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PREFACE

This report was prepared by a project implementation review team which was
formed to explore the viability of WARDA as an institution which should be
sustained and make specific recommendations on future levels, length and
nature of support to be provided by AID. The scope of work against which the
report was prepared is Attachment 1 to the report. ‘The team's field work,
covering the period of March 17-29, consisted of a visit to one of WARDA's
field stations at Rokupr, Sierra Leone, followed by an intensive nine-day
period of investigation and report drafting in Monrovia, Liberia, site of
WARDA's headquarters. The teams itinerary is included as Attachment 2 to the
report. Team members included: Donald Mitchell, consultant to S&T/AGR;
Kenneth Prussner, AFR/TR/ARD; Mark Smith, WARDA Project Officer,
USAID/Liberia; and Jerry Wood, AFR/RA.

Part I of this report, an immediate reporting cable to AID/W, dated March 27,
which deals with the critical financial situation of WARDA, is not reflected
in the team's scope of work and was not anticipated at the time we arrived in
Monrovia. We diverted our initial attention £ium the scope in order to
develop an understanding and report on the financial crisis, because it is
<lear that decisions on AID's longer term relationship to WARDA are not needed
if financial solvency of the organization is not achieved.

Part II of the report covers the original scope of work as well as additional
issues which the team saw as essential in building a basis for sound decisions
on the AID/WARDA relationship. In the interest of logical flow, the elements
of the reporc do not follow the same sequence as given in the scope. However,
tne team oelieves trat all items nave been covered.

During the course of its work the team found further ccnfirmation of the
conclusion by the mid-point evaluation team that the WARDA II Project design
gave far too little attention to institutional development of WARDA. Without
a sound institutional setting the AID project components could be implemented
effectively but have little impact because of WARDA's organizational

problems. This did not prove to be the case, largely because of the intensive
management attention given to the project by AID. To do an adequate job of
this review the team felt that it was essential to deal with WARDA, the
organization; this report places discussion of AID's possible future input in
that context.

While all team members participated vigorously and fully at all stages in the
preparation of this report, and the nighest appreciation is due for the
quality of their professional input, I take responsibility for the final
editing and any mistakes of fact which may inadvertently be included.

Jerry J. Wood
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PART I

CABLE ON WARDA'S FINANCIAL INSOLVENCY
March 27, 1985

AMEMBASSY MONROVIA
SECSTATE WASHDC

AIDAC
FOR: WILLIAM NAYLOR, AFR/RA
SUBJECT: INTERIM STATUS REPORT FROM WARDA IMPLEMENTATION REVIEW TEAM

1. SUMMARY: SCOPE OF TEAM'S MANLCATE HAS BEEN SIGNIFICANTLY EXPANDED BY
RAPIDLY DETERIORATING CAPACITY OF WARDA TO FUNCTION BECAUSE OF FINANCIAL
INSOLVENCY. THE FINANCIAL CRISIS OF WARDA HAS ESCALATED IN RECENT WEEKS TO
THE POINT WHERE WE CCNCUR WITH THE ACTING EXECUTIVE SECRETARY'S VIEW THAT
COLLAPSE IS HIGHLY LIKCLY BY MAY 1, IF EMERGENCY OPERATIONAL FUNDING IS NOT
FORTHCOMING. THE IMPLICATION OF THIS IS THAT ANY PLAN FOR FUTURE AID SUPPORT
TO WARDA COULD NOT BE [PLEMENTED IF BRIDGE FINANCING TO ASSURE WARDA'S
SHORT-TERM VIABILITY IS NOT FORTHCOMING. WHILE TEAM FULLY EXPECTS TO COMPLETE
REVIEW AGAINST SCOPE PREVIOQUSLY AGREED UPON. PRIMARY FOCUS SINCE ARRIVAL IN
MONROVIA HAS BEEN ON SHORT-TERM ISSUES THAT MUST BE UNDERSTOOD AND DEALT WITH
AS BASIS FOR ANY RECOMMENDATIONS CONCERNING LONG-TERM RELATIONSHIP BETWEEN AID
AND WARDA. END SUMMARY.

2. EVENTS WHICH ACCELERATED CRISIS:

A. WARDA'S FINANCIAL RESERVE HAS BEEN, FOR ALL PRACTICAL PURPOSES, TOTALLY
DEPLETED. THE WARDA SPECIAL FUND WHICH FINANCED OPERATIONAL DEFICITS IN
PAST WAS DRAWN DOWN TO ZERO IN DECEMBER.

B. WARDA NO LONGER HAS A LINE OF CREDIT WITH ITS MAJOR SUPPLIERS (AIRLINES,
ELECTRICITY AUTHORITY, INSURER, STATIONERS ETC.) AND SOME CURRENT DEBTS
ARE AS MUCH AS ONE YEAR OLD.

C. WARDA PROFESSIONAL AND ADMINISTRATIVE STAFF, WHO HAVE NOT BEEN PATD FOR
FIVE AND FOUR MONTHS, RESPECTIVELY, HAVE EXHAUSTED PERSONAL CREDIT SOURCES
AND APPARENTLY REACHED THE END OF A TOLERANCE PERIOD. THE INDICATORS OF
THIS ARE: SEVERAL EMPLOYEES HAVE BEEN EVICTED FROM THEIR HOMES; OTHERS
HAVE SOLD FURNITURE TO BUY FOOD; CHILDREN HAVE BEEN WITHDRAWN FROM SCHOOLS
BECAUST” OF INABILITY TO PAY FEES; RESIDENCE UTILITIES HAVE BEEN
DISCONNECTED; AND CHILDREN ARE NOT RECEIVING THE LEVEL OF MEDICAL CARE
THAT THEY WERE PREVIOUSLY. ONE MORE DRAWDOWN ON THE PROVIDENT FUND IS
BEING PROCESSED FOR A SMALL NUMBER OF EMPLOYEES WHO ARE ELIGIBLE BUT THIS
ACTION WILL REDUCE THE FUND TO THE MINIMUM LEVEL ALLOWED BY REGULATION,
WITH NO FURTHER EMPLOYEE LOANS OR WITHDRAWALS POSSIBLE.
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THE TEAM IS EXPLORING THE FOLLOWING OPTIONS REGARDING THE FUTURE OF

WARDA:

A. WARDA COULD BE PHASED OUT, PRCVIDING THE FUNDS NEEDED TO PAY EMPLOYEES
AND BILLS. THE COUNTRIES OF THE REGION WOULD BE LEFT WITH LIMITED
NATIONAL RICE RESEARCH CAPABILITIES IN COUNTRIES WHERE THESE EXIST.
RICE RESEARCH INFORMATION AND SEEDS COULD BE PROVIDED BY OTHER IARCS
BUT THE NECESSARY TESTING AND DEVELOPING OF NEW TECHNOLOGY WOULD NOT
BE ACCOMPLISHED IN MOST COUNTRIES.

B. WARDA ACTIVITIES COULD BE SUBSUMED UNDER ONE OF THE IARCS, MOST LIKELY
IITA, THIS WOULD MEAN BOTH A TRIMMING OF WARDA ACTIVITIES AND A
SUBSTANTIAL INCREASE IN THE IITA BUDGET. DR. JIM JOHNSTON, CURRENTLY
WARDA DIRECTOR OF RESEARCH AND DEVELOPMENT, WHO HAS LONG EXPERIENCE
WITH THE CG SYSTEM, BELIEVES THAT IITA WOULD MOST LIKELY RESIST THIS
EFFORT AS IT WOULD DISTORT ITS PRIMARY PROGRAM DIRECTION.

C. RECONSTITUTE WARDA, MORE ALONG LINES OF OTHER IARCS.

D. KEEP WARDA AS IT IS PRESENTLY CONSTITUTED.

IF AMONG THESE OPTIONS, IT WERE DECIDED TO MAINTAIN WARDA, THE CHALLENGE WOULD
BE TO RENEW CONFIDENCE AND ACHIEVE FINANCIAL AND ORGANIZATIONAL VIABILITY BY
BRINGING INVESTMENT DECISIONS IN LINE WITH REALITIES OF FUNDING. WARDA HAS
ALREADY EMBARKED ON THIS PATH.

4.

C.

GIVEN THE PAST FINANCIAL DETERIORATION AND CRITICAL NATURE OF THE PRESENT
SITUATION, THE TEAM HAS5 SERIOUSLY QUESTIONED WHETIHER MEMBER STATES VALCE
WARDA ENOUGH (DEMONSTRATED SUPPORT) TO MAKE IT REASONABLE FOR EXTERNAL
DONORS TO MOBILIZE A TIME BUYING RESCUE OPERATION. THIS BASIC QUESTION
CAN BE RESPONDED TO AS FOLLOWS:

RECEIPTS FROM MEMBER STATES IN 1984 (OVER $1 MILLION), IF EQUALED IN 1985,
WOULD COVER 80% OF THIS YEAR'S ADMINISTRATIVE BUDGET FOR WHICH MEMBER
STATES ARE RESPONSIBLE.

THERE IS A HIGH DEMAND FROM MEMBER STATES FOR TEAINING CONDUCTED BY WARDA,
WITH COURSES FREQUENTLY OVER SUBSCRIBED.

THE LEVEL OF PARTICIPATION, MAGNITUDE OF DECISIONS AND COMMITMENT AT LOME
BY THE GOVERNING COUNCIL WERE AT AN UN~-PRECEDENTED LEVEL. NINE OF THE
MEMBER STATES WERE REPRESENTED BY CABINET LEVEL MINISTERS.

GHANA, GUINEA AND SENEGAL ARE FULLY PAID THROUGH 1984 (OUT OF 15 MEMBER
STATES).
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NIGERIA (FROM WHOM A LION'S SHARE OF MEMBER STATE SUPPORT IS EXPECTED)
HAS VERBALLY AGREED TO RENEW SUPPORT AND PAY 20 PERCENT OF ARREARS, PLUS
A 1985 CONTRIBUTION EQUAL TO 25 PERCENT OF THE TOTAL MEMBER STATE
ASSESSMENTS FOR THIS YEAR.

MESSAGES FROM SEVERAL MEMBER STATES REQUESTING PROCEDURES FOR MAKING
1985 PAYMENTS HAVE BEEN RECEIVED AND RESPONDED' TO.

Positive changes and achievements:

A.

Implementation of recommendations made by CGIAR, TAC and AID has
proceeded smoothly.

WARDA Contributiuns to increased potential for rice production are
being documented in Senegal, Ghana and other countries.

Responsible management
1. Stringent administrative budget (down from dollers three
million to 1.3 million)

2. Staff reductions

Sept '83 March '85 7% Reduction

Totals 198 146 -26%
Admin. 116 81 -31%
R&D Q2 65 =211
(total)

R&D 42 23 =457
at HQ

Actions taken by Acting Executive Secretary to deal with crisis

A.

Requests to Heads of State in Liberia and Togo in asking for high
level communication of need for urgent action on member states
contributions.

Appeal to donors to expedite reimbursements on activities completed
and early payment of '85 pledges.

Telex appeal to CG.AR Secretariat.

Continued follow—up on all expected contributions, including
specific actions by stition directors in the four countries to work
with respective ministries of foreign affairs to accelerate

contributions.

Meetings with key ministers in Togo and Nigeria.
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7. Team belleves that only viable way to assure continuity of rice research,
development and training in West Africa is for concerned parties to take
action that will maintain WARDA operations while restructuring or other
options are considered and decided upon. If this course i1s agreed to, the
following steps are suggested:

A. Based on WARDA appeal, telexed 3/26/85, CGIAR' should take lead in
contacting donors and establishing targets to meet required funding
level.

B. Action to mobilize special fund should result in receipt of funds by
WARDA Secretariat NLT late April.

c. After CGIAR appeal, AID should quickly communicate expression of
willingness to participate in emergency financing operation. One
possible snurce of funds is the FY 1985 OYB for WARDA of dollars eight
hundred thousand.

D. WARDA secretariat should continue to press member states, using data
which shows that 1{f they do not come forward, now, they may well loose
WARDA as a resource.

8. Aga’ast a current near zero cash situation, WARDA will have an estimated
outstanding debt by March 31, of dollars three million, four hundred

thousand. Of this amount, a conservative estimate of cash to be received by
May 1 (not including member states, whose contributions are expected later) is
dollars three hurdred fifty-two thousand which consists orf dollars one hundred
thousand rrom the CGIAR and dollars two hundred rirty-cwo thousand rrom the
ZECe.  The short-tern  sh requirement is, therefore, dollars three million,
forty eight thousand HYowever, WARDA feels that approximately dollars one
miilion nine hundred thousand will be adequate to pay staff at least -t
percent of salary arrears, reestablish credit and cover anerational expenses
for three months.

9. The team belileves that the skills of a financial analyst will be required
to cdetermine whether the current financial crisis {5 amenable to solution.

The team was struck by the fact that WARDA member state contributions to fund
their portion of the administrative budget were, as of Dec. 31, 1984, only
dollars one hundred forty-seven thousand less than what was expected of them.
The non-recoverable portion of the debt (estimated at dollars one million four
hundred thousand], results from poor financial management - expenditures in
excess of commitments. WARDA contends that the remaining portion of the debt
is purely a cash flow problem. Projections of income later in the year
support this contention. However, It 1s clear that witaout emcrgency
financing now it will probably not survive to recover f{rom the cash flow
problem. Drastic downward adjustments of the 1985 administrative budget by
the Secrcetariat have brought 1t In line with realistic anticipa’ed income,
based on last year's receipts. The tight financial management instigated by
the Actling Executive Secretary should be strengthened by the arrival next week
of the internationally recrulted controller.
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10. As CGIAR must clearly take the lead on any actions,team recommends that
AID/W consult with CGIAR secretariat on possibilities for emergency
financing. Given limited time, this message 1s meant tc provide information
base. Further analysis and recommendations will follow.



PART II - WARDA's FUTURE:

A. Institutional Analysis: Constraints and Potential

1. Leadership: For the first time, WARDA has a talented, international class
manager at the helm, albeit on an acting basis. Wish morale at its lowest ebb
ever due to the financial liquidity crisis, the scientists and administrative
staff who make up WARDA are being held together by the leadership of Alieu M.
B. Jagne. He has taken firm measures to limit expenditures to anticipated
income. He has reduced staff levels. He has focused on maintaining those
operations that are at the core of WARDA's purpose while making reductions
elsewhere.

While he may not be named as permanent executive secretary at the meeting of
the Governing Council (GC) when it meets in late 1985, he will be at the head
of the organization for the critical period during which organizational
survival is the issue. Mvr. Jagne's successor will be the first to be
appointed as a result of screening by the Scientific and Technical Committee
(5STC). This process will to some extent de-politicize selection, or at least
bring qualifications to the forefront as a consideration. Still, uncertaiaty
abouc leadership of WARDA after January 1986 is a matter of concern when
considering prospects for the future. This concern is balanced by a numbter of
factors:

a)After experiencing the tenure of two less than successful Execut.ve
Secretaries, it can be expected that the GC will try to ensure that a well
qualiried individual is appointed.

b)One can assume that only qualified individuals will pass the STC screening
process.

c)The appointment of an experlenced, internationally respected expert (Dr.
James Johnston) to be Director or Research and Development brings the best
available international talent to the top management team of WARDA (the
incumbent expects to remain with WARDA for between two and three years).

d)The appointment of an Iinternationally recruited Controller will assure
implementation of the sound financial management practices initiated by the
Acting Execcutive Secretary.

e)Station Directors and key staff in the stations have responded well to
increased delegations of authority and represent today a strong second level
echelon of m: nagement that is accountable.

In the nast, there were minimual checks on WARDA leadership. The Executive
Secretary controlled the organization with some degree of annual scrutiny by
the GC, a politically baged, administratively uninvolved group. Since mid
1984, management {8 no longer in the hands of one Individual. The STC, with
its breader membership, Is an active oversight body. The appointments noted
above consgtitute bullt-in checks and balances.



2. Staffing: WARDA {s its staff. For a relatively new organization, the
continuity of professional staff, particularly in research and development, is
impressive. The 47 professional staff members currently on board have an
average tenure with the organization of five years.' Twenty-four (just over 50
percent) have served for periods of between five and eleven years. This does
not include those professional staff members at the stations who are on
indefinite secondment from national governments and who have a tenure record
equivalent to that of the WARDA direct hire staff. As a whole, this staff
cadre represents the strongest group of scientists working on rice in Africa
today. No national rice research program even approaches the breadth and
depth of expertise represented here. It has taken many years to assemble and
develop this resource. If disbanded, it would take many years to rebuild.

When faced with mounting financial difficulties, WARDA undertook a staff
reduction program aimed at maintaining its most valued core of scientific and
support personnel. The total statff has been reduced by 26 percent since
September 1983. “While the total professional R&D staff has been reduced by 17
percent, the transter of several headquarters—based scientists to t.ae research
stations resulted In a net increase of scilentists on the stotions of 43
percent by March 1985. The total headquaciers staff of WARDA has been reduced
from 114 in September 1983 to 71 in March 1985, a reduction of 38 percent.

A review of current staff strength and distribution by WARDA's Director of
Research and Development indicates chac, on the professional side, WARDA is at
Or Nedl Che Minlnum needed to maintain the structure and operations as it
2xists todave The team i3 in wseneral agreement with this assessment.

further reductlions on the administrative side are possible 2ud needed. These
reductions are primarily at t.e lowest grade levels, however, and would not
result in significant savings (an estlimated na> imum of $30,000 per annum).
Indeed, such savings would be more than offset hy the urgent need to till a
few key positons in the Communications Division which {s today helow the
minimum staff{ level necessary to maintain effective operations. A summary of
recent changes In the WARDA staffing pattern 1s included as Attachment 3 to
this report.

AID's contribution to the continuirg staft development process has been two
Ph.D's, four MS degrees and significant amounts of other long term and short
term training. An example of this resource 1s the WARDA Statlon Director at
Rokupr, Slerra Leone, who came to WARDA eight years ago as a noted scientiste.
Over the years he has applied his expertise to the particular problems of the
mangrove rice ccology and has become a skilled manager as well. Under the
adverse physical clicumstances at the Rokupr Station, he has established the
motivational climate, by personal example and perseverance, that pervades
thelgroup of productive sclentists under hls direction.
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While the design of WARDA I and II provided for staff enhancment through the
training of individuals, both projects have neglected the overall
institutional development requirements of WARDA. Support by the projects in
the areas of organization development and management systems could have helped
WARDA resolve many of its problems before they reached the stage of sapping
organizational vitality. )

3. Decision Making Structure: Actions by WARDA in response to CGIAR, TAC and
AID reviews have significantly altered the decision making structure, bringing
it closer to that of other International Agricultural Research Centers
(IARCS). Concurrent with the expansion of the STC in early 1984 to include
seven CGIAR desigrated members, the mandate of this body was changed to
increase its functions and responsibilities. The most important of these
changes include approval .of senior professional personnel, prograns and
budgets.

Persounel - The STC became a review and screening body for Member State
nominations for the positions of Executive Secretary and Deputy Executive
Secretary. The Governing Council will receive recommendations directly from
the STC when there is a vacancy in one of these positions. Also, the STC
became the approving authority for appointment of professional personnel at
the leve’s of P-3 upward.

Programs and Budgets - In addition to their previous program review function,
the STC was charged with review and approval of the program budget as basis
for reporting to the Governing Council. The STC also became resnonsible for
reviewing the administrative budget and recommending action tu the governing
council. The STC is, therefore, the only body with substantive iresconsibility
for review of both the administrative and program operations of WARDA. The
STC has become roughly analagous to a board of directors in the IARC system.
This includes the annual TAC review process.

At the program level, an important change in the decision making structure
deals with increased delegations of authority to Station Directors. For the
first time they are responsible for development of a program, whereas
previously thelr role was limited to implementation. Likewise, these
directors have been given greater discretion over statlion administration,
including increased financial accountability, control over staff and decisions
on contracting.

4. Approach to Organizational Objectives: Changes discussed earlier in this
section have been driven by a series of actions by the WARDA secretariat to
sharpen program focus and Increase organizational effectiveness. Three sets
of actions are particularly noteworthy. These are enumerated in the
[ntegrated Program Budget document that was approved by the STC in mid-1984.
Briefly summarized, they are: 1) program priorities were established as the
basis for future resource allocation; 2) decentralizotion was undertaken to
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increase the authority vested in Station Directors and to move professional
staff from headquarters to the field; and 3) activities were integrated into a
common program 1n order to increase interaction and learning between the
stations. As reported by the Director of the Rokupr Station, these measures
have clearly increased staff effectiveness. Further improvement is still
needed, particularly in communications. Installatiop of a radio net that
would link stations is being discussed. This, or some reasonable option,
should be pursued. Nowhere is the need for attention more apparent than in
the area of printing and publications. The quallity of presentation for WARDA
publications must grow to match the quality of content. Publications today
are characterized by near unreadable print that 1s produced by an ancient
mimeograph machine.

Overall, WARDA has instituted almost all recommendations emanating from
CGIAR's 1983 External Program Review and External Management Review and AID's
Mid-point Project Evaluation as follows:

a) Membership of the STC expanded to 14 (7 appointed by MS, 7 by
CGIAR).

b) GC has expanded the mandate of the STC consistent with CGIAR
recommendations.

c) An Internationally recognized financial controller is being
recruited.

d) An internationally recognized Director of Research and Development
has been recruited and has been employed since August 1984.

e) The first integrated program and budget was developed and then
approved by the STC in June of 1984,

£) Headquarters staff has been reduced with many posted to research
stations, with overall staff reduced by 26 percent since September.



-10-
B. Financial Viability

1. Member State Contributions: A major issue in assessing the financial
viability of WARDA centers on the Member State c-ntributions. Without looking
at the entire contributions record, the member states can be easily maligned
and misunderstood in this regard. .

WARDA is unique among international agricultural research centers (IARCs) in
that it is the only one that is an Association (as opposed to a Center) and
depends on contributions from its members to provide the core administrative
budget. Economically, the countries of West Africa are among the poorest in
the world and they have been hard hit by the declining world economic
situation, a strong dollar and a severe drought that is causing the much
publicized famine in many of these member states. Despite this economic
adversity, most have continued to make contributions, though not all at
assessed levels.

Member Statc contributions are made in two parts: (1) An administrative fund
that basicelly finances salary and operational costs of WARDA headjuarters;
(2) a specilal fund to provide working capital and finance non-recurring

costs. The zspecial fund has been used during this financial crisis as a fund
of last rescrt to pay essential bills. Its balance is now zero. The
administrative fund is one that has received the most attention by donors and
is the source of great criticism by detractors of WARDA.

In 1924, Member States 4id make a2 total contribution to the administrative
fund ¢ 1,037 8% our of 2 32.% =illion asssessment.  Zufnea, and Senegal are
fully ciurrent ‘n their payments both for the administrative and special fund

J : 3

while Ghana would te except for a quirk of foreign exchange. At the other end
of the scale Mauritania has never made a payment and Burkina Faso has arrears
dating to 1978. Nigeria, potentially the largest contributor, has not made a
pavment since 1931 primarily due to political disagreements over selection of
the Executive Secvetary. It appears this tiff may be coming to an end and the
Nigerian government at the GC meeting In Lome promised to pay a revised 1985
assessment equal to 25 percent of the member state assessment plus 20 percent
of the arrears. While revising its own assessment may appedar to be unilateral
action on the part of Nigeria, 1t reflects a growing concern with the
assessment schedule. Indeed, Nigeria has taken the initiative to prepare a
new assessment formula which they plan to present to the next GC meecing. The
team believes that a review of the assessment schedule 1s overdue and a matter
for careful, prof:ssional attention.
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Since 1ts organization in 1971, WARDA has received $14,473,621 1in
contributions from member states. Of this amount $9,346,354 was
contributed for the specific purpose oi supporting the
administrative budget, while the remaining $5,127,267 was
contributed to the special fund. While recognizing the distinction
between these two funds, the team notes that in practice member
states must be credited with a contribution to administrative
support of WARDA that 1s a total of the two funds. Viewed in this
way, member state contributions through 1984 fell short of required
levels by only $147,000.

Until 1981, assessments Increased in small increments each year. In
1981, the assessment was increased dramatically from $1,148,468 in
the previous year to $1,859,373, a sudden increase of 62 percent.

The assessed level then moved up rapidly to a peak of $2,819,566 in
1984, an increase of 146 percent in four years. The increase in
level of contributions did not keep pace with this rise in
assessments. Even co, the member state contribution of $1,037,884

to the administrative budget in 1984 was the third highest annual
contribution in the history of the Association. (See Table 1, p. 13)

Budgets set by the WARDA secretariat and approved by the Governing
Council for the early eighties were out of line with member state
capabilities and the cause of a large arrears that is on the books
today. 1In this situation, funds were withdrawn from the member
states' special fund to finance major dericits in administrative
axpendizures. This continued until DPecember 1984 when the Special
Fund was exhausted. Member states have contriuted 61 percent of

all administrative assessments since the founding of the Association.

This is particularly noteworthy when considering that a minority of
members have not, and will not in the foreseeable future, be able to
contribuf.e to the support of the organization. It is also
significant to note that previous levels were maintained in the
early 1980's even though Nigeria, which carried a significant
portion of the total assessment, did not participate during these
years. Even though these years represented a period of grave
financial and economic problems for member states, corntributions
continued to flow. WARDA has a record in :his regard that is better
than most if not all, of the thirty-six sub-regional organizations
located in West Africa.

The cash flow problems of WARDA are often created more by the timing
of the receipt of funds than by the intentious of member states to
make payment. Most of the MS contributions as well as those of
donors are recelved in the last half of the year. This In turn
results from the release of funds during a given fiscal year and the
movement of those funds through the banking systems to WARDA.
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Within Liberia, WARDA 1s experiencing problems of getting funds
processed through the National Bank. During our visit, for example,
the EEC representative was amazed to find that a check for a quarter
million dollars deposited with the National Bank ovér 2 months
earlier had not been received by WARDA. This situation, which was
not the first of its kind and which is beyond WARDA's control,
exacerbates the organization's cash flow problems.
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Table 1

WARDA Administrative Fund

Year Balance Assessment Payment Cumulative
Arrears

1971

1972 395,213 395,213
1973 395,213 426,191 604,883 216,521
1974 216,521 499,018 556,276 159,363
1975 159,263 497,738 449,869 207,132
1976 207,132 577,300 484,217 300,215
1977 300, 215 710,829 432,026 579,917
1978 579,017 844,102 AR0,687 742,432
1979 742,432 965,928 798,315 910,045
1980 910,045 1,158,468 1,348,796 609,718
1981 709,718 1,859,373 784,658 1,784,433
1982 1,784,433 2,050,518 1,315,096 2,519,855
1983 2,519,855 2,537,043 853,647 4,203,251
1984 4,203,251 2,819,566 1,037,884 5,984,933

15,331,287 9,346,354
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Table 2
WARDA Special Fund

Opening Cumulative
Year Balance Assessment Payment °* Areas
1976 1,020,442 180,344 840,098.
1977 840,098 1,180,508 157,785 1,862,821
1978 1,862,821 1,190,508 520,594 2,532,734
1979 2,532,734 1,207,388 555,761 3,184,361
1980 3,184,361 1,207,388 2,434,690 1,957,059
1981 1,957,059 1,207,388 1,023,319 2,141,128
1982 2,141,128 - 23,299 2,117,830
1983 2,117,830 441,611 149,354 2,410,087
1984 2,410,087 502,508 82,121 2,830,474

7,957,741 5,127,207
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2. Donor Contributions: Table 3 provides a summary of contributions
expected from donors and member states in 1985. Most of the donor funds
are earmarked for specific project activities, which has the potential for
distorting program objectives. However, it appears that a strong STC,
reviewing the program annually, «J11 be able to direct donors to fund
project activities that are compatible with WARDA program objectives.

Table 3

1985 FUNDING EXPECTATIONS BY WARDA
(in US $ 000'0)

1985 Current
Budget Anticipated
Donor Proposal 1985 Income
Member States 1300.0 1300.0
CGIAR 2893.0 2024.0
JSAID 3018.0 2599.5
France 193.3 193.3
EEC 523.8 523.8
Japan 310.6 310.6
Eelgium 301.9 301.9
UNDP/FAO 144.3 144.3
IITA 23.9 3.9
IBRD 65.5 65.5
Switzerland 212.6 212.5

TOTAL 8986.9 7700.0
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3. Bringing Investment in Line with Income: Under current management,
WARDA has trimmed its administrative budget and is attempting to bring
operational costs in line with anticipated receipts. The 1985 assessment
of $2.5 million is designed to finance an austere operating budget of $1.3
million, less than $300,000 over 1984 actual contributions, with the
balance going toward debt repayment. .

WARDA, with CGIAR support, has taken the steps to assure responsible
financial management in the future. It will, however, take time to
correct the past mistakes of mismanagement. Until past debts are paid,
WARDA will continue to have cash flow problems that will detract from its
primary mission.

The potential for cash flow problems will continue if adequate provisions
are not made by WARDA to assure cperational funds throughout the year.
Otherwise, they will continue cto be buffeted by the budget cycles of
member states and douors. The problem is further complicated by the fact
that donor funded programs carry heavy administrative costs that are not
provided for by donor funds. This causes flunctuations in annual
administrative budget requirements that are not totally predictable.
There is a need to reduce the portion of core administrative funds
currently going to special project support. This could be done by donor
agreement to earmarx a portion (perhaps 15%) of contributions as a
supplement to the core administrative furnd, a common practice with other
IARCs.

sinther approa: to the problam that is more compralensive, but periaps
more problematic, would be to unifyv the total budget of WARDA.
Contributions would flow into a common fund. In this scenario member
states would be responsible for an established percentage of the overall
budget rather than for the core administrative budget. This option, while
attractive for the long term, could not likely be implemented in the near
future.

C.Technology Generation and Transfer

1. Emerging Technologies: Programs by WARDA to generate technologies,
especially breeding new rice varieties, only began in earnest about 1981.
During the early years of the Association the strategy was to adopt
Imported technology after testing for qualities. Experience with this
approach led to the realization that many constraints were peculiar to and
needed to be researched in West Africa. Only limited technologies,
primarily varieties for Irrigated areas, were more directly transferable
and have been applied.
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Generating new technologies may take years when started from constraint

identification and carried through to field trials

and finally adoption by

farmers. For example, depending on the number of traits in a variety, 5
to 12 years is likely to be needed. Varietal development is a necessary
focus for upland, swamp and deep water rice cultures because of less water

control than for irrigated systems and the need to
in obtaining input supplies.

With this as background it is important to briefly
technologies attributable to WARDA. These will be
ecological categories by station name.

Rokupr is located in Sierra Leone and concentrates
swamp rice culture,the second research priority of
culture constraints being'addressed by Rokupr are:
ranging from 100-200 days, saline soil, high level
varying levels or flood water and attacks by crabs
response to these conditions WARDA has:

- collectcd substantial amount of germplasm;

allow for uncertainties

describe some emerging
described for the four

on the mangrove tidal
WARDA. Swamp rice
cropping seasons

of soluble iron,

on young plantse. In

- conducted backcross breeding resulting in new varieties for various

ecological conditions;

- identified two varieties which produced 25%
variety in farmers rtields over two seasons;

more than current best,

- tested ratoon cropping which appears promising

-~ made progress in developing an injection fertilizer applicator that
injects fertilizer into the soll to decrease the loss experienced
with top dressed granular fertilizer due to the movement of water

during tides;

= analyzed the returns of mechanical land prcparation to compensate
for the shortage¢ of draught animals due to disease.

The first four examples of technology generation need less dependence on
the input supply/service systems than the latter two examples. These were
fdentified with knowledge galned from the Technology Assessment and

Transfer (TAT) system constraint analysis studies.
information on TAT.)

{See below for further

(Although this {s a section on technology, the team commends the dedicated
sclentlsts and their familles for accomplishments achicved in an {solated
area 3-4 hours over an Improved yet rough road, poor water and limited
electricity, the lack of telephone, telegraph and mail services and an

absence of good sources for basic supplies.)
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Richard Toll station in Senegal conducts work on irrigated rice and is the
third priority of WARDA. Besides introducing appropriate rice varieties
primarily from Asia, fertility recearch determined the essential need for
phosphorus to be applied to fields beginning with the third cropping
season and thereafter. Also, research is being conducted on water
management of newly opened irrigated perimeters, as well as
testing/promoting mechanization equipment of IRRI (Internaticnal Rice
Research Institute) design.

Bouake, Ivory Coast, does work on upland rice, the number one research
priority of WARDA. Sixty-five percent of West Africa rice growing
ecologies are upland systems. This work only began in 1982 with the
Technology Assessment and Transfer (TAT) system conducting field studies
to follow up rice varieties developed by breeders from thz French Research
Organization Institut de Recherches Agronomiques Tropicales et de Cultures
Vivrieres (IRAT) and collecting dats for constraint analysis (see Sectilon
C.2 below for a fuller description of TAT). This station has the fastest
growth of staff. Preliminary views are that the more fertile
hydro-morphic soils (saturated heavy soils usually at the base of slopes)
will offer better conditions for development of technology which will
provide faster results over a significant are. devoted to upland rice.

Mopti station In Mall {5 the fourth priority of WARDA, emphazing deep
water and floating rice cultures. The erratic, reduced flood levels over
the last four years have negatively affected most technology generation,
except for breediny work on new varieties especially for deep water
conditions. Breeding is possible because of a good zerm plasm collection
and important traits idertified during the [A constraint analyses phase.

In 1985 there are 200 zooperators In seven countries. Further details on
the relative progress for each ecology and participating countries is in
Attachment 8.

2. Technology Assessment and Transfer*: The technology transfer
acvtivity of the Association was expanded to cover tie assessment of
Improved technology and reorganized as a program in 1980. The objective
of the program Is to increase the rate of adoption of improved rice
production technologies introduced to farmers in the member countries.
The approach {s to ensure that snclo-economic, environmental and other
constraints that are likely cto aftect the performance of the improved
technolcgles when {n the hands of farmers are identified and solutions
identified.
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The TAT program focuses on:

1. Systematic assembling of information on rice farmers that will allow
identification of farmers' constraints and will guide development of
technological packages.

2. Designing and testing improved technological packages under farmers'
conditions for each rice production system.

3. Monitoring and evaluating the adoption of WARDA improved technology
in production.

4 Identifying and examining major extension problems in the rice
industry and working with national extension services to solve such
problems.

5. Encouraging the establishment and efficient functioning of national
seed multiplication projects.

*(Source: WARDA/Z4/STC-14/17, Programme Achievement, Contribution To an
lmpact on Rice Development in West Africa, Leme, 1984, p.35.)

3. Linkages with lational Programs and Projects: One of WARDA's
responsibilities is to assist Member States to develop their own
technology development and transter capacities for rice. WARDA has
provided a4 wide variety of techaical assistance services In the quest to
fulfill this -ocponsibiiizy. o times, thousn, some have Interpeocod
WARDA's responcibility as inclnding responsihility for the idontion rate
ot varieties nhv armers in member states.

This assumption was in the WARDA LI PP which stated that one project
purpose was, “the adoption nf these high vielding rice varieties and
related cultural practices by the farmers ol West Africa.” This
attributes responsibility to WARDA for activities that are appropriately
the r-sponsibility of member state organizatlions. This Inappropriate
project purpose ot the WARDA TI PP should be reworded in the amendment to
extend tne project. A suggested rewording {s as tollows: "The second
purpose [s to make {t possible for WARDA to provide assistance to member
stace natlonal programs and projects that are responsible for I{ncreasing
tne adoptlon of these high ylelding rice varieties and related cultural
practices by the tarmers of West Africa.”

WARDA has the opportunity and technfcal resources to provide assistance
through teaining, studies, etee, to accelerate the transter or WARDA
developed technology.  If member states contfinue to experlence extreme
financial distress, then the need for WARDA to work with them through
projects supported by external donors {ncreases fn laportance. This
reallty has already surtfaced In many countires. In addition, WARDA'g
reptonal network ot resources focused on rice ecoloplea should recetlve
gupport from all major donors having rice projects ranging over the arcas
of policles, research, production and post harvest technolopgles.
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4. Relevance/Utilization of Training:

Both the 1983 CGIAR and AID evaluations gave the training Center high
marks, poianting out that while iwprovements ccrld be made, the Center was
providing very useful courses designed to increase rice production in the
subregion.

Two recent studics have produced rather comprehensive reports concerning
WARDA training activities. A 1982 Swiss funded study examined course
curricula and participant employment in member state countries following WARDA
training. dAlso, WARDA has attempted through letters and visits to member
states to determine 1f former participants are actively involved in rice
research, extension and production'activities. Comprehensive information has
been difficult to obtain. However the Swiss study and contacts made by WARDA
personnel indicate that a large percentage of students have returned to their
home countries to work in'rice research and extension acrivities. In the
future, WARDA plans to send questionaires in the WARDA newsletter requesting
information concerning activities of former trainees.

Given these studies and the Training Center cffort to follow up on former
tralnees' activities, there is a demonstrated interest to conduct long-term
monitoring of training for adequacy and relevance to member state needs. The
ad hoc actions Lo date need to be built on with design of a systematic,
on—-going process which feeds regularly into curricula development.

It is also clear that a review and diversification of training methodology
wonld ernhance the Impact o7 2t least some nf the training programs.

5. Viability of WARDA recearch Stations:

The Moptl station research and TAT programs concentrate exclusively on
deep water/floating rice a significant rice ecology along the Niger and Bani
Rivers where successful rice production relies on annual floods.

The 1983 flood produced the 100 year low and the 1984 flood a 1000 year
low. No one knows for sure {f this phenomenon 1s a long term trend or if flood
levels will return to normal in the near future. What we do know is that the
trend in flood height and duratfon has been declining the past ten years and
that, as a result, In recent years the research program has produced few
meaningful results; and the TAT on tarm trials have been a complete loss.

WARDA ranks Moptl as the lowest priority statlion and this judgement Is
confirmed by the STC. The station has made some technical progress in the
selection and testing of new variatles. However, of all WARDA sub-stations,
Mopti seems the least capable of mounting and sustalning a lony range
productive research and development eftfort.  This fs due to unreliable
floods. Also, rescarch In Asfta has shown that {t 15 oxtremely difflcult to
obtaln significant yleld {ncreases in floatlng rlce.
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The Mopti station has problems that impair eificient cost effective
operations. It is exjpensive to operate. The a 1984 research budget was
$791,00 as compared to Rokupr's research budget of $447,000. It is isolated,
being a 10 hour drive from Bamako and having no reliable air service.
Station, field and laboratory research facilities are generally good.
However, pumps purchased to provide water to research plots during low flood
vears have proven 1inadequate. A new permanent pumplng station, estimated to
cost in excess of $50,000, is necessary to assure adequate pumping capacity.
Also the entire station needs to be refenced to keep out cattle from adjacent
farms. A screen house for plant breeding is needed and the seed storage
facility needs major modifications. Residential housing is generally good,
but improved fencing is needed to keep rodents and snakes out of housing.
Schools are generally poor.

These factors combined make continued investment in Mopti highly
questionable. Research and TAT programs at Mopti, however, can be transferred
to nther locations. In this regard the WARDA Director of Research and
Development has suggested that the Mopti Station Director (soil science) and
plant breeder could be relncated at Rokupr ard the agricultural economist
could be stationed at Bouake. This would aliow: the Mali Guvernment time to
consider the fui-re of the Mopti station operations; WARDA to reduce costs
associated with reduction of station operations; and time to plan for staff
expansion at .okupr and Bouake. In fact, during the 1984 season the only
sucessful aspects of the deep water/floating rice TAT on farm trials were
carried out In Slerra wseone and Burkina Faso. Varieties were also
successfully tested in Sierra Leone. WARDA could incorparate variety testing,
technolnev useneration and TAT on rarm trials into the Rokupr station programs,
albeit somewhat reducea compared to the current level ol atffort.

Tiwe Rokupr station research program deals with mangrove swamp rice, a very
fmportant rice ecology in the subregion with trenmendous potential for
expansion. 1In addition, the station offers three signficant attributes for
productive research and development. Its field research facilities are very
good; all major rice ecologies, including deepwater/floating rice, are found,
in Sierra Leone, and rice production in the mangrove swanmp ecology can be
significantly increased with improved varieties and technologies. WARDA ranks
Rokupr as its second priority station, a judgement supported by the STC and
CGIAR.

The Rokupr rescarch program has already produced meaningful results (e.g.
higher yieldiny varieties, improved production practices) and the TAT program
{s the most advanced of any substation. The Rokupr station's work on mangrove
swamp rice olfers excellent opportunities for short and long range research
and development pay-offs.
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Living conditions at Rokupr are mixed. Housing is generally good. The
ancient water system has broken down and water must be obtained from wells or
the nearby river. Power is available only 4-5 hours a day, schools are poor,
basic food stuffs must be brought from Freetown and telephone communication is
nonexistent. Staff tenure 1is generally high, but for Rokupr to maintain its
effectiveness as a research station and continue to attract and retain a high
quality staff, these problems must be rectified. Progress is being made in
this direction, but a workable solution will requice the assistance and
cooperation of the Government of Sierra Leone, as well as additional WARDA
resources.

The research program at Bouake station concentrates on upland rice, the
most Important rice ecology in the subregion, which occupies approximately 65%
of the rice preducing area. WARDA, along with the STC and CGIAR ranks Bouake
as 1ts first priority station. Although upland rice is the most important
rice ecology In the subregion, it is also the most diverse and will take time
in order to achieve significant results. AID and other donors must take the
long-term view (15-20 years) when considering support for research at Bouake.

The 1983 CGIAR review recommended that WARDA substantially increase {ts
research effort in upland rice. WARDA concurred and In response has moved ten
senior research sclentists from beadquarters Iin Monrovia to Bouake, making a
total of 12 scientists stationed at Bouake. The station currently provides
WARDA only limited office space for professional and nonpronfessional staff.
WARDA must make 2 major capital investment to upgrade office and laboratory

facilities. rield plots are sufficlent for a4 much expanded rescarch program.
Lue to the newiess ol cue program, researca Jesdlls are Lizited, but the TAT
prosram has aade ¥ 3nod start In constralnt analvsis.

The Bouake area has many atributes which make it a desirable place to live
and work. The station has excellent field research facilities and 1s located
near major upland rice sub-ecologlies. IRAT scientists located on the station
have very good laboratory and office space and provide a synergistic mix of
sclentific disciplines. The clty of Bouake is rare in West Africe in that
vood housing and schools (English and French) are readily available. Grocery
stores are well stocked. The water, electrical, telephone and transportation
systems are goad.

The Saint Louls Station concentrates its efforts exclusively on Irrigated
rice. Although irrigated rice occupies only 2% of the rice production area in
the subreglon, the potentlal tor increased production per hectare {s greater
than for the other ecologies. The GCIAR supports most of the station's
research program. Althouagh AID currently does not fund anv of the Saint Louis
operation, it may want to consider future support In that the probabllity of
short and long term research pay—=offs is high. The statlon has already
released  varfetles that are yielding 7-8 tons per hectare in farmers' flelds.

This discussion of the vialiability of WARDA research stations brings Into
question the absorptive capacity of rhe <tations to expand thelr research
effort as well as the appropriate mix of AID support. WARDA's madate, 1s to
conduct applied field base research (1.e. develop improved varieties and
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technologies suitable for West African rice farmers). In this regard, both
the Bouake and Rokupr stations can absorb substantially increased research
activities. However, as has been pointed out, Bouake will need substantially
more office and laboratory facilties for current or expanded staif levels.
Rokupr's office space is barely adequate for current staff levels. Laboratory
space 1s sufficient, but laboratories are not well equiped. If staff size
were lncreased at Bouake, housing could be rented. At Rokupr, increasing
staff size would require construction of staff housing.

D. AID/WARDA Future Relationship

l. Extension of the PACD beyond September 1985: The PACD will need to be
extended beyond the current September 30, 1985 date, whether WARDA is phased
out or continues in its present form, albeit better managed. Even if AID
decided to withdraw support, an orderly, responsible phaseout will require
more than a few months. It 1is suggested that the PACD be extended to December
31, 1986 to provide adequate time to phase out project activities or allow
time to develop follow-on support. Rationale for selecting the date would
include the fellowing:

- the date coincides with the end of the WARDA fiscal year;

- consensus seems to be that Mopti should be terminated, but the 1985
research program is planned and actions underway for implementation. An
orderly transfer of research activities to other stations and transition
of the station from WARDA to Government of Mali operation, if this becomes
necessary, could be¢in at the end of the 1985 cropping season;

- there may well be politizal ramifications of closing this station in Malil,
and it will take WARDA time to gracefully close down the operation. This
action probably could not be formalized until the next GC meeting in
December 1985;

- if a follow-on project is planned the additional time will be needed to
consider approprite project emphasis and project management mode, design
the activity and prepare the documentation;

- if AID, together with the CGIAR, determines that WARDA in not worth
saving, the additional time would be required to shut down the operation.

Actions taken over the next few months will largely determine whether WARDA
continues as a rice research institution or is dismantled. Obviously, {f
WARDA ceases to exist there would be no follow-on project. Assuming WARDA
continues along some semblence of {ts present structure, the following options
should be considered.

2. 1986 - a time of transition: During this final phase of WARDA II, a
transitlon should be planned for the October 1, 1985 - December 31, 1986
period to allow for an orderly change of WARDA/AID working relationships.
Project activitics should continue along present lines except for an orderly
phageout of AID support to Mopti.
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Assuming future AID support to WARDA would be channeled through the CGIAR
system, this transition period could be a time to develop that working
relationship. AID funds would continue to flow directly to WARDA during this
transition, and AID's management responsibilities would be maintained.

3. Possible follow—-on Arrangements: The transitior period would provide time
for planning and documenting any future AID support to WARDA. Possible
programing arrangements may include the following options:

a) Provision of an annual grant to the CGIAR for WARDA support in the
following areas:

- general support for program purposes as approved by the STC;

- support for specific program activities predetermined between WARDA
and AID;

- whether the purpose is for general support or specified activities,
AID should consider providing overhead as it does to other IARC's of
15 percent for administration and 85 percent for program.

A grant through CGIAR s perhaps the easiest route for AID. While there may
be bureaucratic problems for AID as to whether the grant is handled in the
same manner as for the IARCs or if the Africa Bureau can make a special grant
for WARDA, it would require much less documentation and oversight. AID would
be saving that it had confidence in the 3TC and CGIAR oversight mechanism and
would zive up direcrt involvement in nroject management. This appears
justificed and, given personnel limications, this may be necessary.

b) A second option is to develop a follow-on prouject along the present lines
that would include scme of the following components:

- Continue Training Center support costs and the six month rice
production training course;

- Continue Rokupr Station support for the mangrove swamp rice research
with the program expanded to include deep water rice research and
possibly upland rice for the more humid areas;

- Continue the TAT program at all staticus as now underway;

- Provide administrative support, perhaps as an unrestricted overhead
percentage and/or designated support for such Improvements as a word
processing capabillity to cnable WARDA's professional staff to produce
documents that reflect a eredit to WARDA;

- Continue training of West African rice research and extention
personnel to enhance the long term institutional capability of
national and reglonal programs to solve rice production and
distribution problems.
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This approach would continue the AID project mode and would target those
activities for support that AID considered important. However, a sigrificant
level of AID project management time would be required.

¢) A third alternative could be a combination of the above approaches with
funds provided in two categories: (1) administrative support and (2) funding
for the specific project activities. Such an approach would provide for the
institutional support as well as support to those specific research and
extentlon activities ALD feels are important to fund. Several factors have
changed that would permit an adjustment in style of Aill project management,
once WARDA has gained adequate experience with the changes to assure that they
will/can be sustained.

- the expanded STC with greater responsibility for program management;

- the presence of a CGIAR recruited Director of Research and Development
and Controller; and

- improved managerial performance by WARDA.

- AID personnel reductions have eliminated the project manager position.
While thi report will recommend the reinstatement of the AID project manager
position, current staff stringencies make the response to this recommendation
somewhat problematic. If the position is not reinstated, an adjustment in the
mode of AID project maangement will have to be accommodated earlier than would
be desirable for all parties concerned.

4. Management Considerations: WAKDA nas dramacically improved its
admipistrative, financial and technical managment since the 1983 CGIAR and AID
evaluations. The STC has begun to demonstrate an cffective technical
oversight capability comparable to the Boards, of Directors of other IACRCs.

If experience over the next two years shows that these [mprovements can
be sustained, the need for a WARDA project manager for the long range will
have been effectively eliminated. However, following the departure from pcst
of the current prujecat manager In June 1986, and until AID begins funding of
WARDA through the CGIAR, substantial AID oversight of the WARDA II project
must be provided. Indeed, the coming two years may be more demanding on AID
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project management than any period to date. In addition to the substantial
on-going responsibilities, the project will require regular and intensive
effort to assure:

1) an orderly phase out of AID support for the research station at Mopti,
including assistance to WARDA in capturing and trausferring research results
to date; ‘

2) effective reprogramming of AID resources, originally intended for Mopti,
into alternate, agreed upon activities on a phased basis that enhances the
work and does not overstretch the absorptive capacity of the "receiving” units
of WARDA;

3) 1liaison with national projects and programs as the TAT moves into stages
where transfer of results becomes the critical activity;

4) adequate preparation for a more indirect role for AID under strengthened
WARDA program and management systems; and

5) that future AID activities in support of WARDA are appropriate to field
conditions, to the future of rice development in West Africa and to both the
priorities and the constraints within which AID must operace.

For these reascns, reinstatement of the AID Project Manager position for WARDA
is a matter of considerable urgency, given the departure of the incumbent in
June, 1985. In reviewing options the team considered an arrangement whereby
resnonsibility would be shared by the Mission ARD staff and TDY personnel from
AFR/RA and AFR/TR/ARD. We are in agreement with the USAID/Mission Director
that such an arrangement would require at least six TDY's by AID/W personnel
per year, and that even with this level of effort, it Is net an optimal
solution.

The functions of this position, and the decision making requirements which it
entails clearly make this job one which should be filled by a direct hire AID
officer. If this becomes impossible, the option of a PASA arrangement,
staffed by a regular employee of USDA, should be explored.
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PART III-Conclusions and Recommendations

A. Major Conclusions:

1. WARDA 1s submerged in a major financial crisig, and unless steps are
taken by May 1 to pay staff and meet urgent bills the organization will most
likely be pushed beyond the point of no return.*

2. Staff have not been paid for months and morale is at an all time low;
while good staff have remained loyal, they have made major personal sacrifices
and can no longer pay bills to feed, clothe and house their families. They
have become desperate; one WARDA employee summed it up by saying, "an empty
bag cannot stand at all."*

3. The Acting Zxecutive Director is actively scliciting funds from Member
States (MS) and donors to pay staff and essential bills. It is ironic that
WARDA has perhaps the best management it has ever had at a time when it is
reaping the harvest of past mismanagement.

4. Contrary to an almost universal perception that member state (MS) support
of WARDA has been dismal and declining, onr review and analysis concluded that
not only has MS support been sustained during an extraordinarily difficult
time economically, but in absolute terms member state contributicns through
1984 essentially covered the administrative budget.

S he signifizant amount of arredrs in MS contrihutions shown on WARDA
books is primariiy a result of a drastically escalated assessment scledule
over the past four vears. Only that portion of arrears that represents real
unmet commitments should be considered as active debt by member states.

6. Program activities have continued at planned levels despite the financial
woes, but within a few weeks this situation will change drastically without a
major Infusion of capital. While the WARDA secretariat's estimate of minimum
requirements by May 1 i{s $1.9 million, the team believes that amount may be
inadequate to sze WARDA through to its peak cash flow period which is
historically during the latter part of the year.

7. WARDA has implemented the important recommendations of the CGIAR
management review, the TAC external review and the USAID mid-point
evaluation. As a result, staff reductions have taken place, fiscal procedures
are being tightened and a much stronger and more dynamic STC {s strengthening
the research management capability of WARDA.

*The CGIAR is to be congratulated for Its rapid action to alleviate the WARDA
financial crisis temporarily. Conclusions Nos. 1 and 2 were conflirmed by a
CGIAR financial analycis team which was dispatched to Monrovia within one week
of the AID team'z return to Washington. Consequently, a CGIAR request led to
mobilization of over one million dollars in expedited reimbursements and
accelerated 1985 contributions by WARDA donors. These funds reached WARDA
headquarters during late April and early May, giving WARDA a lease on life,
including the payment of three months back salary to all employees.
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8. The integrated program and budget process is meeting its objectives of
unifying various WARDA activities supported from many sources.

9. Past fiscal mismanagement has caused an acute financial liquidity crisis
at the time that WARDA is organizationally and programmatically the strongest
it has been for many years.

10. The governing council, in giving more authority to the STC has tended to
diminish its own role and decrease the political impact on WARDA.

11. A decision should be rade now regarding continuation of support to the
Mopti station, given the fact that no floods have occurred during the past 3
years and deep water/floating rice is the lowest program priority of WARDA.

12. AID assistance for the Rokupr station has generated promising emerging
technologies in the short period of time since 1981 when the technology
generation began to replace the testing of imported technology. Germplasm has
been collected, breeding and farmers' field testing has produced two varieties
vielding 25% 1increases, ratoon cropping is promising, and implements have
resulted from mechanization using the fertilizer injector and pedestrian
tractors where the supply/service system 1s supportive.

13. The AID-supported Technology Assessment and Transfer Program, which has
been developed and applied since late 1981, is providing an accepted system to
determine technology development constraints, devise appropriate transfer
packages and help monitor farmer adoption with 200 cooperators in seven
countries.

4. Training supported by AID has received positive feedback trom evaluations
and should be further strengthened.

15. Continued AID support for WARDA will be a good investment in line with

the Agency priority to increase food production in Africa if WARDA maintains
responsible management and solves its financial problems.

B. Recommendations:

The following recommendations are short—term in nature and should be
implemented, regardless of WARDA's future.
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1. CGIAR should take the lead to elicit donor response to WARDA's plea
for funds needed ($1.9 million) before May 1, and AID should respond
positively to the request if other donors show evidence of support.
Likewise, WARDA should intensify efforts to ascertain likely amounts of
member states contributions even though remittances will likely be
received after May 1l.% .

2. Given the immediate need of WARDA for financial analysis expertise,
CGIAR should take action to provide assistance and AID should be willing
to support this, if requested.* '

3. The PACD of WARDA TII should be extended from September 30, 13935 to
December 31, 1986 in order to either 1) phase out the project or 2) allow
time for institutionalization of changes recently adopted and preparation
for an orderly transition from direct project support of WARDA to a mode
that relies on the strengthened monltoring and decision—making process of
the STC and the CGIAR.

After considering various options for the near term future of roughly five
years, the team concluded that WARDA should be continued in essentially its
present organizational form. The following recommerndations are based on that
conclusion.

4. AID should support continuation of WARDA in 1its present form for the
near futures Such support should be contingent upon external donor and
Jdember state contributions and participation at 2 level not less than that
demonstrated i receni Fedrs.

5. AID funds for WARDA rfrom October 1, 1985 to December 31, 1986 should
support a revised mix of specific activities that will be agreed upon
between AID and WARDA. Any savings resulting from a phase out of support
at Mop:i should be directed to enhancing work at Rokupr and Bouake.

6. During the project extension phase from October 1, 1985 to December
31, 1986 AID will need to provide sutficient resources to analyze the
possibility, apprcpriateness and tuading mechinism for further assistance
to WARDA upon the completion ot WARDA 11.

* These recommendations have bheen largely satisfied by rapid action initiated
by the CGIAR secretariat. A request from CGIAR for a special AID contribution
to a WARDA working capital fund was received on May 30 by AFR/RA and is under
review.
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7. Upon departure from post of the incumbent AID project officer for
WARDA in June 1985, AFR/RA/TR and USAID/L should share the management and
technical backstopping responsibility for WARDA II until the position of
project officer can be reinstated and an appropriate professional officer
posted to Monrovia If AID support of WARDA is to continue beyond
December 1986 (the recommended PACD of a project extension), it should be
designed so as to require a decreasing level of direct AID management;
ultimately, AID participation in STC meetings would be an appropriate and
probably adequate means of project monitoring.

8. AID should support the unified budget approach of WARDA's management
and its strategy to diversify support, (sources of funding) for any
activity of the Association, be it programmatic or administrative in
nature.

9, The Yopti Station should be phased out during the 1985-86 cropping
season with the transfer of appropriate activites to the Mali Government,
and relocation of international staff at Rowupr and Bouake Stationse.

10. The Communications Division of WARDA should receive increased
priority in allocation of financial resources to assure quality and
timeliness in dissemination of results from the Assoclatlon's programs.
Organizationally the Division should become a part of or be closely linked
to the Research and Development Department.

11. WARDA, with externa: consultant Assisididle, suculd further enhance
{ts trainling program bvr  levelopiprg systens “yr monitoring the relevance
and utilication of training; dirrsersifying triining nethodology; and
determining appropriate cost sharlng drrangements with projects and
programs of member states wnose staff bLeneflt from the training.
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Attachment 2
Itinerary
AARDA Implementation Review Team
March 16 - 29, 1985

March 16 - Wood and Prussner departed form AID/W, Smith and Johnston arrive,
Freetown, Sierra Leone

Sierra Leone

March 17 - Sunday, Team (Prussner and Wood joined Smith) in Freetown
darch 18 - Monday

0900 - 1200 drive from Freatnawn ko 2okupr Statiosn., Met Johnston, and
1200 - late with station staff, Aviung Sampang Staff

Jvarnight at WARDA Suest douse/Rokupr Station.

2800 - 1200 Yisited TAT program sites in Mangrove Sampang with Rokupr

1400 - 1500 meet Jiractor of the Sierra Leone Rokupr Rlce Researchn Station
1500 1700 Disecrssions with Skation staff, toward resgearch

1300 = Mixer ansted Ly Avung Sanpang for WARDA of Sierra Leone 1in. of Agri.
A2KUPE Station

JUernignt at Al teast neoyse  Directar and Jogcty and teanm

I - e P
Yarcen 20 - N R IO

1900 - 1
1

00 return Cram Rokupr to Fraetown
1400 - ()

700 Meat witn USAIZID/staff
Liberia
March 21 - Thursday

D300 = 1200 Freetown to Monrovia

1300 - 1900 “et witn Mission Director and Senior Staff
1900 = Dinner hosted by Mission Director

March 20 - Yralay
0830 = 1200 Mot witn WARDA'Y Senior HQ Staff

1430 - 1630 Vigited Fendali Training Centar



March 23 - Saturday Michell joined Tearn

1900 - 2200 Transferred to USAID Guest House, briefad Michell
1300 -1800 Lunch, hosted by WARDA Acting ExX Sec. and discussion

March 24 - Sunday

Morning - Review materials
Afternoon - Discussion afternoon Team members

March 25 - Monday
1000 - 1100 Director and Senior Staff

1300 - met WARDA  Act Ex. Sec. and Dir. R&D
ration Lor AID/W

Zvaning Jasle nLrepa
March s

N800 = 1200 Mat WARDA Act, EX. Sec. & Dir. R&D
1300 - ©inalize caole t£9 AID/W

00 M4et WARDA act. EX. Sec. 4 Dir. R&D

200 Mot WARDA staff assoclation exc. committea
1300 - cacle sent to AID/W and final report preparation
arcn T3 - Thuraday

Jld - prepare and :rinalize report

Marcn 29 - Friday

0800 - 1430 rinalize report and prepare for axit meeting

1430 1600 E£xit meeting with Mission Director and Seninr Staff
Lvening Wood/M4ichell, Prussner depart.



STAFP STATISTICS

Attachment 3

Sept. 1983 Sept. 1984 March 1985
Prof. G585 Total Prof. G35 Total Prof. GSS Total
Executive
Sacretary 5 10 15 4 12 16 1 10 11
Admninistration
and Pinance 6 31 37 5 27 32 3 26 29
Communications 10 10 20 8 10 18 5 3 8
Training 9 35 44 8 34 42 8 25 33
Regearch
and Development:
dogdquartars 20 2 42 7 22 29 6 17 23
Zandall 5 8 13 4 8 12 ) 8 12
5UAKCKO - 3 3 - 3 3 - 3 3
3ouyake 4(+0) 11(+1) 11(+1)
Rokupr 2(+6) 3(+6) 3(+6)
5t. Louis 5 (+4) T7(+4) B(+4)
Mopt { 3(+6) 4(+6) 4(+6)

Sub-Req.



Coordination 9 6 -

On Special

Assignment 1 1 R 1

Total R&D 49(+16) 33 82 43(+17) 33 76 37(+17) 28 65
Grand TOTAL 79 119 198 68 116 184 54 92 146

() numbers in brackets refer to professional staff saconded hy national

pregrammes.

Reductions in 3staff since September 1983: 25 professionals and 27 general
service staif; a total reduction of 52, Note that only Liberian-based
zoneral service 3£3If ar2 sncwn o in the above cummary. The radiuctiosn in
saneral service staff Wwould nave deen larger 1f tne support Staff in the
Jive=3ub=-raguional Coordination Offices had been i1ncluded. The
protessional 3taff numbers, include 4 Prench, 2 3elgtian, 1 Japanaese, 1 FAO
(Ztalian) and 1 American tecnnical assistance personnel paid diraectly by
thelr parent organtizations. The 1ITA Liaison 5crentist 15 not itncluded
in the enumeration even through he contributes significantly to the

program of the Regearch and Development Department,



AARDA

ilarch 1985

STAFF DISTRIZUTION Attachment 4
PROFECSIONALS

Yonrovia Departments and Divisions

¢ecutive Secretariat

Aidministration
“inance
Carmunications

Zegearch and Tevelomment:

Central [ata Processiag

Germ Plasnm Unit

1 (Acting Executive Secretary)

2 Chief of Admnnistration
Persommel COfficer

2 Controller (20-4-85)
™Mnance Officer

6 Divisgion Chief; Documentalist;
Scientific Hitor; 3 Translators

1 Statistician

3 ITPA Li~ison (2reeder); 3reeder;
Seed Technologist (study leave)

Post Harveast Technologzy Labe 2 Chief, Japanesge Technical Asasistance;

Rese & Dev, Coordinaticn
Trainings
Director, 'lonrovia

Draining Centre (Fendall)

ouris, Ivory Coast

Director (Plant Ganeticist)

2reeder (CCIAR); Asote Breeder

Zenior arronomiust (CGIAR)

one outposted (Cambia)

Director(iF); Engineer (IZC); two
Tecononisz=s (USAID, France); igrono-

-~

aist (7.0).

wn

7 Chief (study leave); 3 Trainersj
two Interpretersa; Mechs Specialist (FAO

12 ( 1 local nire)

- CGI:AR
(

French Ta)

cenior Plant Pothologiut (.6I407)

miomolomut (CGIAR)

2 “xtenasion apronomist (zv¢); (Aouoce Ia Coaat )

‘leed Scientiat (UsAID)

2 igze Economist (USAID; TIC)

v achanization Specialist (French TA)

)
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Roluor, Sierra Leone = = = = 8 (5 seconded by Covernment of Sierra Leone)

Director (Mtomologist) (all USAID funded)
xtension Specialist

Agrice Economigt )

Breeder (seconded) Phl.

o™xte Agronomist (seconded) lSce

Plant Patholegist " 2

ntomologist " "
Weed Scientist " 3SCe
Ste louis, Senegal - - = =12 (only 1 PhD level)

Director (Physiologist) (CGIAR)

ural gineer (TEC)

Pathologist (CCIAR)

iorice Zconomist (FAO-UNDP) .
Sesearch Asst. agronoay - izolla (Zelgium)

Senior Agronomist (3elsium)

i55te Breeder (3elgium

ater lianagement 3pecialist (Dutch)

0 Txtengion Agronomists (seconded by Senegal)

1 lzrononiast " "

-

DA~ P Yokl R e * 1 "
- v.:.de:}..':‘. RGNS PayS | 2%

Conti, Mali
Director (Pedology) (USAID)
Plant Breeder "
Agrice Zconomigt "

Senior axronomist (French T4)

;050Ce Weed Scientist (PhDj; seconded by Mali)
Ascoce Breeder (gtudy leave) " "
ABooce Agronomigt " 1
,950Ce IXte Afrcnomigt " "

i5S0Ce ixte Apgronomist

Potn Dioulasse, Zurkina Faso = = 1

Zconomist (World Zank Project - Team Leader)
Zconomic Survey



B o Attachment &
TELEX # 84145 WARDA Telex to CGIAR

Dated March 26, 1985
CGIAR

ATTENTION: FARRAR/OZGEDIZ

THE SERIOUS FINANCIAL CRISIS WHICH WARDA HAS BEEN GOING THROUGH

ZCENT WEEKS TO THZ POINT WHERE THzZ COLLAPSE

n

HAS ESCALATED IN
OF THE ASSOCIATION IS LIKELY, IF EMERGENCY OPEZRATIONAL FUNDING
IS MNOT PROVIDED.

AT THE ZND OF DECEMBER LAST YEAR, THE ASSOCIATION WAS INDEBTED

TO THE TUMNE OF 32,743,782. OF THIS AMCUNT, 31,9C4,284 WAS OWED

TC STAFF AS SALARIES AMD OTHER ZENCZFITS AlC AS CCONTRIBUTIONS TO
THE STAFF PROVIDENT FUND.  THZ DELAY 2N THE PART OF THE MEMBER
STATES 7O PAY THEZIR ARREARS AND CONTRIBTIOUS FOR 1985 AND ON THE

PART OF SOME DCNORS TO REIMBURSE CLAIMS FCR 1984 AND TO PAY FCOR

1985 ACTIVITIZS HAS WCRSENED THE DEBT PROBLEM AND 3STARVED THE

A

. PN -

ASSCCIATION OF FUllCS AL SCULD HAKE IT 1HFS33IBLE 7O COHTINCE

U

OPERATIONS.

THE ASSOCIATiON HAS SURVIVED THUS FAR LARGELY BECAUSE OF THE
SATIZNCE, LOYALTY AlND DEDICATICN OF THE STAFF WHC HAVE NCT BEEN
2AID 3ALARY FOR SEVERAL MONTHS NOW. AT THE END OF MARCH, THE
ASS5C0CTIATION WOULD OWE THE PROFESSIONAL STAFF FIVE MONTHS AND THE

RYICE S3TAFF FOUR MONTHS SALARY. UNLESS THERE IS

1]

GEXNERAL S
IMMEDIATE RELIEF, MASS ReESIGMNATIONS AUD CESERTIONS OF STAFF ARE
/ERY LIKEZLY. 17 WARDA COES RECOVER FROM 3UCH LOSS OF ITS MOST
JALUABLE ASSET, IT Will B A JERY LING TIME BEFORE IT CAU CARRY
QUT ANY EFFECTIVE AlD BEIZFICILAL FEZEAFCH, DEV/ELOPMENUT AUD
TRAINING PROGRAMME . THE 1ass CROPPILNG %EASON BELEARCH, NCT TO
MENTION TRALNING COURSES, WILL =Z [ SeElRloUs JEORARDY, THE

STAFF HAVYE, DURING THISZ CRITICAL PERIOL ZEZN SUSTAINED B3Y WITHDRAWALS
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FROM THEIR PROVIDENT FUND ENTITLEMENTS AND BY BORROWING FRCM THE
FUNDS AND OTHER SOURCES. THE 3ULK OF THE FUNDS RECEIVED FRCM
MEMBER STATES AND DONORS HAVE BEEN ALLOCATED TO KEEP THE FIELD
ACTIVITIES AND OPERATIONS GOING. THEY WILL S00N BE USED UP AT
A TIME WHEN WARDA'S CRIDIT RATING I3 VERY LOW AND ITS SUPPLIERS
OF GCODS AND SZRVICES Arnz DEMANDING ADVANCE PAYMEUT. BY MY
RECKCNING, OPERATIONS WILL COME TO A COMPLETL HALT BY MAY 1,
1985 (EVENM IF THE STAFF IS WILLING TO CONTINUE WORKING WITHOUT
SALARY ) UULZZZS WARDA IS GIVEN A MAZSSIVE INJECTICN OF FUNIDS.
AGAINST THIS AMCOUNTS OWED bY WARDA AT THE ZND OF JECEMBER MUST
3B SET THE AMCUNTS (TOTALLING 31,205,3353353) SUE TO 1T FOR
ACTIVITIES IT HAS ALREADY FINANCED BUT ¢CR WHICH [T HAS NOT BEEN

REIMBURSED 3Y ZXTERNAL DONORS. IF THESE AMOUNTS ARE REIMBURSED

FaS

WARDA WILL UEED TN BE RPROVIDED WITH 31,477,240 TN LIQUIDATE ITS
CECEMBER 1934, THEZ DELAYS 1M (hne PAYMENT CF 1985
CCMMITMENTS BY MEMBER S3TATES ANL 530ME DCHORS WILL RE5ULT IN
IMNCEEASES 1M WARDA'S DEBT TO 533,397,517 A5 AT THE =iD OF MARCH
1985.

THE IMMEDIATE ASSISTANCE OF DCUHCRS I35 HNEIESC3ARAY TO S0OLVE THE
DEBT AND THE LIQUIDITY PROBLEM. THE WARDA StCRETARIAT HAS OVER
THEZ PAST THREE MONTHS BEZN ZRAWING THE ATTENTION OF THE MEMBER
STATES TO THE DETERIORATING SITUATION AND HAS BEEN APPEALING TO
THEM T2 MAKLS UAEDLATE PATYMEDNT. b pESvon s TO THZ HREQUEET OF
THE SCCRETARIAT, THE ZHAIRMAD OF THE SOYE0iIiG COUNCIL HAS ALZO

APPEALED TO MEZMBER STATES. WE HAVE BEZHN INFCRMED 3Y FOUR INHCLUDI

MIGERIA THAT ACTION HAL BZEN INITIATED T2 AT, JUBGLING FROM
PAST EZAPERIENCE WITH TRANSIER THROUGH TH: oADKING SYSTEZM, [T Wil

BE SCOME TIME BEFORE THESE FUNDS ARE QECED /WD, THEY MAY CCME TOU
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LATE. WE HAVE JUST RECEIVED A PAYMENT ANNOUNCED LAST YEAR BY
ONE OF THE MEMBER STATES. THE HEADS OF STATE OF LIBERIA AND
TOGO, THE HOST COUNTRY OF WARDA AND THE COUNTRY CURRENTLY HOLDING
THE CHAIRMANSHIP OF THE GOVERNING COUNCIL RESPECTIVELY, ARE BEING
INFORMED OF THE SITUATION AND REQUESTED TO APPEAL TO HEADS OF
STATE OF OTHER MEMBER STATES.
APPEALS ARE BEING MADE BY US DIRECTLY TO OUR DONORS TO EXPEDITE
REIMBURSEMENTS AND PZLYMENTS FOR 1985 PRCGRAMME ACTIVITIES AND
TO PROVIDE EMERGENCY RELIEF SUNDS TO LIQUIDATE OUR DETS. THE
SECRETARIAT WOULD APPRECIATE IT IF YOU WILL USE YOUR GOOD OFFICES
TO APPEAL TO DCNORS IN THE CG, PARTICULARLY WARDA DONORS, FOR i}
URGENT HELP: 1) TO LIGUIDATE WARDA'S DEBTS BY MEETING OUR CLAIMS
FOR REIMBURSEMENT AND CONTRIBUTING TO AN EMERGENCY RELIEF FUND AND

L BY ACVANCING FUNDS FOR 1985

1=

2) TC PRCVIC

(O]

ADEQUATE WCRKING CARPIT.

~—~—

-

ACTIVITIES.

THE FOLLOWING. DONORS WHO ARE IN THE CGIAR SYSTEMS SHQULD BE
REQUESTED TO ACCELERATE PAYMENTS FOR 1984 ACTIVITIES ALREADY
PREEINANCED ANb‘UNDERTAKEN BY WARDA:

AAA BELGIUM - 3224,171

oBB EEC - 3277,220

ccC NETHERLANDS - 3 75,é73

DDD UNDP/TCDC - $ 24,002

EEE UNDP/FAQ/RAF/75/022 - 357,261

IMMEDIATE PAYME&T OF THESE AMOUNTS WHICH REPRESENT JUSTI%IED
CLAIMS AND WHICH ADD UF TO 365¢,127 WILL RELIEVE THE PRESSURE

ON THE WARDA MANAGEMENT AND ENABLE IT TO PAY PART OF THE AMOUNTS

OWED TO STAFF AND SUPPLIERS. AT PRESENT WE ANTICIPATE RECEIVING



$352,424 ONLY BEFORE THE END OF APRIL (THIS INCLUDES $100,000
FROM THE CGIAR SECRETARIAT FOR 1985 ACTIVITIES. THE IMMEDIATE
FUNDING REQUIREMENT TO SAVE THE ASSOCIATION FROM COLLAPSING _AND.

ALLOW TIME TO WORK OUT LONG TERM SOLUTIONS IS 31,912,000 MADE UP

OF

AAA $990,000 FOR THREE MONTHS STAFF SALARIES

BBB 3$550,000 TO COVER THREE MONTHS OPERATIONAL EXPENSES
CCC $400,000, FOR SETTLEMENT OF Z=ZSSENTIAL DEZRTS

DDD 3 72,006 FOR JUMNE 1925 MEETIMNG OF THE STC

AT PRESENT SUBSTANTIAL PAYMENTS Og:ARREARS OF MEMBER STATES
CONTRIBUTIONS IN ADDITICH TC 1985 CONTRIBUTIONS ARE UNLIKELY.

THE SERIOUS ECONOMIC CRISIS ANMD SEVERE FOREIGN EXCHANGE SHORTAGES
WHICH VIRTUALLY ALL WARDA MEMBER 35TATZS AREZ FACING AT THIS

Ya')T ZRCPED THEIR ABILITY TO PAY. SCME SF OUR MEMBER STATES

(RO

111

e e - = —
—

ARE I FAaCT CANDIDATES rOR THE MASSIVE RoLicl

"

T2RT WHICH THE
NCRLD BANK AND THE UNITED NATIONS AND OTHER AGENCIES ARE TRYING
TO MOUNT. =~ AN APPEAL TO WARDA DCNORS IN THE CGIAR SYSTEM FOR

A RESCUE OPERATION WOULD BE MOST HELPFJUL. THIS WOULD ENTAIL THE
PROVISION CF EMERGENCY FUNDS TC THE TUNE OF 31,437,443 AS

GRANTS OR INTEREST FREEZ POANS TO LIQUIDATE THE CEBT.

THE COMPLETE EXHAUSTION OF THE WARDA SPECIAL FUND WHICH PROVIDED
A CUSHION TO COVER SHORTFALLS INM MEMBER STATES CONTRIBUTION TO

THE ADMINISZTRATIVE BUDGET AND A WORKING TAPITAL BASE EUMABLING

[4]

5 HAS

DCHOR SUPPORTED ACTIVITI

&3]

THE ASSCCILATION TO PREF LNANC
EXPOSED THE ASZ0OCIATION TO A SEVERE CAsH FLOW PROBLEMA. THE

LACY OF WORKING CAPITAL WILL MAKz IT [MPOSSIBLE 7O ZARRY QUT THE



THE ACTIVITIES PLANNED FOR 1985. WE DO NOT HAVE THE FUNDS TO
PREFINANCE DONQOR SPONSORED AND SUPPORTED ACTIVITIES AND MAY NOT
BE ABLE TO UNDERTAKE SOME ACTIVITIES UNLESS ADVANCES ARE
PROVIDED BY THE DONORS. FOR THIS REASPN, AN APPEAL FROM THE-
CGIAR SECRETARIAT TO DONORS TO PROVIDE FUNDS IN ADVANCE WQULD

BE MOST HELPFUL INDEED.

THE APPEALS FOR 1) IMMEDIATE REIMBURSEMENTS OF PAYMENTS FOR 1984
ACTIVITIES; 2) GRANTS TO LIQUIDATE WARDA'S DEBTS AND 3) ADVANCES

23S ACTIVITIZS DEAL WITH THE DEBT AND CASH FLCW

V9]

T2 FTIUANCEZ L
PROBLEMS COF THE ASSCCIATION PROVIDED IMMEDIATE HELP I3 GIVEN

AUD WARDA 3SURYIVES THIS CRISIS. THERE ARE IS3UES THAT “WARDA
MAMNAGEMENT WCULD LIKE TO 0iSCUSS LATER WITH CONCRS. THESE

REUATE TO THE NEED 1) FOR THE FINANCING OF THE TECHNICAL SERVICES
WHICH PROVIDE NECESSARY SUPRPORT FOR RESEARCH AND TRAINING,
PARTICULARLY THE COMMUNICATIONS DLvISION WHICH HAS RESPONSIBILITY
FOR PRODUCING AND TRANSLATING WARDA PUBLICATIONS AND REPORTS BOTH
FOR THE DONORS AND THE MEMBER STATES; 2) FOR DCNORS CONTRIBUTIONS
TO THE ADMINISTéATIVE COSTS OF SPZCIAL PRCJECTS. WE WOULD LIKE
TO HAVE THE OPPORTUNITY TO 2I5CULKS THESEZ I33UES AND STHER WARDA
PROBLEMS WITH OUR DONORS DURING CENTRES WEEZK IN JUNE 1985. WE
WOULD APPRECIATE THE CGIAh SECRETARIAT HELP T2 CONVENE A MEETING
OF WARDA DONORS.

NARDA NE=DS AND, 1 BELIEVE, OJESERVES ASSLIsTANCE. Il RESPOLISE

TO EXTERNAL ?EV&EW RECOMMETNDATICHS, IT HAS FORMULATED ANb HAS
ALREADY BEGUN TO IMPLEMENT AN INTEGRATED PRCGRAMME FOR RICE
RESEARCH DEVELOPMENT AND TRAINING. THE =¢PAIDED  SCIENTIFIC

AMD TECHNILIZAL COMMITTEE [353 OPERATING eFFECTIVELY AND THE GCYERNING



COUNCIL HAS SHCWN ITSELF WILLING AND DETERMINED TO DEAL WITH THE
MANAGEMENT PROBLEMS THAT HAVE PLAGUED THE ASSOCIATION. THE
EXECUTIVE SECRETARIAT HAS RESPONDED TO, THE CRiSIS SITUATION BY
TAKING FIRM MEASURES TO LIMIT EXPENDITURE TO ANTICIPATED INCOME.

THIS IS BEING OCNE 3Y REDUCING STAFF LEZVELS AND OPERATING

1

EXPENSES AND BY STRINGENT EZXPEMDITURE CONTROLS. SINCE SECEMBER

1984 THIRTEEN PROFESSICMAL AND 19 GENERAL 3ERVICE STAFF POSITIONS

RAVZ ZEZIZN ZLUIMINATIZ. THUS MCRZI THAN EVER ZEFIRE WARDA oW HAS
ITS ZSSZUTIAL EZLEZMENTS - A WELL DESIGHED INTEGRATED RESZARCH
AND DEVELCPMENT AND TRAINING PROGRAMME, LOYAL CCMPETENT AND
CeDICATED STAFF, ZOUND RESEARCH AND FINANUCIAL MANAGEMENT,

T ZAERY 2UT AN ZFFZOTIVE AND ZFRICIEINT FESTARCH, DEYSLODMENT
AND TRALNING PROGRAMME, [T WOULD BE TRAGIZ AMND A AL PARADOX

IF THE ASSOTIATION WHICH NOW HAS THE POTENTIAL AND THE OPTORTUNITY

U

131

TO MA¥Z A SICGNIFICANT CCNTRIBUTICH I'D THEZ SOLUTICN OF TH
fCOD PROBLzZMS OF THE SUBREGICN (WHICH I3 CAUSING THE IMNTERNATIONAL

IS ALLOWED TO COLLAPSE.

-

~—

COMMUNITY 30 MUCH JOHCERN AND ANXIETY
REGARDS
ALIEU M.2. JAGIE

ACTING EXEZUTIVE SECRETARY WARDA
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Attachment 6

E. ], Roye Memorial Building

M,; ‘. WEST AFRICA RICE DEVELOPMENT ASSCCIATION Ashmun’ Street

X P. 0. Box 1019
: ' : 221466/221963
H ASSOCIATION POUR LE DEVELOPPEMENT DE Telephone 221166/221963

LA RIZICULTURE EWT: oo ﬁ;é‘éé_ff{ Lféi:‘,:ii? Liberia
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The ser:icus a 15 wWNlcn aanUma has been going
througn has escaﬂa“n4 in recent weecks to the point where the
collapse o7 the scclatic .kely, 1{ emergency operational
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2. AT the end or December last year, The Association was
1ncebted tc the =Zune of 32,743.782 0rf this amount, 31,904,284
was owed To 3%alf 2 salaries and other oDenefilits and as
contributicons <c Thne statf Provident Tund The de‘ay on the
panst of the Member States to pav their arrears and centributions
fer o8 and cn tne part of seme denors to reimburse claims for
1384 anc to pay Ior 1983 activities nas worsened the debt problem
and starvec< the Asscciation ol funds and could make 1t i1mpossible
O ConTinue oJrTerations, P YR B

3 The Asscciation has surviveo thus far largely because
Of The patience, liyacty and dedicaticn of the stalf who have
not been paird salary f2r several meonths now. At the end of
March, the Asscoclation would cwe the Professional Staff five
months and the General Service Starff four mernths salary. Unless
there 15 Lrmmedilate reli:ef, mass resignations and desertions of
s%aii are wvery likely If WARDA does recover from such loss of
1ts mest valuable asset, it will be a very long time before it can
carry out any eflaective and bdeneficial resecarch, development
and training programme. The 1985 cropping season research, not

to mention training courses, will be 1p serious jeopardy. The
stafl have, Zuring this critical perisd been sustained by with-
drawals from their Provident Fund entitlements and by borrowing
{rom the funds and cther sources.

4. The buln of Lhe funds received from Member States and
cdonors have been allocated to keep the field activities and
operutlonw goinrng. They will soon be used up a% a time wnen WARCA's
cred:t rating 15 very low and 1ts suppliers of goods and services
are demanding advance payment. By mv reckoning, operations will
ccme  to a ccmplete halt by May 1, 158% (even 1f the staff 1s
Wwilling to cecntinue working without salary) unless WARDA 15 given

a massive injection of funds.,

veed/2



5. Against the amounts owed by WARDA at the end of
December must be set the amounts (totalling $1,306,339) due to
it for activities 1t has already financed but for which it has
not been reimbursed by external donors. If these amounts are
reimbursed, WARvA will need to be provided with 31,437,443 to
liquidate 1ts cdebts as of December 13984. The celays in the payment
of 198% commitments ' Member States and some donors will result
1N 1ncreases 1n WARDA's debt to $3,397,513 as of the end of
Marcnh 1835,

(O3

“

. The WARCA Secretariat has over the past three months
Seer. Zrawing Tne attenticn oY the Memccor S£tites to the deterio-
rating siTuaticn and nas teen appealing o them o make i1mmediate
caymaent In response 0o the reguest of tTne Secretarlat, the

—_ e - N e - - hl R - .
Charrman o0 Tne Soverning Council has also ap
~ ~

[ 4
realed te Member States.,
-

cormeca by four, including geria, tnat action
ehe & rTrated o oay.  Judging Ircm o past experienta wlth
TransGiers TArcuan tne tanking syseem, 17 owill be scme time before
Thess runan are recelved,; they mav ocome too lazte, (V. nave just
receLlves o Sdayment anncunced last year by onse 0 the Memper
3Tatas; ., The Hoagdsg of o Snate or Liberia and Tcgo, the host

—ry 20 WARDA and tne country curraently holding the Chailrmanship
2 “he Snvernine Council respactivel re being 1nfornad of the
1cn and requested 2o appeal to Heads o State ot ovher

-
~—d Ao
3 < 5 -
Member Staces.

7. Apreals are teing made oy us to cur ccnors Lo expedite
reLmTaroerenn s for 15 ind 27vninoe navmernts Yor 1325 proagramme
activisins  ana mo orovide emergency relie! {unds to the tune
o 31,427,440 a5 Irants orolnTerest Iree lcan o orlguldate our
deb=s,  The asCisTance and support o che C3IAR Secretariat in
this enaeavour nave Seen requesced oy WARDAL vWie would appreciate
Lt LT USAID will o rreviaze argent help so liguidate WARDA's debts
by conorinuning o an emergency reliel fund. The CGIAR acnors

111 e oontactnoed oy ot CGLAR Secretariat o determine how much
whey will o oControoute,

A, Tne tollowing Adonors whoo o otne CGIAR systems are
, - o
Ng resuested Lo acoelarate paymen cro 1524 activities
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Immediate payment of these amounts which represent justified
claims and which add up to $659,127 will relieve the pressure
on the WARIZA Management and enable 1% to pay part of the amounts
owed to staf! and suppliers. At present we anticipate receiving
$352,424 only before the end of April (this includes $100, 000
frem the CGIAR Secretariat for 198< activities)

9. The i1mmediate funding requirement to save the
Association {rom collapsing and allow time %0 work out long
term soluticns 1s 31,3512,0C0 made up ol

O

re,

O

Nt
1

three months staff salaries
cover three mcocnths operational expenses
settlement of essential debts

June 1285 meeting of the STC
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iC. Substanzial pavments of Member States: centributions
for 1985 are lisxlvy to Lo made only durinag tnhn latter halé of
the year, at na. Dween She Case Cuer the lact Cow years,
Realisticaily, w cannot expect 2.l pavyment cf this year's
COMTrilutilling T m Inooe Member Shates that are hardesy nit by
2Concmis Ccrisl., ana drouqgnt., scme of cur 4embe 5 States are
10 fact Candiacten for o tne massive relief offope which the World
Bark ard =he Uniwed laticns and otner agencles are trying
TO mcunt.

Ty

s<. The comple=e exhausticn of the WARDA Special Fund
which provided a cushion to cover shortfalls in Member States'
contrisuTion o the Auaministrative Budget and a working capital
base =rnapli:ing ohe Anuor-at;on tc praefinance donor supported
2CTLIVITLIeN NAas exposed the Assoclaticn Zo a severe cash flow
proolem.  Three Laci of u(rmAuq cap1zal will make 1t impossible

TC o carry out tre oactivities planned for 1985, We do not have the
TUNCs e prefinance lcnor sponsored and supported acrtivivies

and may not oo auoe o undertake some activities unless advances
are proviiec by U Sonoars.

t

1z, The wopeals for 1) 1immediate reimbursements of payments
for 1284 activities, 2) grants; to liguidats WARTDA'5 debts, and

2) advances to finance 1G8% activities which are being launched
anc of whicn “his request Yorms a part, deal with the debt and
cash ficw propiems of “he Associlation Provided immediate

Neln 1o o grven anct WARDA '\lr/:*/u_, tThis crisis, there are 1ss5ues

that WANDA managgement would like to discuss later with donors.
These relate wo one need 1) for the tinancing of the Technical
Servi.ces, Which provide necessary support for research and training,
particulariy the Jommunications D1v/15100 WNHiIch has res sponsibility
for producing and ranslating WdARDA publications and reports both

1Oor e lonora anct tne Member States. o doncrs contributions
CO e Administrative soonts of gpNCLd; Frojects. We would like

TO Nave tne opnartaunity o to o discunn thnese Losues and other WARDA
Probaeme, wlth Ly ienors Jurlnq Centres dWeek 1noJune 1895, we
have requect e TOTAE Dearetariat help to convene a meeting of

HWARDA ooy,



eeds and, 1 believe,

13, WARDA n o}

mnal Review recommendatic
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response to ZxIier
and nas a.reacy be
rice research <eve
and TegcthLcal C

esarves assistance, In
ns, 1t has formulated
2gqrated programme [or
e expanded Scientific

n <o 1mplement an n
pment ang training.
T2 15 operating e crively and the
Goversior JounclL na foWwllling an<c dvcorm1n=o to

deal witn Uher management problems that nave plagued the Assocration.
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LU Secrataridat has respondes To The Crisils si1tuation
ST EALNG LIrT o meeaSures TO 11Mmit o oexpenclture TO anticlpated

LaTome. This L. oelna aone DY orecducing stalr levels and operating
2xDenses ard oL Snrlingent expenciture controls. Since December
1384 Thirseen nroless.Inal oand 19 General Service Stafs positions
nave peen e lminanens. Trus more Than ewver cetore SARDA now has
TN @SSentLal 2 lements - A owell desiaqned Integrated Research

ang Jevelspment and Training programme, (o4 competent and
TeflTates oTall, 5Iund resedrecn and flnancial management, adequate
Sugervisory controel ovotne 37T and the Governing Councli - IO
TAPTY SO an el TanT L e A arl Tl aIleant resanron, de Jnlorment and
TrULALNG DrOGr AmTie Ttoweula e Tragic o ana o nac paraccx 1f the
ACLOCI AT LIN WO LT NOwW s The notential oana Tne ooportun1?

“S Mmars 1 SLaInLiiIant Conuribution to e solunicon of the rfeed
Srohlems 0F T sun-resion (Wwnlch 19 CcausLng tne international
community So muCnh SoNcern and anxioety ! 1u oal.owed to collapse.

CaNce and Supporc will enable the
1nancial Crisis ont wil. be a great nelp

~
-~ N s e e * sy o~y
5 SommuniTy oL WestT alriTa,

Allew My Jagne

‘ ACTING ZXEICZUNXNE SEZCRETARY

Ms. Loils Richards
olirector
USAID/Liberia
Mcnrovia, Liberia
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In view »7 *ize constraint, w2 lave briefly cited telo one
. 2 - Lo IO .
sach of wvarying aixanonles of hardsnins, frustrations and SWIerilss o
3 O .y e . T et e D5 A + 4 e CTINV L D, 0O
thich have been sutjected,  Witih sufficlent time, tue ToSn SUAIL
. N Ty . - -
Zrisis Coamitiee ‘ouir natre o,.-.._ue convened a ceneral stoll meeling Jrem
c and/or 207idaviss would have Teen ovtained
-~ N s oy~ 3 ey e LYy~
I osuch iz oapandatory o sutctantiot: SoLs
susnliad 2% 2 later date wita 1U20ST UrSency.
. ey e e
- ek b A ws - F— -
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am~ant tlasd sr-ensraoicn which onlis <hs TUUL Hospital in sna Tonrowviz area
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con oriaer, was cdeniod Amisoieon tnd Sracsmont Tecause of theln slosure o
o Tl nr T iaZant's

astending onyssician,
o sheat tmd Tro, GZu
irntion Coog crare naid

. o e e v A s
lannunacemoents oY ny Los Aisnls/elining of withdroaual ol credidt
- T ™o <. oy e . v o ' o %
SaciXties o (MO Lre thnanlcususly Slcoloayed Ty e olacucs in lotblas
"4 N K = * b - o -y e - e
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Ce SCECOL »untl,mnT
- . e reat
There 15 Uricoen no%ice Irom tae Srench Ichool to stall momcer
N [y - N - + I - ey - Y - P 1
Cosmiell Mdoei—son(Int cmasionasy racoizted ) shat his Swo 2ianentory school
~y : A - ~ e e - om0 14
aze children will e aymelled £rem sze school 1P by ‘omerrsw, llzrsh 22, 133
. . . .
na unabdle %o 7oy Juen 22 32,100.C0
vt least 210 third of the 3t o racoived sueh warmincg, written
AU 425w Daa LRAT ot tne 3tcol LQAVe Teceluve Jnen CIATTALL Gy wlauvEd
or vertal.
1 _ nlr‘
'. r~,o
. P - ~ oy > 3
any stolS nave resorted ‘o tnis aa neans of meetin; srescing finencial
by { N 3 vy Y ! e AR - . ' 1 . T~ e r . -
sblisntionse. .oa Dich has had %o pom tis felevision, whila Iznae lrey nad

to nut up s1s stereo coaponent, rolTioeralor, etc,
The order o thae day nev 25 iecana Ahroush uhich TADY %2l can engurs
<hpt therr Soumilies are gustarned dnily L nauntroking ;nd “rdis iz in 7wl teoom
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Prince ‘Yeride and his fomily of 3 with all of *heir *)o*‘*e:sions now
conpwWl sorily occuwy one 12' x 13! ‘.zeciroon in 2 rented house, naving had to

zm or sell nost of “heir furmiturs %o Jay Up on arrears With the Tormer

3

landlord and nekis on advance on the new suarters they now occuny

dre T e Uyontens has received communica Iroa his londlord to
wzcate nis neae or Cace evicition fhrowsnh courd fie "2 Zazen thretened
2md ig most likely 4o face charzes of treach of act by virtu2 of <h
T2ct that our of on annual lease asrecnent anount of 56,6C0400 (pzy2ble in
advance), e hos been abla <o come ud ri<h only 74,00C.0C %o da2%e.
e SOOI PACTLTTITC

TnliXe the 2ast, suvemariets ond Business establishnanis o longer
zeneur AfDA ntell sorcpnal cnecues ar lomml sower of atsornsy (LEL) for
aenthiy saiary foauctions in daymens of toods stsained.  Zusinaess essablishments
m2tmonag giaves, raiviowrasors, teds, Stareo set, 2TCey revoscescod throusgh
terrt ariwrse In Lecumter 2, 1o, Thiard Jla, hod ot ei<han sa 2 nmaroanal
coCunT o L S.UT sunt To 2 Tusiacss nouse 4 1 T

nolidoye J03 U2Llitd out Ty Irte Lowlvillae)
- R ) IR VA tadinade It
’v. _.;-,.x‘.;.-C N ,“'.4 e e e
S v = ~d £ L .a N -~ - & %N - p P
doour Al everr 5ostafT uish osovines 1c\,oun 2% *he Chace lanzattan
" . ; Pmyvr A ; L I 1. - o b HE St
SLLy ..enrovia, crentn, nave involuntarily lod ‘heir accounts cloced far Sailupa
N . i o m aanTl
-0 Zaintain woninimum calonce o1 (0, 500,00,
Gy ey e e N Ly YT e e . s
oo cdyeUens LU0 cnemde irmm oon the CITITANN Tlonrovia Tronch and {ssusd
- - - v A v v = v . T e . N 3] - -y -
SO sedarating ST, Lacine Xomorn, vac 1ast weex "resurnad o mouen! Lecause
- S g - ey m
ol wmowiiciant rmido.
-~ s b Y . - - - - N T, i~ a4} ~ Ty A ee Vo ol
o Al nexbers uoriing way fron Toadouarters at the Srainias Jentre, Fendell,
ey eyt - e e S - - + B ™ H M
SaVe fod To S0end ouT-olsnociiet Tono an fransportotion Yo ol Tmea vork trhen
ey ey e . ~ o~ 4. ey ey M - T - S N PN -
Tne DN corn couid nos .m.m.: relior Lz uRg el<her ITechouse o7 Lreazidoms
. ” . A d gy M M o E a4 y = ~ - Y - Sty )
or swmmary witndeniel Uy fillingg stafions of eredit facilitios o URD Y.
- . T T
se  UTTLITTIC
el ey - M v S AN ™ ¢ 3 + e - 5
Al LD TRnenT.d ARSI Lotk the alaectrizity and cater cormerations
- . - e 7. . . L . .
concermin, wrrenrs, unter and eleciricity lines nave not onlyr Leen disconnectnd
“ 1 R A N . . 4 . e PP [ B [ Y e - Ve g NS 3 4 .
Sut Lemytinn o drten ond wirey okyoically removed Cram orenises o sialf, leavin s

them intotal tariness Urem o lay o Ly ocmul Shelr subsequent rnlionce oen she uge
or wells Tor druuiing crater and outuoor Uire hearths tor coosinge 2Prince Jarkia
and Can Xemolkai are nn examnle out of T .
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Tor a meagre revair anount of a23droximately 372,00, tie secretary
to DV Dlrector, Tre James I, Jonnston, 2as nad her typewriizr confiscated
3ince DJecember ‘484 Ty *the servicinz comvany until arrears of rouzhly

A

J_,_)SOOO is pv..lu un in full,

Zasic stationery sudpnlies run sziert adding aore frustraiions on the
inte To ccmdlete 2 document, for izsionce, one nay succeed in collecting
na 3tencil =ach for the wvarious Zloors or 2 Faw tond sneets herz and there

<0 onerate the nnotoconier.

is means oI inmediate reliel fo starf, thoush unimgosing os it may
annear, *the YWiD!: tolf Crisis Commizsize iz considering a »rorosal o purchase
Trea the 2lmost denleted VAL Stel? zliare Tund, 2 consigmment of PL—4EO0
rice Tor distrivution of one tag aaci o stall.
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Jenes Sual =~ 3 children out of school for 1905
T - eviciad Zron house . o
[ T - femnorarms accomodation offered 0 Trother
- unadle <o zay irensvorfation
- walis Z ailes to work daily =sz2ch oy

Joseph Sloan & SlLe &~ - ‘later Taciliiy disconnected
leciricity disconnected

) ortation is 2 oroblen

iZdren to supsort
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Sormue Carmexorlie - Iviction notice %o folkz effect <nd larch 1285
- 5 ohildren out or
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william Zrown - - = delincuent in house rent; warnini. served
' - . 9 -~ A 174 /Q -
- arrears cn cnildren school Zees, 1284/35.deadline
_
N a . :
- imposcsiTla io aeet living eipence:

e
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A LD - utilis Lills long overdue; dilscoiecticn aimecicl
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Jusay lyenah . /7(7/ }‘ ,= crildren out of school Tor Zhen
AN mo5zitle to meet lifng exsences
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- survives on credit of cash and Zood from friend:
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WEST AFRICA RICE DEVELOPMENT ASSOCIATION ... Roye Memorial Building

;\sgtmn Street

.0.Box 1019

ASSOCIATION POUR LE DEVELOPPEMENT DE Telephone 221466/221963

LA RIZI Cables WARDA
CULTURE EN AFRIQUE DE L'OUEST Telex 4333

Monrovia, Liberia

March 22, 1985
The Honourable Joseph Ne Boakai
YMinister of Agriculture
Ninistry of Agriculiure
Hlorrovia, Liberia

Dear Minister Roakedis’

Because of the implicit confidence which we the "TARDA Staff
have in your 2bilivy ond respect for humanism, ve have the nonour to avprise
you of the current state of uffairs of WAIDA staff and *heir nlight which
require urgent attention so as to circumvent a total collapse of the Association
and the dignity fox which it stands,

The staff condition at WARDA since our last mecting with you
on January 4, 1985 has deteric ated and now claims an unrrecedented level
o demoralization. Salary pr aents to sfalf have been higaly irreguler over
o period cf one year, reaching 27 apex of five (5) months in arrcars as cf
today's dates Concomitantly, arrears of hena fide claima dating far back as
1983 nave yet to bo 3ettleds This has ezposed us o the wrath and anger of
lendloris, achool authorities and other basic services through uvhich our deily
1li7elinood end equilibrium have been ensured, .lony staff members have been
evicted frem hames, their children have been denied entry into schools,
individual credit confidence has eroded, and nedical and other facilities
nove been withdraim because of our inability to pey and honour our commitaents.
ilost importantly, *the respect which our nosiiion ns heads of femilies once
commanded ig now boing challenged upon our daily return from work by haunting
lzndlords and the ztares of our sick and atarving children; osurely an
epitome of grief, hardship, suffering and sorTow, Hr, Mindsters

Yotuithstanding, Mrs Minister, our ultimate ccmmitment to the
success of WARDLA, thin vur regional pride, remains steadfast while owr main—
+ained level of output and efficiency are an oxemplification. As ouch as
e are faveurably disposed to the continued support of WAMDA, cur morcle,
socinl consciousnnss and spiritual nrinciples are 211 fattored Wy the above
conditicna which we now humbly address to you for urgent reperations. There
are no other immediate recourses opened. to us, nence wWe implore you,

Ure Miniater, to congider our plight ~3 we reopectfully request thot our
frailing condition be urgently brought to the ldnd attention of His Excellency,
CIC, Drs Samucl Ke Doe, Head of State of thig beloved nation and President

of the Interim lNational Aszscmbly, RL, co that this Association moy be saved
from oollapse and the fomilieg of itg dedicated staff rescued from ruin and
total destruction, wotn humenly and professionally.
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7o look to Dre Samuel K. Doe, our host Government and founding
namber of YWARDA, fer urgens jntervention and a nossible remedy to our plignt
through any means within his realn that would ameliorate the situation and bring
relief to the financial, social and economic sirains which we, the staff
members of WARDA, have endured over a one year periode

Mr. Minister, we fird ourselves in a calamity over which we the gtoff
nave no control or soluticm, The path of days before ugs lies desolate and our
e seems fraugnt with uncertainty and desperation. Consequently, our
~cmale has been reduced to bare nothingnesse ile numbly turn to Dr. Semuel XK. Doe,
rel-ing on his salvetional megnaninizy %o ngsist in liberating us from this
quagmnire, and we also look to nim Sor strength to pursue znd fwlfill the objectives
of 1iAfD4A, our regional pride.

In proound appreciation ol your cen<inuous asaistonce and with
assurances of our nighest esteem and support, e Temain,

Respeciuflly yours,

WARDA STAFF BIEERS



Attachment 8

The TAT program has five phases:

Phase I Constraints identification turoiigh socio-economic, environmental

and technological surveys of target farmers.

Phase II Assessment of appropriate technological packages through adaptive

farmers field trials.

Phase III Desidning and testing strategies for extending improved

technologies to farmers.

Phase IV I121scn w1th national extension agents to transfer improved

Tecnnologles.

Shase V Concucting studies to assess the adoption and impact of improved

technoloqgies.

1. The socio—economic studies nave ceen completed in four countries covering
mangrove and deep flooded/floating areas in Sierra Leone, Mali, Guinea and The
Gamcia. In Senegal and Ivery Coast, the studies are in prcgress wnile they

are -0 start 1n Guinea 8issau.

chase II was implemenced 1n mangrove swamp rice ecolodi2s in Sierra Leone,
Cuinea and The Jambia in the 1983/84 seascn. The improved technology packages

tested were:
1) improved variety only:
2) Limproved variety + fertilizer;
3) improved variety + mechanical ploughing, and
4) improved variety + fertilizer + mechanical ploughing

(a) The improved varieties were:

- ROK 5 for short duration salt-free areas



- ROK 10 for long duration salt-free areas

(b) The fertilizer application was by injecting 30% acqueous solution of urea
at the rate of 40 kg N/ha at early tillering at 20 cm below the s0il

surface.

Under the ceep water and f£loating rice condition in Mali, the package tested
included improved varietlies, land preparation, sowing metnod and timing of

seeding and fertilizer application.

Economic analysis of tne adaptive trials of the improved packages in the
Tangrove swamps indicated the £ollcowing:
1) RCK 5 could ce grown with or without fertilizer in the short duration
areas. However, ‘nhe .se of fertilizer could increase the net revenue

oy over 40%. This 1s guite significanc.



2) CP 4 performed much better with fertilizer and poorly without 1it.
With fertilizer application, the net revenue could increase by

over 50%.

3) Mechnanical cultivation using simple axle power tillers was not
economical although it reduced the total lapour requirement for land
preparation and puddling oy about 15%. The main benefit is in

reducing the drudgery of manually doing the work.
2. 7Phases I[II and IV are ceing implemented in Sierra Leone this year. The
recormended 1mproved package for mangrove swamp rice cultivation includes
improved variety, methed, tyme, guantity and timing of rertilizer application
and mechanical olcugning and puddling using a single axle power tiller.
Wl=h =ne 3s3l3tance of WARDA Zxtansicn Specialist, the following nas ceen done
. training of national extension staft;
2. poreparation of a manual to guide conducting extension demonstration:
3

. selection of sites for the demonstration.

NARDA nas also supplied seeds and fsrrillzers to Sierra Leone Government to

enaple i1t -0 concuct demonstraticns of the improved technolcgical package.
4, Phase V is not vet 1mplementea in any country.

The progress cf the TAT program is indicated in Table 9.



Table 9

Progress of TAT Activities

Country Ecolcgy Activity Started Comp. Remarks
Slerra Mangrove 1) Socio-Economic Studies 1980/81 1982
Leone Swanp 2) Acdaptive Farmer-rfield Trials 1982 1983
Z¥tension cemonstraticn 1984 - In progress
dall Deep 1) Socio-£conomic Studies 1980/81 1982  Mopt:i area
Flooded/ 2) Pre-extension Trials 1982 1982 Mopti area
Floating 3) Acaptive Farmer-Fielad Trials 1983 - In progress
4) Socic-economic Studlies ~J384 - Gao area
Jampia Mangrove 1) Socic-Eccnomic Studies 1981 1982
Swamp 2) Adaptive Farmer-ri2la Trials 1983 - In orogress
Guinea Mangrove 1) Sccio-Zconomic sStudles 1982 1983
Swanp 2) Adaptive Parmer-rleld Trials 1983 - in progress
Jdlnea Mangrove 1) 3Scocio-Econcmic Studies 1984 -
3155340 Swamp 2) Adaptive Farmer-ci=ld Trials - -
wory  Upland 1) Sccio-g£cononic studics 1983 - In progress
Zoast 2) Acaptive Tarmer-rield Trials 1984
senecal Irrigated 1, Socic-£concmic Studies 1983 - In progress
2) Adaptive Farmer-fiala Trials 1984
(Scurce: WARDA/84/STC-14117, Programme Achievement, Contribution To and Impact

on Rice Development in West Africa, Lome, 1984, pp 35-38)



