPOXTING ON TEIS CURRENT AUDIT, Tuy
AGENCY AND Td% CONGETSS WILT HAVE RTEY INTORMFD 0N PER
OVERALL IMPLIMEINTATION 02 THF AGENCY 'S STRATHELY .

4. SINCE THE AUDITS HAD COMMON OFJECTIVES AND USED
COMMON CEITERIA TO MEASUKE CONLITIONS, IT IS NCT
SURPRISING THAT THERE WAS COMMONALITY IN THY RAFS.
BETWEEN AUGUST ANL I'ECHMBER 1iGaA ANCAUDIT SURVEY WAS
PERFORMED IN ¥IVE SAHELIAM MISSIONS, BOTH LARGF AND
SMALL, AND AID/W T0 DETIFPMINE TWE FROGEESS MADK,
IDENTIFY POTENTIAL PLOBRLFM ARFAS, AND PLAN ADDITICHAL
AUDIT WCR* IF NECESSARY. &S & RESULT OF THE SURVEY, IT
WAS DECIDED T0 PKOCFED WITH DETAILED REVIEW OF TFOUR QF
THE FIVE SAVELIAL MISSTONS SURVETED AND OF AID/W /AR,
AND TO DO MCKE LIMITED wORY IN SEVERAL CTHER SAHELIAL
MISSIONS. ACCORDINGLY, AN AUDIT PROGEAM WAS PRTFPARED
TO FOCUS ADDITIONAL AUDIT FIFLD WORT ON POTENTIAL
PROBLEMS IN THUER ANFAS OF MOST CRITICAL “FEL. ¥OR
LACH MISSION, ™HE AUDIT SCOPE CONCENTEATED on (1)
ASSESSING MISSIGH SYSTTM3 ¥OR MEASURING PUOJCT
EFFECTIVENESS, (2) DETERMINING PROGRESS TN IMPLEMENTING
AL.DL'S FINANCIAL MANAGWMENT POLICIES INSTITUTFD IN
1983, END (3) DETERMINING HOW ©ACH MISSION BALALCED
WORK LOLDS WITH STAFF ANy RUDGET EESOURCES,  DRTAILED
BT

#9443
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UNCLAS SECTION 82 OF * DA¥AR (9443

THAT EACH MISSION HAS THE NECFSSARY AUTUARITY ANL
RESPONSIBILITY FOR IMPLEMENTING THE SPECIFIC
RECOMMENDATIONS. THE OVERALL REPORT WILL INCLUDE

RECOMMENDATIONS TO THE A¥RICA BURFAU FCR ITS
IMPLEMENTATION.

8. WHILE YOUR SUGGRSTION 70 EXTEND TH® AUDIT
RECOMMENDATIONS TO ALL WEST AFRICA, OR PERHAPS, ALL OF
AYRICA MAY HAVE MERIT, THE AUDIT SCOPE IN THIS SERIES
OF AUDITS WAS ONLY SUFFICIENT ENCUGH TO COMMINT ON THT
CONDITIONS AND CAUSES FOUND IN THF SAHEL.

9. VE APPRECIATE YOUR FRANY AND OPEN VIEWS ENT CONCTENS
ON THIS ASSIGNMENT AND ANY OTHER AUDIT WORM. W¥ ALSO
APPRECIATE YOUR ACCORDING THE KIGH PEIORITY AND STATYF
YORX THAT EAS GONE INTO YOUR REPLIES T0 THE AUDIT RAFS
ON THIS ASSIGNMENT. REPLIES TO DRATFT REPORTS ARE EVEN
MORE IMPORTANT AND WE HOFE YOU WILL RESPOND TIMZLY TO
REPORT DRAFTS AS THEY ART ISSUFD. FINALLY, WE CAY AND
SHOULD WCRX TOGETHER TC ENSURT THAT IMPLEYNTLTION €T

UNCLAS SECTION €2 OF * DA¥AR £93443
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5 Page 5 of 5

THE RECOMMENDATIONS DOES NOT CAUSE AN UNDUF BURDEN ON
MISSION WORX LOAD.

WARD
BT
#9443
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o . Page 4 of
THE TARCSTTED COMMODITIFES. THE USDH “FPO COMFTLLTED "4 ge of 12

PROJECT IMPLEMENTATION COURSE.

RURAL HEALTE SERVICES PROJECT (RUS)

<. COMMUNITY-BASED PRIMARY HEALTH CARE SERVICES ARR
AVAILABLE (WITHIN 5 I'M) TO A LARGIR PERCENTAGY OF THE
RURAL POPULATION IN 3 SELECTED VILLAGES THEN BEFORE THT
RES PROJECT. TH® RURAL HEALTH SERVICES PROJECT IS
WORKING IN TWO R®GIONS, TRARZA AND GUIDIMAYA, WITE
RESPECT TO PRIMARY HEALTH CARE ACTIVITIES. E{PANSION
TO THE THIRD REGION, ADRAR, WILL TAXE PLACT AS
LOGISTICS AND TRANSPORTATICN PROBLENS ARE SOLVED aND
THE MOR PERSONNEL CAN PERFORM %ORY TASYS. TAE USAID
AND THE PROJECT CONTINUE TO MEASURE PROGRFSS. TRAINING
AND SUPERVISION OF TRAINEKS, COMMUNITY YRALTH YORVERS,
NURSE SUPERVISORS AND TBAS ARE ONGOINZ. WRIMTEN
PEPORTS OF TRAINING AND SUPERVISORY VISITS AR% RECXIVED
REGULARLY ¥ROM THE PKOJECT AND RFCORDED IN A USATD
EEALTH DIVISION GOMPUT®x.

2. EXPANDED PROGRAM % I™MMUNIZATIONS (EPI) AKND
COMMUNITY HEALTH WORXEx TEAMS ARE FUNCTIONING IN
COLLABORATIVE ACTIVITIES IN 3 SELECTFD RECIONS. THE
EPI ACTIVITIES ARE FUNCTIONING IN THE ENTIRE CCUNTRT,
AND FUNCTION SPECIFICALLY IN COLLARORATION SITH PRIMARY

UNCLASSI®IED NOUAY.CHOTT 1205407/22
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ACTION: RIS-2 INFQ: DC™

VZCZ(DX0575 LOC: 117

RR RUEHDX @7 JAN 58
DE RUTANK #0063 9071541 CN: 00792
"NR UUUUU 72ZH CHRG: AID
R 9715417 JAN 88 JIST: RIS

FM AMEMBASSY NOUAxCHOTT
TO AMEMBASSY DAWAR 9491
BT

UNCLAS NOUAKCEOTT vp963

AITAC

FOR JOHN COMPATELLO, KIG/A/D, FROM AR™ LEZIN

F.O0. 12356: N/A

SUBJECT: TRLECON 1/7/¢8; URAYT AUUIT RePORY ?-652-88-XX

1. PLEASYE ADD Tig FOLLOWING 10 QUN S04MENT ON
RECOMMENDATION WUMEXR 2 OF NOUARCITOVYT 5447

THERE IS, NEVERTHMRLESS, %10 FOV IMPROYEMENT IN IS
AREA, I7 IS OUR INTENTION TO FURTHOSH STRENGTHEN PROJECT
MONITORING, WITH PARTICULAK RAGARD TO "u¥ USE OFf PTUEPOSE
LEVEL INDICATORS. THE DETERKMINING FACTOR IN OUr ABITITY
TO DO SO WILL BY Tn® AYAILARILITY Of STAFF AND RESOURCE
FOR TAdLsS®E TASvS,

2. SK¥PCABLE FOLLOWS ON EVALUATION WORK3HOP,
PUGH

3T
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AUDIT OF USAID/MAURI''ANIA MANAGEMENT

Director, USAID/Mauritania

AA/AFR

AFR/CONT

AFR/DP

AFR/MGT

AFR/PD

AFR/CCWA
AFPR/PD/SWADP
APR/SWA

GC

AN/ XA

XA/PR

LEG

AN/M

M/FM

M/FM/ASD
M/SER/1OMS
M/SER/MO

AN/PPC

PPC/CD1E

PPC/PB

PRPC/PDHPR

SAN/S&T
CILSS/CLUB/PARLS
REDSO/V A
REDSO/VWCA/WAAC
USAID/Buskina
USAID/Camieroon
USAL 1)/(\.'.1} e Voerde
USATD/Cheid
JSATD/The Gambia
USATD/Ghona
USATD/Guine
USATL /Guinca-Bissau
USATID/Liberia
USATD/Mali
USATID/Niger
USAID/Seneqgal
USAID/Sierra Leone
USATH/Togo
USAID,/ Zaire

I1G

D/LG

1G/ADM

1G/1.C

1G/pPo

1G/]

R1G/1/Dakar
1G/PSA

Other RIG/As

Report Distribution
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