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The Regional Economic Development Services Office for
West and Central Africa (REDSO/WCA) has provided
automated accounting and controller services to sclected
USAIDs in its region. REDSO/WCA's client missions
considered these services both valuable and essential.
Nonetheless, REDSO/WCA needs to take some actions in
the areas of staffing, quality control, and
telecommunications to improve and fine-tune these
services.




AGENCY FOR INTERNATIONAL DEVELOPMENT
Office of the Regional Inspector General for West Africa

September 13, 1991

MEMORANDUM

TO: Fritz Gilbert, Dlrector/REDSO/WCA

5155/7 /. élﬂ/’ -
. “RI /A/Daka

SUBJECT: Audit of the Regional Economic Development Services Office for
West and Central Africa’s Automated Accounting Support Services

FROM:

Enclosed are five copies of our report on the audit of the automated accounting
support services provided by your West Africa Accounting Center. In preparing
this report, we reviewed your comments on our draft and included them as an
appendix to this report. Based on your comments Recommendations 2 and 3 are
resolved and we will close them when the appropriate actions are completed.
We believe that it is necessary to thoroughly assess the personnel needs in terms
of the skill and performance level of Center staff as well as its number in order
to resolve Recommendation 1. Please respond to this report within 30 days,
indicating any actions planned or already taken to implement the open
recommendations. We appreciate the cooperation and courtesies extended to

our staff during the audit.

Background

As of December 31, 1990, the Regional Economic Development Services Office
for West and Central Africa (REDSO/WCA) was providing controller and
automated accounting support services through its West Africa Accounting
Center (WAAC) to twelve of its 24 client countries in West and Central Africa
by using A.LD.’s Mission Accounting and Control System (MACS). WAAC
provided (1) controller and MACS-based accounting services for missions whose
programs were not large enough to justify a controller and staff and (2) MACS-
based accounting services for missions with controllers but no MACS.

WAAC serves as the official accounting station for these clients and regularly
provides the MACS reports managers need to monitor their operations. To
assist missions without controllers, WAAC managers and financial analysts
periodically travel to client missions to perform internal control assessments of
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USAIDs and host government organizations involved in the implementation of
AID-financed programs. In this process WAAC staff members periodically
inspect accounting procedures and practices, and make recommendations to
eliminate bottlenecks and internal control vulnerabilities. WAAC also conducts
country financial management reviews for all accounting client USAIDs semi-

annually at WAAC in Abidjan.

In fiscal year 1990, WAAC maintained financial records for 194 projects
comprising of 472 allotments totaling a pipeline of over $316 million. During
that period it processed 55,000 accounting transactions including almost 8,000
payment vouchers. To carry out these duties, WAAC had an A.LD. controller,
three other A.LD. financial management specialists, and 17 local and third-
country national accounting personnel who were either permanent or contract

employees.

WAAC has a Computer Resources Center to provide the automation support
necessary for WAAC operations and automation (or computer) services to any
REDSO/WCA client mission upon request. The Computer Resources Center
is staffed by two A.LLD. Data Management Officers (DMO) and three contract
computer professionals who are responsible for providing these services and for
WAAC’s $1.6 million investment in computer hardware. Like the controller
staff, these computer professionals travel to client missions in the region to
respond to requests for services. The services they have provided include
hardware and software installation (some of which was related to MACS),
training, software applications development, needs assessment, and procurement

assistance.

One way WAAC hopes to improve the exchange of financial data with its clients
is through the Agency’s International Communications System (ICS). ICS is an
electronic mail system with its hub in the Washington, D.C. area. With this
system, information can be transferred between locations more quickly and, it is
hoped, more cost effectively than sending paper copies. WAAC's ICS is
managed by the Computer Resources Center.

Audit Objectives

We audited the REDSO/WCA'’s automated accounting support services to its
client missions in USAIDs in West and Central Africa to answer the following

objective:

° Did the West Africa Accounting Center provide its clients with useful,
complete, and timely financial information in accordance with the provisions

of Appendix 1E of A.ID. Handbook 19?7



In answering this audit question, we tested whether responsible A.I.D. officials
followed the applicable internal control procedures and requirements prescribed
in the handbook cited above and the related source regulations and laws. Our
tests were sufficient to provide reasonable--but not absolute--assurance of
detecting abuse and illegal acts that could significantly affect the audit objective.
However, we did not continue testing when we found that, for the items tested,
WAAC followed A.ID. procedures and complied with legal requirements.
Therefore, we limited our conclusions concerning these positive findings to the
items actually tested. But when we found problem areas, we performed

additional work to:

° determine that WAAC did not meet the provisions cited above,
] identify the causes and effects of the problems, and
° make recommendations to correct the causes of the problems.

Our discussion of the scope and methodology for this audit is in Appendix I and
our reports on internal controls and compliance are in Appendices III and IV

respectively.

Audit Findings

Did the West Africa Accounting Center Provide Its Clients With
Useful, Complete, and Timely Financial Information in Accordance
with the Provisions of Appendix 1E of A.I.D. Handbook 19?

We found that the West Africa Accounting Center was providing useful
accounting information to its clients. However, the usefulness of the information

was hindered because it was not always up-to-date or complete.

The West Africa Accounting Center has established for itself a high standard of
performance in customer service, i.e. providing clients with timely and accurate
accounting services. We found that the WAAC controller had adopted, in his
words, "a bias for action" for improving financial management at client missions.

These initiatives included

-- publishing a MACS Users Guide for Project Officers that was clear
concise, and understandable;



- assisting clients with the acquisition and installation of
telecommunications equipment to improve exchange of financial
management information;

developing software applications for clients for OE budgeting,
commodity tracking, and voucher control; and

creating a regional center for financial management and computer
training.

We sent questionnaires to all of WAAC's clients concerning MACS and WAAC'’s
accounting services. At that time, the financial records at two of WAAC's
current accounting clients (USAID/Gambia and Burkina Faso) had not been
completely converted to MACS, so those missions were not able to respond. The
controller staff for two other clients (Liberia and Sierra Leone) had been
evacuated due to a revolution in Liberia and were also not able to respond to the
questionnaire. All other WAAC clients responded.

As stated in WAAC’s Statement of Goals and Objectives, these services include
MACS-based accounting services for client Missions’ projects and operation-
expense accounts. To further assist missions without controllers, WAAC

managers and financial analysts also periodically:

° travel to client locations to perform internal-control assessments of
USAIDs and host government organizations involved in the
implementation of AID-financed programs;

° travel to client locations to inspect accounting procedures and
practices, and make recommendations to eliminate bottlenecks and

internal control vulnerabilities; and

L conduct country financial management reviews for all accounting
client USAIDs semi-annually at WAAC in Abidjan.

WAAC serves as the official accounting station for these clients and regularly
provides the MACS reports which managers need to monitor their operations.

During our field work and through the questionnaire responses, we found that
the client missions were generally pleased with the services they received from
WAAC. We were impressed with WAAC managers’ interest in customer service
and the initiatives they took to improve their services. However, some WAAC
clients complained that the MACS reports they received were "not accurate."
After further investigation, we found that what was meant by "not accurate" was
really--not timely and not complete. All respondents mentioned "time-lag"
problems. Respondents stated that the reports from WAAC generally arrived



on a regular basis, but the information was out of date. In some cases, we found
that the MACS reports were not complete.

We found no management disasters caused by untimely or incomplete
information. Similarly, mission managers who received WAAC accounting
services were not able to point out negative examples. They did, however, state
that they found it uncomfortable and inconvenient to not constantly know the
"accurate" financial picture of their portfolios. They pointed out that their need
for timely and complete information was most critical during the end of year (for
the executive officers) and end of project (for the project officers) rush to
conclude all outstanding business. We believe that this rush to tie up loose ends
without good information could at some point in the future cause some bad

financial management decisions.

We found three reasons why the financial information was not timely and
complete:

o WAAC did not have enough qualified personnel to handle its
regional workload.

(] The communication links between WAAC and its clients are
generally inefficient and costly.

° Some reports were not being reviewed before being sent to clients.

WAAC Did Not Have Enough Qualified
Personnel to Handle Its Regional Workload

A.LD.’s financial management procedures, which are based on federal laws and
regulations, require that A.LD. managers receive accurate and timely financial
management information. We found that some accounting data were not being
entered in the system on a timely basis because WAAC did not have the staff to
handle its workload. As a result, the official accounting information appeared
to be inaccurate and forced managers to rely on their own records that were
"based on the best information available." Thus, a second--duplicate--set of

financial records is kept by the managers.

Recommendation No. 1: We recommend that the Director, Regional
Economic Development Support Office for West and Central Africa
assess current and projected technical and support staffing needs and
take necessary action to obtain qualified staff.




Appendix 1E of A.LD. Handbook 19 entitled A.LD. Financial Management
System stipulates a policy that applies to all of A.ID.’s manual and automated

-

accounting systems. According to this appendix,

“The policy stems from OMB Circular A-127, the Budget and
Accounting Procedures Act of 1950, Federal Managers Financial
Integrity Act and related legislation 31 U.S.C. 1108, 31 U.S.C. 3511

and 31 U.S.C. 3512."

The "Financial Management Systems Objectives" section of the appendix requires
that A.L.D. managers receive useful, timely, and complete financial management
information from their financial management system--in this case MACS from
the WAAC. Further, the MACS Users’ Guide states that MACS is a real-time
system into which accounting transactions are processed as soon as they are

received.

It is WAAC's stated objective to provide accurate and timely financial
management information to their clients to help them make better decisions
regarding their operations. But this is not always happening. The major criticism
WAAC clients had was that the financial information contained in their MACS

reports was not always timely or complete.

...examiners had to do a great deal of research to obtain the
necessary information to make proper postings to the MACS
records.

The group in WAAC that had the most difficulty keeping up with the workload
was the voucher examining section. There was a substantial backlog of incoming
vouchers at WAAC that had not been posted--some dating back to 1987.
WAAC managers told us these vouchers, which come from Department of State
Financial Management Centers (FMC) usually did not have all the information
required by the A.L.D. accounting standards. Consequently, examiners had to do
a great deal of research to obtain the necessary information to make proper
postings to the MACS records. WAAC officials stated that they have not had
enough voucher examiners to track down the documentation and make the
postings on a timely basis. Thus, incoming vouchers accumulated to an

unacceptable point.

WAAC managers had already taken action to correct the incoming vouchers and
personnel problems. Specifically, WAAC hired a team of three local accounting
professionals to do the necessary research for the backlogged vouchers and to

make postings into the MACS.



We observed that, indeed, WAAC may not have had enough staff at its disposal
to ensure timely posting of accounting transactions. At the time of the audit,
there were only two project accountants to handle all of the client missions’
operations. Moreover, the chief accountant position and one financial analyst
position were vacant. So, WAAC has hired a new financial analyst and is
recruiting a new chief accountant and two project accountants. WAAC officials
believe these additions will bring WAAC to "appropriate staffing levels."

In their written comments, WAAC managers stated that they have determined
that the level of the accounting staff was inadequate. Staffing conditions would
have been evaluated by the Controller’s Office Assessment conducted by
A.L.D./Washington, Office of Financial Management. However, we were not
permitted to read the assessment. Further, REDSO officials offered no other

documentation to support their conclusion.

We did not do time and motion studies or a workload analysis and WAAC
officials were not able to provide us with one. So, we were not convinced that
the sole cause of the problem is the quantity of WAAC accounting staff.
Further, WAAC officials told us that not all of the staff had performed at the
desired level and that finding qualified replacements was a difficult process.
Thus, it is possible that there may also have been a skills or training deficiency.
Due to our limited time and scope, we were not able to determine the precise
training and skills problems. However, we believe that an assessment is necessary

before staffing level decisions can be made in the organization.

Because of the untimely information in their MACS reports, managers believed
that much of the value of the MACS reports as management tools was lost. To
compensate for this, some WAAC clients--controllers as well as other mission
managers--relied on their own unofficial records to know the financial picture of
mission operations. They believe that the MACS reports will eventually enable
them to verify their own unofficial records. But, they do not yet have the
confidence to rely solely on the WAAC MACS reports. Until they do, this
duplicate record keeping will continue to add unnecessary costs, in terms of
managers’ time, to the financial management process. Further, if WAAC fails
to assess the skills needs of its staff and provide them the needed training, they
may have to contract for temporary outside accounting help, again.

Management Comments and Our Evaluation

REDSO/WCA officials agreed with our finding and are taking actions to rectify
the staffing level problems. We will consider this recommendation resolved and
closed when REDSO/WCA provide evidence that it has assessed WAAC staffing

needs in terms of both quality and quantity.



An additional quality
assurance step is needed

A.LD.’s financial management procedures which require that A.I.D. managers
receive accurate and timely financial management information also required that
the information be complete. We found that WAAC was sending some MACS
reports to clients that were not complete. We found that WAAC staff were not
entering certain accounting data into some USAIDs’ MACS records. But we did
not find a systemic reason for the postings not being made. We did find that
these reports were not being checked before being sent to clients. The result was
similar to that above and reinforced the idea among USAID managers that these
reports were not accurate and were, therefore, of no use to them. Again,
managers had no confidence in the official financial records and were forced to
rely on their own duplicate records to know the financial status of their

programs.,

Recommendation No. 2: We recommend that the Director, Regional
Economic Development Support Office for West and Central Africa add
a step to WAAC’s quality control procedures to verify the completeness
of reports before they are sent to clients.

The "Financial Management Systems Objectives" section of appendix 1E of
A.L.D. Handbook 19 requires that A.1.D. managers receive financial management
data that is "complete and accurate." Further, the Standards for Internal Controls
in the Federal Government requires that supervisors continuously review and
approve the assigned work of their staffs to ensure that internal control

objectives are achieved.

During our field work and through the responses to a RIG/A/D questionnaire,
we found that some WAAC clients considered the MACS reports they received
"not accurate." After further investigation, we found that this really meant not

complete.

We found several complaints about incomplete postings in one
area--Life-of-Project Funding...

We reviewed these questioned MACS reports at the mission we visited and
reviewed the records of several Country Financial Management Reviews between
WAAC officials and client financial management staff. We found several
complaints about incomplete postings in one area--Life-of-Project Funding
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(budget allowance) entries. These problems usually were raised and corrected
during the Country Financial Management Reviews or during technical assistance
visits. However, because of the incomplete information in their MACS reports,
some WAAC clients relied instead on their own unofficial records to know the

financial picture of mission operations.

We attribute this problem to a failure to review the reports for
completeness...

We attribute this problem to a failure to review the reports for completeness
before they are sent to clients. We believe that this should be a part of WAAC's
quality assurance procedures. WAAC managers pointed out to us that these
reports are checked during the semi-annual Country Financial Management
Reviews. We believe that this frequency is too low. If WAAC wants to improve
its customer service, it needs to include this quality assurance step. Like all
quality assurance procedures, this additional step will affect WAAC’s workload
and should be considered during any future workload analysis.

Management Comments and Our Evaluation

REDSO/WCA officials concurred with the recommendation and stated their
intention to instigate additional quality control steps to avoid recurrence of the
problem. Based on REDSO/WCA comments and planned actions, we consider
this recommendation resolved and will close it when REDSO/WCA provides

evidence of the completion of the planned actions.

Financial information takes too long
to pass between the clients and WAAC

MACS was intended to be a real-time system. That is a system that can provide
managers with accurate, up-to-date financial management information that
includes the latest changes at any time. WAAC’s client mission managers do not
have a real-time system. In order to be able to provide up-to-date financial
information, WAAC has encouraged its client USAIDs to invest in and install an
A.LD. International Communications System (ICS). However, WAAC’s own
ICS station was hardly ever operating due to inadequate service from the local
telephone company. Even though they knew of this problem, WAAC officials
were doing nothing to fix it. As a result, client USAIDs were not receiving the
expected benefits from their investment and WAAC was wasting the money paid

for leasing fees to the telephone company.



Recommendation No. 3: We recommend that the Director, Regional
Economic Development Support Office for West and Central Africa:

3.1 take necessary actions to ensure WAAC’s ICS is operational all
the time; and

3.2 cancel the leased data line between REDSO/WCA and the
American Embassy until the Ivoirian PTT provides assurance and
demonstrates that the line will work.

According to the MACS Users Guide, MACS is intended to be a real-time system.
In order for MACS or any other system to be real-time, the time between the
transaction and its reflection on the database must be minimal. The shorter this
time lag is, the closer a mission manager is to having real-time information.

...managers’ like to have real-time information and on-line
access...

We found that managers like to have real-time information and on-line access
to their MACS data. This is possible in missions that are adequately automated
and have their own MACS. However, providing real-time or even near real-time
information to clients that are scattered around West and Central Africa requires

good data communications.

Currently, WAAC and its clients utilize three means of communication to
transfer information among themselves: the pouch system, DHL or other courier

services, and FAX.

The Pouch -- While the pouch system is relatively cheap and can carry a
large volume of documentation, it is too slow and unreliable. It might
take several weeks or even months for a document to get from one
mission to the other since it may have to go through Washington.

Express Mail Services -- Express mail services, like DHL, can also handle
adequate volume for transfer of MACS financial management
information. However, it is costly and does not always guarantee rapid
delivery of mail due to the unreliability of the airline services in this
region. In fact, our recent experience with DHL has demonstrated long

delays and lost documents.
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Facsimile Machines -- FAX is almost instantaneous when it gets through,
but its high cost severely constrains its use. In West Africa international
FAX can cost up to $9 per minute. In REDSO and all missions we
visited, all FAX and long distance telephone use had to be approved by

the Director.

... WAAC launched a campaign beginning in 1989 to encourage
its client missions to install ICS...

Recognizing these problems, WAAC launched a campaign beginning in 1989 to
encouiage its client missioas to install ICS which allows "subscribers" to exchange
electronic and FAX data with other subscribers. To date, WAAC has helped
install ICS in Cape Verde and Burkina Faso. WAAC plans to help install ICS
in the Gainbia, Ghana, Guinea, and Togo in the near future. Indeed these
efforts should result in significantly better regional information exchange.

However, WAAC’s ICS hardly ever works.

The objective of WAAC’s ICS campaign is to lower the cost of and speed up the
exchange of MACS information with their clients, thus improving service and
efficiency. Obviously, the success of the campaign depends on the WAAC’s own
ICS being operational. However, WAAC’s ICS hardly ever works. The
WAAC/ICS was never operational during any of our visits to WAAC during the
past seven months and WAAC’s ICS logbook showed that the system was rarely
ever operating. In fact, during half of 1990, WAAC's ICS was not even turned

on.

...the problem...is caused by the Ivoirian Government’s Post,
Telephone, and Telegraph (PTT) organization...

According to the chief of WAAC’s Computer Resources Center, the problem is
not one directly related to the ICS but is caused by the Ivoirian Government’s
Post, Telephone, and Telegraph (PTT) organization not providing a good link
(adequate telephone line) between WAAC and the U.S. Embassy. REDSO was
paying over $10,000 per year for this line that rarely works, but WAAC officials
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had not actively pursued a solution to the provlem. The WAAC Computer
Center person, a contractor, who normally handled the ICS operations had quit.
The Computer Center Director told us that as a result, he had neither the staff
nor the time to dedicate to the ICS problem. The main compuier operations and

TDY commitments were of higher priority.

We met with the U.S. Embassy’s communications chief who usually handles
problems with the PTT. Although he knew of the problem and had brought it
to the attention of PTT official before, he had not pursued a solution. The
WAAC leased line was not a high priority among his duties. Although he
promised to contact the PTT again on this matter, he expressed doubt that the
PTT would respond. Neither REDSO officials nor the Embassy communications
staff had withheld payment to the PTT or tried to recover fees for periods when

the leased line was not working.

As a result of the WAAC ICS station being inoperable, client USAIDs were not
receiving the expected benefits from their investment and WAAC was wasting

its leasing fees to the telephone company.

..the African Development Bank... communicates with Europe
every day...they never have problems with their data links
between the Bank and the Abidjan satellite station...

It seemed reasonable to us that REDSO/WCA was not the only user of data
communications in Abidjan provided by the Ivoirian PTT, so we spoke with the
computer systems manager at the African Development Bank to determine if
they had an operable line. He told us that the Bank communicates with Europe
every day to transfer market quotations. He said that they never have problems
with their data links between the Bank and the Abidjan satellite station--they
always work. So, we concluded that the Ivoirian PTT can provide data-quality
telecommunications between points in Abidjan. If it works for the African
Development Bank, it can work for REDSO/WCA

In their comments, REDSO/WCA officials stated their commitment to having
ICS operational in Abidjan by the end of fiscal year 1991 and outlined their plans
to achieve this. Specifically, WAAC plans

L to assign a computer center person to work with the ICS and

L to install a computer for ICS in the U.S. Embassy thus avoiding
the need to lease a line between the Embassy and REDSO/WCA.

12



Management Comments and Our Evaluation

REDSO/WCA officials recounted their long-standing interest and numerous
efforts to improve regional inter-mission communications and agreed that
problems still exist. They also concurred with our recommendation and outlined
their intended actions to make the WAAC ICS station operational. Based on
REDSO/WCA comments and planned actions, we consider this recommendation
resolved and will close it when REDSO/WCA provides evidence of its

completion of the planned actions.
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APPENDIX 1

SCOPE AND
METHODOLOGY

Scope

We audited the automated accounting support services provided by Regional
Economic Development Services Office for West and Central Africa
(REDSO/WCA)’s West Africa Accounting Center (WAAC) in accordance with
generally accepted government auditing standards from June to December 1990.
Our audit originally covered Automated Data Processing (ADP) services
provided by REDSO/WCA to its client Missions. As we proceeded, we learned
that the issues fell into two major categories: one, those related to the overall
implementation of automation and the Mission Accounting and Control System
(MACS) at the USAIDs in west and Central Africa, and two, those related to the
MACS-based centralized automated accounting services provided by WAAC.
This report deals with the latter issues. Our Information Report entitled The
Implementation of MACS and automation in West and Central Africa discusses the

former issues.

This audit covered the WAAC’s reporting on the centralized MACS-based
accounting of USAID programs for twelve countries in West and Central Africa
during 1989 and 1990. During our preliminary work, we noted some of WAAC’s
client missions were not satisfied with all of the MACS-based financial
management information they were receiving from WAAC. It was not possible
to visit all WAAC client missions, so, in our questionnaire on MACS (Appendix
V), we included questions specifically addressing WAAC services to its
accounting clients. We reviewed responses from all of WAAC clients except
USAID/Liberia which had been evacuated. Then, we conducted field work in
the offices of: REDSO/WCA, USAID/Ghana, USAID/Guinea, American
Embassy/Abidjan, and the African Development Bank in Abidjan.

The audit did not cover the following areas:

L The audit did not include an evaluation the internal workings of
the MACS software itself or any other standard A.L.D. application
software. Our Office of Program and Systems Audits is currently
conducting an audit of MACS software internal controls.
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APPENDIX I

° The audit did not attempt to certify the financial integrity or
accuracy of the accounts maintained by WAAC.  Other
RIG/A/Dakar audits perform such verification of computer-
generated financial data routinely.

Methodology

To accomplish the audit objectives, we identified (1) the applicable laws,
regulations, and Agency procedures related to the delivery of financial
management information to A.LLD. managers and (2) identified the problems
associated with WAAC'’s reporting of MACS information to its clients.

During our survey work in Abidjan, we found that six of nine client missions (the
number has since grown to 12) were not satisfied with all of the MACS-based
financial management information they were receiving from WAAC. It was not
possible to visit all WAAC client missions, so, we designed a questionnaire on
MACS and WAAC services to its clients based on our preliminary survey

findings.

Then, we made a judgmental selection of two major WAAC accounting client
missions--the two largest, in order to isolate the problems and determine the

causes.

Based on the missions’ responses to our questionnaires, we decided to do follow-
up field work in two WAAC accounting client missions before returning to
REDSO to complete the audit. At those missions, we reviewed documents,
procedures, and records and interviewed responsible officials in order to verify
the information, problem areas, and trends cited in the questionnaire responses.
All respondents mentioned timeliness of information as problem. Officials at
one of the two missions visited mentioned incomplete reporting of Life of Project
Funding as a problem. The MACS reports at the other mission showed the same

discrepancy.

Then, at WAAC, we looked for further instances of the incomplete and untimely
reporting. We reviewed WAAC’s internal processes for producing and checking
reports and compared them with the procedures required by WAAC and A.L.D.
policies and the MACS Users Guide. We also examined the processes and factors
affecting timely exchange of automated accounting information between WAAC

and its clients and WAAC’s attempts to improve them.
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APPENDIX 1l

Mission Comments

H 2813157 JUN Q1
FM AMEMBASSY ARILJAN
TO RUEHDK/AMEMBASSY DEKAR 7456
INFO RUEHC/SECSTATE WASHLC r1e9
BT
UNCLAS SECTION #1 OF #9 ABILJAN @11589

AITAC
DAKAR FOR TCAN GOVWAN, SECSTATE FOR MICHELLE ALAMS, IRH

F.O. 12356:N/A
SUBJECT: AULIT OF REGIONAL ECONOMIG DEVELOPMENT

SERVICES OFFICES FOR WRST AND CRENTRAL AFRICA ADP
SUPPORT SERVICES =~ DRAFT AUDIT REPORT

RELSO/WCA HAS REVIEWED WITH IWTEREST TYE DRAFT AUDIT
REPORT ENTITLED AUDIT OF REGIONAL ECONOMIC CEVELOPMENT
SERVICFS OFFICES FOR WEST ANT CENTRAL AFRICA ADP
SUPPORT 8FRVICES. THIS NESSAZE CONSTITUTRS QUR INITIAL
COMMENTS ON THR PROFOSED RTPORT. SEPARATE COIMENTS
WILL ALSO BR PROVILRD BY THE AFRICA BUREAU, THE OFFICE
OF FINANCIAL MANAGEMENT ANL THE OFFICE OF INFORMATION
MANAGEMENT RESOURCES.

RELEO/WCA AGRFES THAT AGCENCY 11UST CONTINUE TO ANVANCE
THE USE OF AUTOMATION. WE APFRECIATE THE INSPECTOP
GENEPAL'S ATTENTION IN TYIS AREA AND THE AUTITOR’S
SIHCERE INTEREST IN PROVIDING AGENCY MANAGEMENT WITH
CONSTRUCTIVFE SUGGFSTIONS TO IMFROVE AUTOMATION
PRACTICFS., TN KREPING WITH THE AGENCY’S NE GOALS IN
STRATEGIC MANAGFPMENT, ALTITIONAL ACTIONS NRED TO PE
TALEN TQ MAXIMIZRK THE RENRFITS OF AUTOMATION.

RFESO/WCA HAS SEVFPRAL COMMENTS ON THE PRAFT R®PORT’S
URCANIZATIOM, CONTEMT ANL RFCOMMENLATIONS. WE FOUND
SECTIONS OF THE DRAFT RTPORT HARL TO RFALD ARD
INTERPRET. TO INSURF THE REPOKT OBRTALHNS THE CESIRETL
RESULTS, WE RFLIEVE THE RRCONMENDATIONS SHOULD RE
CLARIFIRD TO MAFT TWEN HORE ACTIONARLE ANL ACCITIONAT,
LETAILS NFED 10 BF APIRL TO LUMOHSTRATE WHAT ACTUALLY
HAS REEN ACCOMPLISHRC It THE REGION. THE REPORT COULD
EE IMPROVED IF IT INCULJLRED MORE BACKGROUND INFORMATION
IN THE FPXFCUTIV® SUMMARY ANT THR FODY.

THE RFFORT SHOULE TAY OUT SOMR RENCH MARKS WHICH WOULL
INCICATE WHERE AUTOMATION WAS IN WEST AND CENTRAL
AERTCA TN 19R4 ANT WHERT IT IS TODAY. THE COMPARISONS
SHOULL SHOW 1OW AUTOMATION UAS FAREL 1IN wEST AND
CENTRAL AFRICA WHEN COMPARRT wI''H OTHER RUREAUS I THFE
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SR RETS FRTRRENE IS B RS UL A I T

AGENCY OVER TUF Sepi TINE PENIY] . TURRE 1S STILL nd@FENDIY I
FOR IMPROVEFMENT FOT MAMY SINSULARLY SIGNLFICAMY
ACCONPLISHHMFHTS <AV RFRN MADE. THFSE ACCOMPLISHMEITS

WHLCH INCLULF RPATONEL GONERRFNCES, TRAINING COURSFS,

THE CFVFLOPHENT OF SPACIALIZED SOFTWARE APPLICATIONS

. ANT TIYS EWFECTFP ARE NOT REFLECTET IN THE JRAFT RFPORT.

WE BELIFVE THE RFPOPT WOULL 3F MORFE USFFUL IF THE TITLF
WERE MOLIFIEL ANT ITS AI'LRUSSEES CHANGED. THRE REPORT
ACTUALLY COVFRo T¥O LIFFFRENT SUBJECTS AND SHOULD BF
LIVITET INTO TWO PARTS MID ISSURL AS TAO SEPARATE
RFEPORTS. ONE RWPORT SUOULL ER TITLELC IMPLEMENTATION OF
AID’S AUTOMATION FROGRAM IN WEST AND CENTRAL AFRICA.
THIS REPORT SPOULL F% AILRNSSED TO THE OFFICE OF
INFORMATION R¥SOUKCFS MANACEMENT WITH COPIES TO THE
AFRICM FUREAU, TOUF OFFICF OF FINANCIAL MANAGFEMENT ANT
RELCSO/%WCA., THY S¥CONL PI'PORT SHOULL PE TITLEL THE W&ST
AFRICA ACCOUNTING CINT™FR’S MANAGEMUNT OF THF MISSION
ACCOUNTING CONTROT SYST#M, TEIS REPORT SHOULL PFK
ALLRESSFD TO THF RRDSO TIRFCTOR WITH COFIES TO THFR
OFFICE OF FINANCTAL MMMAGEMENT ANT THE AFRICA PURERU.
IN ROTH CASES W% DETINITFLY RFLIFVE THAT THF EFFORT-TO
PROTECT THE ANONYMITY OF TUF MISSTO4S, PY LARELING TRFH
WITH LETTERS, 1S NOT WELPFUL TO MANAGEMENT ANL ECETRACTS
FROM THE REPORTS CRFDIRILITY.

WF COMMEND THF¥ AULITORS FOR THFIR FIELD WORK WHICH
INCLULCEL SITF VISITS TO CHAT, GWANA, GUINEA, AND THE
IVOPY CGAST ANL THEIR OWH FIRST-HAMND ORBRSERVATIONS OF
AUTOMATIDN PRACTICES AS IMPLEMENTED IN SENEGAL.

Y'F. FOUND THAT THE R*PORT’S RFECOMHENDATIONS LACK THFE
PRECISTON NECFSSARY TO #f CORRECTLY IMPLEMENTEL,
RELSO/WCA MFCOHMMENDS THAT THE LEAFT RECOMMENDATIONS BRFE

RE-WRITTEN AS FOLLOWS:

RECOHMMENTATION NO, 1: Y F RPCOMMFNL THAT THE LIRECTORS
OF FINAUCIAL MANAGFMENT fNE INFORMATION AHL RESOURCES
MANAGFMENT, IN COORUINATION WITH THE DIRECTOR OF TH®
AFRICA PURFAU’S QFFICE OF {1ANAGFNENT @

1.1 TLEVELOP A PLAN TO PROVILFW USAID/CUAD WITH ACCESS

j11°0 HACS;

1.2 PROVIDF ACDITIONAL TRAINING

T0 FIELD POST ON USFE
OF THF MACS FLAT FILE LAYOUTE ANU THE WANG REPORT

UTILITY SO THAT THFY CAN GENERATE CUSTOMIZED MACS
REPORTS TO RFSPONI TO SPRCIAL REQUESTS FOR ALLCITIONAL
ACCOUNTING INFORMATION.

1.3 REPLICATR TWE PROJFCT OFFICER’S GUILEBCOK FOR THE
USE ANT THELEMENTATION OF MACS RIFPPORTS TEVELOPED RY
RELSO/WCA ANT TISTRIRUTE [T TO WCA MISSIONS WHICH ARF

[))NOT WAAC CLIENTS.

1,4 CONPUCT A FOLLOW-UP SEMINAR ON THE TECHNIQUES FOR

UNCLASSIFIFD 18 ABIDJAN 0115804/91
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USING MACS REFORTS TO IMPROVE FINANCIAL MANAGEMENT AND  APPENDIX II
LEVELOP ANT. PRESENT ATDITIONAT TRAINING PROGRAMS FOR

PROJECT OFFICFRS WRICYH EMPHASIZE HOW MACS CAN PE USFT
TO FACILITATE PROJECT MANAGEMENT .

KECOMMENCATION NO. 2: WE RECOMMEND THAT THE DIRRCTOR
OF THE OFFICE OF INFORMATION RESOURC®ES MANAGEMENT, IN
COORLINATION WITH THE LIRECTOR OF THE OFFICE OF
PANAGEMENT OF THE AFRICA BURFAU ESTABLISH ANT IMPLEMENT
A COMPREHENSTVE AUTOMATION PLAN FOR USAIDS IN WEST AMNL
CENTRAL AFRICA THAT INCLULES, BUT IS HOT LIMITED TO,
THE FOLLOWING:

2.1 REINSTAT®E IN THF ANNITAL ARS PROCTSS THE REQUIREMENT
TO PREPART AM OFFICT AUTOMATION NARRATIVE;

.2 TEVFLOP A FORMAL PEVIEY PROCESS IN AIL/W WHERE
AUTOMATION NAARATIVES ARF REVIFWEL ANI APPROVTL TO
ASSURF THAT MISSION PLANS SPECIFIED IN SUCH NARRATIVWS
ARE IN RCCORTANCE WITH A GLORAL AGENCY POLICY. SUCH
NARRATIVFS SPECIFY OPJECTIVES, PRIORITIES AND STANLARTS

!NL REPORT ON EQUIPMENT AVATLAFILITY TO PERSONNEL ANT
FPROGRAM RATIOS;

RECUMMENTATION NO. 3: WE RFCOMMENT THAT THE CIRECTOR,
RFGIONAL RCONOMIC DEVELOPMRNT SERVICE OFFICE FOR WEST
ANL CENTRAL AFRICA:

2.1 ASS¥SS CUKRENT ANT FROJFCTEL TECHNICAL AND SUPPORT
STAFFING'NFETS AHL TAKF NFCESSARY ACTION TO OPTAIN
QUALIFIFD STAFT,

3.2 ALD A PROCRLCURE TO WAAC’S QUALITY CONTROL
PROCFDURFS TO VRRIFY Tpw LIFTF OF PROJECT FUNDING
AUTHORIZFT AGAINST OFLIGATIONS SHOWN TO DATE ON ALL
MACS POSR REPORTS FRIOR TO THELIR LISTRIFUTION.

5.5 TAKE NFCESSARY ACTION TO ENSURE WAAC’S ICS IS
OPERATIONAL ON LEMANT.

RELSO/WCA’S COMMENTS ON THERSE PEVISEL RECOMMENDATIONS
FOLLOW:

RECOMMFNTATION NO., 1: WF RECOMMENE THAT THFE DIRECTORS
OF FINANCTAL MANAGEMENT ANT ITNFORMATION RESOURCES
MANAGFMENT, IN CONJUNCTION WITH THE TIRECTOR OF THF
A¥RICA BURKAU’S OFFICE OF MANAGEMENT ¢

1.1t TEVELOP A PLAN TO PROVILE USAID/CUAD WITH AGCESS
TO MACS

RELSO CONCURS WITH RECOMMENDATION TO DEVELOP A PLAN TO
PROVILE USAID/NDJAMENA WITH ACCESS TO MACS.,

FOLLOWING TISCUSSION WITH IRM IN 1989, THE USAID
PEQUESTEL THAT REISO CONTUCT AN AUTOMATION ASSESSMENT
IN NCJAMENA TO NETERMINE FUTURE AUTOMATION NEELS AT THF
USAID. TWE AUTOMATION ASSKSSMRNT REPORT WAS ISSUED 1IN

iAY 1969 (SEE NDJAMENA CAELE 2735 TATET 5/12/99). mII§
KEPORT ACLRESSEL NARTWARF, SOFTWARE, ANLC AUTOMATED

UNCLASSIFIED 19 pp1nIAN #11580/22
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APPLICATIONS (INCLUITNT MACS) RRQUIRRNENTS AT Tiv APPENDIX 11
MISSTON AHD T'ISCHSSEI THF ISSURS INVOLVED 1N SUPPORTING

ANL MAINTAINING A WANG VS SYSTEN (NEEDEL TO RUN MACS)
IN CHAD.

PEI'SO BFLIEVFS THAT UNTIL MACS CAN RFE MIGRATED TO A FC
PLATFORM, ACCOUNTING ANT' REPORTING RESPONSIPILITY FOR

CHAL SHOULD RFE TRANSFERRFL 10 A REGIONAL ACCOUNTING
POST,

1.2: PROVIDF APLITIONAL TRATINING TO FIELD POSTS ON THE
USF OF THE MACS FLAT FILF LAYOUTS AND OF WANG RFPORT
UTTLITY SO THAT THFY CAY GEPNRRATE CUSTOMIZEL HACS

FEEPORTS TO RESPONTL TO SPRECIAL REQUESTS FOR ALDITIONAL
ACCOUNTING INFORMATION

ALTHOUGR ALL MACS SITES IN THE REGION HAVE QUALIFIED
HACS STAFF TVAT CAN RUN THE VS SYSTEM ANT PERFORM LAILY
FACKUP FROCELURES, IT IS TRUK THAT ONGOING TRAINLNG AND
DWPLATING OF STAFF S¥TLLS IN MACS COULL COMTRIRUTE
POSITIVELY TO TH® FEFFCTIVE FUNCTIONING OF MACS SITES.
YANC BAS A PROGRAMMING STATF WRLL-VERSED 11 THF
INTRICACIRS OF TVE MACS LATAPASF AND SEILLED IN SUCH
AREAS AS COKOL PROCVAMMING, THIS HAS ALLOWED WAAC TO
LEVELOF, ON AN ONGOING FFS13, A NUMEER OF AFPLICATIONS
WFELE] TO RESPORL TO STRCIATL RFQUESTS FOR ATDLITIONAL
ACCOUNTING INFORMATION, FULAET AND STAFFING
NESTRUICTIONS, AS TNT WFLL AS THE LACK OF QUALIFIRD
FERSONNFL, MIGHT MAKE I'T PIFFICULT FOR S

DHE OTYER' MACS

SITES IN TRE RFGION TO TEVRLOP SUCH TH~HOUSE

UNCLASSIFIEL ABILJAN 01158p/02
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EXPERTISE. RFISO BFLIEVTS, HOWEVER, THAT ANY MACS SITF
CAN TRASTICALLY IMPROVF IT3 APILITY TO RESPONT TO
SFECIAL ACCOUNTING INKORMATINN NEELS PRY FAMILIARIZING
PERSONNEL WITW THE MACS FLAT FILF LAYOUTS AND TRAINING
AFFROPRIATE STAFF MRMFERS IN THE USE OF WANG UTILITY
PROGRAMS SUCH AS THF RFPORT UTILITY. AN INITIAL TARGFET
AULIENCE FOR SUCY TRAINING ART THOSE COMPUTFR AND

ACCOUNTING STAFF MFEMBFRS WIO TFAL WITH MACS ON A DAILY
EASIS,

THROUGH ITS WORK ON SUCH TOOLS AS MITAS, WE RELIEV®
THAT AIL/Y HAS SHOWN AN ONGOING INTEREST IN ENHANCING
ITHE ABILITI®S OF MISSIONS TO MFET SPECIALIZRL MACS
REPORTING REQUIREMFUTS. FOR ITS PART, WAAC HAS
CONLUCTEL TRAIMING IN FLAT FILFS AND UTILITIES AT THFE
PUTOMATET WORASHOPS IN AFILJAN AND DURINC INDIVIDUAT
TLYS TO AFILJAN FY STAFF MTMEERS OF OTHER MACS SITES.
FELSO IS PREPAREL TO WORK IN CONJUNCTION WITH AID/W
OFFICES SUCE AS FM, MS/IRM, ANC AFR/MGT TO FXPANT
ANL/OR FORMALIZFE SUCH TRAINING. POSSIBLE CONTRIBUTIONS
EY RETSO COULT TINCLULFE USE OF WAAC STAFF FOR TRAINING

ENL THE USE OF TWF RELSO COMPUTER TRAINING CENTER TO
CONLCUCT SUCH TRAINING.

1,3: REPLICATE AND CISTRIBUTE THE PROJECT OFFICER’S

GUITEBOOK FOR THF USE ANT IMPLRMENTATION OF MACS

REPORTS, TEVELOPRT FY RRLSO/WCA, TO WCA MISSIONS WHICH
ARE NOT WAAC CLIFNTS

MACS, EVEN AFTER YEARS OF USF WORLDWIDE, REMAINS IN
SOME CASES A WYSTERY TO MANY PROJECT OFFICERS.
ACCORLINGLY, WAAC IN 193¢ PREPAREL A GUILE WHICH
ATTEMPTS TO HPLP PROJFCT OFFICERS USE MACS TO ITS FULL
POTENTIAL., THE GUIL® CAN WRELP FROJECT OFFICERS WHEN
THEY BAVE QURSTIONS ATOUT THT MRANING OR INTERPRETATION
OF MACS REPORTS. THE GUIL® IS ALSO USEFUL IN YELPING

"TO ARTICULATE REQUIREMFNTS FOR SPECIAL REQUESTS, MANY

OF WHICH CAN PE RFSPONLFI TO THROUGH THE USF OR THE WANG
REPORT UTILITY, WAAC FAS TISTRIFUTET THIS GUILF TO ALL
WAAC CLIFNT MISSIONS ANT TAS CONDUCTED LIMITED TRAINING
AT THESE USAILS. TISTRTIFUTION OF THF GUIDE TO OTTER
SITES IN THE WCA RFGION (I.F., MACS SITES) WILL PLACE

IN PROJECT OFFICYRS’ HANTS A USTFUL GUIDE ¥OR
UNCERSTANCING MACS.

1,4 CONCUCT A FOLLOW-UP STMINAR ON THF TECENIQUES FOR
USING MACS REPORTS TO IMFROVE FINANCIAL MANAGEMENT AND

©+) CEVELOP ANT PRESFPNT ATLCITIONAT, TRAINING PROGR AMS FON

FROJECT OFFICHRS

RELSO WOULL LIKE TO WORK WITH AIT/W OFFICES IN
TEVELOPING TRAINING PROGRAMS TARGETED TO PROJWCT
UFFICFRS WITH THF INTFNT OF ENHANCING THEIR ABILITY 79
USF MACS RFPORTING CAPARILITIFS. REDSO AND AID/W covLe
WORK JOINTLY TO TEVELOP TRAINTNG SESSIONS ANT SEMINARS
FOR PROJECT OFFICFRS THROUGHOUT THE WCA REGION
(INCLUDING BOTH WAAC CLIFNT POSTS ANT OTHER MISSIONS
YITH MACS INSTALLATIONS). WF RELIRVE THAT THE PROJFCT

APPENDIX 11

UNCLASSTFIED 21 ARPITJAN @1158¢/63
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OFFICER’S GUITEROOK WOULT SERVE AS AN EYCELLENT pAS1s/APPENDIX I
FOR THIS TRAINING,

RECOMMENCATION NO, 2 YF RECOMMEND THAT THE DIRECTOR
OF THE OFFICE OF INFORHATION NFSOURCES MANAGEMENT, IN
COORTINATION WITH THE CIRECTOR OF THE OFFICE OF
CANAGEMENT OF THF AFRICH BURFAU, RSTARLISH AND
IMPLEMENT A COMPREWENSLIVE AUTOMATION PLAN FOR USATDS I

WEST ANT CENTRAL AFRICA THAT INCLUDES BUT IS NOT
LIMITED TO THE FOLLOWING:

“RFINSTITUTION IN THF ANNUAL ABS PROCRSS THR
REQUIREMENT TO PREPARE AN OFFICE AUTOWMATION NARRATIVE;

~LEVELOP A FOPMAL nveyIRY PROCFSS IN AID/W WHERE
AUTOMATION NARRATIVES ARE REVIEWEL AND AFPROYEL 790
ASSURE THAT sucy NARRATIVFS SPECIFY ORJECTI VRS,
PRIORITIES AMD STANEATTS AND REPORT ON FQUIPMENT
AVAILABILITY TO PFRSONNEL AND PROGRAM RATIONS.

AIL/W OFFICFS SUCH AS MS/IRM ANT FM HAVE PROVIDEL mopw
TECENICAL AND POLICY GUITANCE TO MISSIONS M THE WCA
REGION IN THF AREA OF AUTOMATION AND AUTOMATRL
ACCOUNTINS SYSTEMS., THIS GUIDANCE, ALONG dITH FREQUFNT
CONTACT WITH THE USAITLS, HAS SERVED AS A BASIS FOR THE
RAPTL AUTOMATION AN GENFRALLY SUCCESSFUL GROWTH
FXPFRIENCFD PY USAITS Iy TIE APEA,

PELSO BELIRVES, HOWEVER, THAT DEVELOPMENT OF A MORE

FORMALIZEP PLAN FOR AUTOMATION IN THE REGION WOULD
INCREASE "TH® FocUs anp

UNIFORMITY OF THE AITOMATION

UNCLASSIFIED ABITJAN @1158p/23
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PROGRAM IN THR WCA RFGION. INVOLVEMENT OF TH& AFER APPENDIX I
BURFAU TN THE PLANHING PRONESS WILL BE CRITICAL TO TPF

SUCCFSS OF ANY AUTOMATION FLAN DFVFLOPEL FCR THF

R¥GION, PARTICULARLY IN VIE" OF THF BUREAU’S KNOWI.EDGE

OF PROGRAMS IN THE R¥GION AND ITS CONTROL OF RUDGFT

RTSOURCES FXERCISEL BY AFR/CONT.

WITHIN THF CONTEYT OF ANY OVERALL PLAN CFNTRALLY
PFYFLOPER IN AID/W, INCIVILUAL MISSIONS SHOULD RE ABLE
TN PROVITE INPUT, PARTICULARLY CONCERHINT THE
IMPLFMFNTATION PHASES OF SUCH A PLAN. THIS GOAL AN BE
ATTATNET BY PRINSTITUTING THE RYQUIRFMENT TO PRVFARFE AN
ANNUAL ABS AUTCMATIOM NARRATIVE BY FACH MISSION.

PEVIFK OF THFSE NARRATIVES BY MS/IRM AND THE AFR BURFAY
(ANL PY FM REGARDING AUTOMATED ACCOUNTING AND FINANCIAL
APFT.ICATIONS) WOUTLT ~n FAR T0 FNSURF TPRAT MISSION
AUTOMATTON PROCTTDFY ACCORPING TO THE CENTTAL PLAN. IT
¥NULT AT,SO ALLOW FACH MISCION TO ILENTIFY iNY UNIOUF
FACTORS (F.C., LOCAL MAINTFNANC® CONDITIONS OR SPECIAT,
FROGPAMS FYPEACIZFD PY MISSTION MANARYMFYT) wHICH SICULD
PT INCORFORATFL INTN TPE AUTAMATION SCTNARTO FOR THAT
MISSION,

TO INSTITUTE A FORMAL RPYIFW PROCESS IN AID/W FOR TRY
AUTOMATION PORTIOM QF THR Y8, GUITANCT ON THF
FPR¥PARATION OF TVF AUTOMATION PORTION OF THE ABS VILL
HAVE TO EF DRVELOPFL PY AIL/% AND ISSURD TO TUF FI®TLD.
WF RFCOMMFND TUWAT TWF m¥yIa¥ FROCESS BR MORT INTENSIVE
ANT SMFUCTUPED THAN 7THEL RWTITW PROCRSS CONTHCTED IN
PAST YFARS AND THAT, WH™Y YFCTCSARY, A TIALOGUYR BF
UNTFRTALEN RFTWETN AID/Y AND AN INDIVIDUATL POST, 70
FHSURT THAT IFITVIDGAT PISSION LUTCMATION PROGRAMS APF
CONGPUIFNT ¥ITE THF NVIRALL AUTOMATION PROGMAM LRVILOTED
IN WASRINGTON.

RVCOMMFNTATION MO. ~: 4P PWCOMMFND THAT TUE DIRECTOR,
PFGIONAL ECONOMIC DTYFLOPMFNT SUPPURT OFFICE FOR WEST
ANT C¥NTRAT, AFRICA:

2.1 ASSFSS CURRFNT ANT PIOJFCTED TWCHNICAL AND suppPOPT
STAFFING NFEDS AND TAKFE NFCFSSARY ACTION T9 ORTATH
QUALTFIFT cTAFRT,

2.2 ALD A PROCEIURT TO WAAGC’S QUALITY TONTROL
PROCFLURTS TO VERIFY THF LIFF OF PPCJFCT FUYDING
AUTHORIZFL AGATNST OFLICATIONS SFOWN TO ZATE ON ALL
MACS PC<B RFPORTS PKIOR ™0 THFRIR DTISTRIRUTION.

'P3,3 TAKR NFCFSSARY ACTION ™0 ENSURE WAAC’S ICS IS
OPFRATIONAL ON DEMANT,

RFGARDING RECOMMFNDATION 3.1:

RFLSO HAS ASSESSED ITS ACCOUNTING STAFF ANL CETFRMINFL
THAT THFRF IS AN INADFQUATE LEVEL OF STAFFING TO MEET

WAAC WORKLOAT RFQUIRFMRNTS ANT TO FNSURF THE ACCURACY,
INTFGRITY, AND TIMSLINESS OF ACCOUNTING AND FINANCIAT

STYST¥MS AT WAAC.

UNCLASSIFIED 23 ARIDJAN @1158@/¢4
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o - D PTENDLY 1
THF UNLFPSTATFING OF THE WAM' ACCOUNTING OPERATION §AY
FXACTREATED TUT TO THF DIPARTURF OF BOTH THE CATFF
ACCOUNTANT AND ONF FINAPCIAL ANALYST. THE ACCOUNTINC
STAFF WILL SO0 PF AT AFPROPFIATF PERSONNRL LRVTLS: THE
FINANCIAL AFALYST POSITIOE AS BREN FILLED AND
'RECRUITMENT IS CUPKTNTLY UNDERWAY TOR A NFK CHIRE
ACCOUNTANT, Tw0 ADLITIOKAL PROJECT ACCOUNTANTS, ONT
VOUCAFR FYAMINER, AND ONE CLPRK TYPIST.

WE ARE CURRENTLY REEVALUATING THE STAFFING REQUIREMENTS
OF TPE COMPUTER CENTFR TO PROVIDE WIDER AND MORE
INTFHSTVE COVFRAGF AND SUPFORT OF AUTOMATION IN TIR
REGION. THE FOLLOWING POSITIONS ARE UNTER
CONSTLFRATION:

A. ACMINISTRATIVE ASSISTANT (APPROXIMAT®IY $10,000 -
$15,709 PEP TTAR) TO WANDLF ADMINISTRATIVE TASKS, REDSC
PROCURFMENT ACTIONS FLU3 PROCUREMENT SUPPORT TO THE
RFGION AS REQUIRED, TNTTPFACT WITH WANG AND OTHER
VFEDORS, AND COORDINATION OF ACTIVITIES SUCH AS
REGIONAL CONFFRENCFS AND TRAINING SEMINARS;

R. PROGRAHMMTR (APPROXIMATELY $25,¢ud - $23,088 PIR
TFAR) TO DPVFLOP AND TMPLFMENT SYSTEMS FOR R¥DSO AND
THE REGION; ANT

C. TRATNING SPECIALIST (APPROXIMATFLY ¢22,000 -
$25,A23 FER YFAR) TO COKDUCT TRAINING IN SUCH AREFS #S
PC SOFTWAR® (MSTOST, 1.0TUS, DBAS®, RTC.) ANI WANC
UTLLETY PROGPAMS. THIS TRAINING SPECIALIST WOULD BF
'BRSPONSIBLE FOR RTDSO ANMD RTGIONAL TRAINING. THF
FMPHASIS WOULL PF ON FROVIDING TRATNING AT THE REDSO

UNCLASSIFIETL ABIDJAN 911582/¢4
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COMPUTFP TRAINING CENTER FUT T

COULL RF AVAILARLE FOR CONTUCT

THE REGION.

REGARTING RFCOMMEN
DATION 3.2:

RELSO CONCURS IN THF RF.COMMT
AITITIONAL QUALTT
PROJ¥CT FUNTING (

ACCURATELY

Y CONTROLS TO
AITHORIZEL VS

AEGARTING RFCOMMENTATION 3.3

RELSO’S HAS WAT A FIRM LONG
OF TELFECOMMI'MICATIONS TN WEST
1987, BFISO SERVRT AS TJ
TRE 1CSIL, THLN TVE
ANT: RELSO EAD HOPWL THAT THE S
OF 1CS IN A¥ILJAN WOUTT FF FOL
PROLIFERATION OF TFR SYSTFM 1IN
HOVEVER, NO OTVER MISSION 'AT

INSTALLING ICS AS OF 7Tww ENT 0
SEVERAL APORTIVE ATTEMPTS WERE
THE INSTALLATION OF IS IN THF
COMMUNICATIONS PROEIFRiIS IN THE
TECRANICAL EXPFRTIS® AT TH® USA

-TF®

LATKST VER

BEGINNING IN FOVFMRER OF
WITH 'IRM, RELSO PROPOSE]
REGION THAT IRM SHIP IC
SITES AND THAT A RFRTSO
TRAVEL TO THE SITE TO AGTUALLY
A RESULT OF REDSO’S EFFORTS, W
IRM, THE FOLLOWING SITES HAVR
SHORTLY INSTALL, ICS:

1989,
T0 SF
S TARLYW
CCMPUTF

OUGADOUGOU - FFBRUARY 199¢

LAGOS = M TLY WAS MATF
TELEPEONE NRTWORK WAS UNAEL
1ELECOMMUNICATIONS

TO

PRATA ~ SEPTEMBER 1799
BANJUL = SUMMFR 1¢91
CONAKRY - SUMMER 1991
TOGO - SUMMER 1991
LAKAR = SUMMFR 1991

IN NOVEMBER 1990, REDSO ALSO F
THR POSSIBILITY OF INSTALLING
TELECOIMUNTCATIONS LIHKS PIREC
#CA RFGION, REDSO BFLIRVES TH
REGIONAL TELECOMMUNICATIONS LI
COST=FFFECTIVE ANL TIMELY THAN
MISSIONS TO COMMUNICATE VIA TH
ROSSLYN, VIRGINIA.

WHILE RELSO, IN OUR VIEY, HAS

UNCLASSIFIFL

NDATION AND WILL INSTIC

OF @9 AFITJIAN #1150

HE TRAINING SPECIALIST APPENDIX II
ING TRAINING AT POSTS Iy

ATH
ENSURE THAT

LIFE OF
OBLIGATED)

VILL BE

POSTEL IN THE POER MACS REPORT,

RM COMMITMENT T
AFRICA.

0 THIF USFE
IN SFPTEMBER OF

I YORLLWIDE VS TEST STTF FOn

SION OF IcCS,
UCCESSFUL IMPJ,
LOVEL RY THE
OTHER WCA MISSIONS.

REEN SUCCESSFUL IN

F CY 1982, ALTROUGH

MALCE. IMPELIMENTS 70
REGION INCLULF GENFRAL
REGION ANT THE LACK OF
IDS NEELEL TO INSTALL ICS.,

ROTH AT/
EMENTATION

FOLLOWING CONSULTATION
VERAL MISSIONS IN THE

ARE ANL SOFTWARE TO THFIR

R STAFF MEMRFR WOULT
INSTALL THE SYSTEM. AS
ITH STRONG BACKING FROM

INSTALLED, OR VWILL

LAGOS RUT THF LOCAL

E TO SUPPORT SUSTAINED ICS

EGAN TO EXPLORE WITH IRM
REGIONAL

TLY BETWEFN USAILS IN THE
AT IN THE LONG PUN,
NXS MAY PROVE MORFT

ICS, WHICH REQUIRE USER
E "HUB" ICS COMPUTFR Ip

MADE SIGNIFICANT PROGRESS
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IN PROMOTING 1CS N TPF TEGION, RELSO ITSRLF YAS APPENDLY 1
EXPERIENCEL CONTINUING PIFFICULTIES WITH 1S -

PRIMARILY LUE TO THE LOCAL LOOP PFTWRREN THE EMBASSY CcPU

ANC THE RELSO COMPUTER. FOLLOWING THR INSTALLATION OF

ICS IN ARITJAN IN OCTORFR, 1987, ICS COMMUNICATIONS

.¥ERE GENFRALLY AVATLAZLE, ALTHOUGH NOT REGULARLY USPL

BY REDSO BRCAUSFE OTHFR HISSIONS IN THE REGION, YITH

WHOM WE NEELED TO COMMUNICATE, HAD NOT INSTALLEL 1ICS.

IN THE FALL OF 1969, THE PTT REGAN TO UPGRATE THE
FQUIPMENT AT THE DRUX PLATEAUX SWITCHINI STATION IN
AEIDJAN WHICH HANTLES THF LOCAL LOOP BETWEEN REDSO ANT
IHE EMBASSY. LURING THE PTT UPGRALE, THE LOCAL LOOP
EECAME, TNOPERATIVF AND SINCE THAT TINE HAS NRVFRR
FUNCTIONEL FROPERLY. ALTHOUGE RERSO WORKELD WITH IRM,
STATE/OC/hASHINGTON, FMBASSY/COMNUNICATIONS PROGR AiA
UNIT (CFU), AND THE RTGIONAL OFFICE OF COMMUNICATIONS
‘(BOC)/ABI[JAN TO RECTIFY THIS FROPLEM, IT WAS PRRSISTED
LUE IN PART TO THE CONTINIUING UPGRADE “ORK ON THE
SWITCHING CRNTRD, UNYORTUNATELY, THD RESIGNATION OF A
KEY STAFF NENTER OF TuF REUSO COMPUTER CENTER FURING
THIS PERIOL SUBSTANTIALLY REDUCRI: REDSO'S RFFORTS T0
MAKE 1CS OPERATIONAT . TRESE TRCHNICAL LIFFICULTIFS,
ALONG WITH UNTERSTAFFING AT THE COMPUTFR CENTER DURING

199¢ (AUITT REPORT, PAGF 29), HAVE RESULTED IN RELSO’S
INABILITY TO USF ICS.

WE CONMCUR FULLY WITH THE AURIT RFPORT THAT
TELFCOUMINTCATIONS |§ POSSIFLE IN ARPIDJAN AND THAT

vy1 REDSU 'SHOULL TAKE THR NECESSARY STRPS T0 MAER 1ICS
OPERATIONAT,,

UNCLASSIFIFL ABIDJAN nl1580/95
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THE COMMUNICATIONS TINK RETWREN RELSO ANC THE 1cs  APPENDIX II
COMPUTFE 18 ROSSLYN, VA, IS & 3-LEGGEL CIRCUIT: 1)

RELSO TO THE EMBASSY CPUI VIA A LOCAL LOOF; p) RUBASSY

CPU TO THE STATE TEPARTHPHT COMMUNICATION TACTLITY

(BELTSVILLE, ML) VIA A STATE LEPARTMENT HIGH-SPEED

SATELLITE DATA LINE; 3) BELTSVILLE TO IRM It ROSSLYN,

VA, VIA A LOCAL LOOP. ALTHOUGR COMMUNICATIONS

LTIFFICULTIES HAYE BYEN ENCOUNTERED ON ALL THRFRE LEGS OF
THE RELSO-EMP

ASSY-BFLTSVILLF-ROSSLYN CIRCUIT, THE

OVERWHELMING EVICENCE TO LATE IS THAT THE LOCAL LOOP
 EETWFEN REDSO ANL THE FMBASSY IS RESPONSIBLE FOR 993% OR
MORE OF THF IcS PRORLEMS WE HAVE EXPERIENCET IN THF
LAST TWO YEARS. TURING THIS PERIOL, ICS WAS FOR ALL
PRACTICAL PURPOSES COMPLFTELY NON-OPFRATIONAL,

WE WILL FOCUS ON TIE ICS ISSUE WITH THE INTENTION OF
HAVING ICS FULLY OPERATIONAL BY THE ENT OF FY 1991,
RELSO WILL TAKE THE FOLLOWING STEPS TO MAKE ICS FULLY
OPERATIONAL NLT TFE END OF FY 1991:

A. ADEQUATE COMPUTER CENTER STAFF WILL BE ASSIGNED TO
ICS.

“B. A VWANG PC WILL BE INSTALLED IN THE EMBASSY ANT
HARLCWIREL DIRFCTLY TO THF STATR DEPARTHENT HIGH-SPRET
CATA LINK IN TWE CP", TRFFECTIVE USE OF THIS LINE FOR
SEVERAL WEEKS WILL CL¥ARLY CONFIRM YHETHER THE LOCAT
CIRCUIT CONNECTING THE EMBASSY ANL THE RELSO IS
RESPONSIBLE FOR THE NUMER0US ICS COMMUNICATIONS

PROELEMS EXPERIENCEL FY. RELSO DURING THE LAST TWO YEARS,

C. FOLLOWING THE CONCLUSTION OF STEP B, REDSO, IRM, AND
STATE DEPARTMENT COMMUNICATIONS ORGANIZATIONS WILL HAVE
ALEQUATE KNOWLELGE GCONCERNING THE
RELSO-EMBASSY-BELTSVILLF(MD)-ROSSLIN COMMUNICATIONS

LINK TO TAKE THE NECESSARY ACTION TO MAKE ICS
OPERATIONAL.

L. ONCE ALTL TECHNICAL DIFFICULTIES HAVE BEFN OVERCOMRE
ANL ICS IS TRCHHICALLY FUNCTIONAL, WE WILL FUT IN PLACE
THEL NRCFSSARY ATMINISTRATIVE SUPPORT - SPECIFICALLY,
ACMINISTRATIVFE FROCRLURFS ANT ALFQUATE STAFF ~ AT RFISO
NEELCEL TO MAKE ICS AN OPFRATIONAL SYSTFM ANL A VIABRLT
ALL COMMUNICATIONS NETHCRK IN THE WCA RFGION.

SOMF AILITIOMAL BACKGROUND MATERIAL ON REDSO/%CA’S
COMPUTER CENTER FOLLOWS:

THROUGHOUT THE AUTIT REPORT, A NUMBER OF COMMENTS WERFT
HALE REGARLING TUE NATURT OF AUTOMATEL SUFPORT SERVICES
FROVILEL RY THF REPSO COMPUTEL CENTFR TO THE WCA RECTION.

IN RESPONLI'IG TO THF AUTTIT REPORT, WE PFLIEVE THAT IT
WOULL FE FENFFICIAL TO SFT FORTW AN EXPOSITORY OVERVIEW
CF RELSO HOLUS OPFRANDI FOR PROVIDING AUTOMATION
SUPPORT TO TRE REGTON. SUCH AM OVERVIEW WILL HELP 70
CLARIEFY A NUMBIR OF OWSFRVATIONS MADE IN THT AUDIT
REFORT. IT WILL ALSO ENSURE THAT THEST OBSTRVATIONS
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ARE INTERPRETER WITHINW THF CONTEXT OF RRLSO’S APPENDIX 1l

METHOLOLOGY FOR PROVITING AUTOMATED SUPFORT SERVICES TO
MISSIONS IN THF QFEGION.

THE A.1.T. STRATEGIC INFORMATION RESOURCES MANAGEMENT

« FLAN, 1991 - 1995, FREPAREL UNLER CONTRACT RY DELOITTF

& TOUCHE AN, PUELISHEL IN SRPTEWERER 1990, CALLS FOR THE
ESTABLISHMINT OF ROEUST RFGIONAL INFORMATION CENTEES
¥HOSE PURPOST WOULD PR "10 ENUANCE INFORMATION
MANAGENENT SUPPORI TO THE MISSIONS....IN EACH
GEOGRAFHIC RESTION' (SEE PACE E-29 THROUGH E-31 OF THF
PLAN) . RELSO, INCITENTATLY, PLAYEL A SIGNIFICANT ROLFE
IN FORMULATING THF CONCTPT OF ROBUST REGIONAL CENTERS

LURING THE MAY 1994 VISIT RY CELOITTE & TOUCHE
CONSULTANTS TO ABIDJAN,

IN TISCUSSING THF NEFD FOR ROBUST REGIONAL CENTERS, TRF
FLAN ALLUTES TO REGIONAL SUPPORT CURRENTLY TROVICEL
FRON ARIDJAN, NATRORI, AHL SAN JOSE AND SUGGFSTS THAT
"NOWF OF THRSF EXEFIIMENTS (IN REGIONAL SUFFORT EAS)
ADLRESSED ALL OF TH® INFORHMATION SUPPORT NEEDS OF THT
MISSIONS.” TRR PLAY CALLS Fop ACTION ON THE PART OF
AID’S INFORMATION MANAG FMENT COUMITTRE (IMC) ANL MS/1nM
TO LEFINE TRE FUNCTIONS OF THESE ROBUST REGIONAL

CENTERS AMI, THEN TO ESTARLISH THEM WITH THE NECESSARY
RESOURCES TO GARRY ouyf THEIR UANDATE.

THE AGENCY HAS STILL 10 LEFINE AND ESTARLISH THESE
ROEUST REGIONAL CENTERS. IN THE INTERIM, RELSO

BELIBVES THAT IT HAS FORMULATED AND CONDUGCTED A VIABLE
AUTONATION SUPPORT PROGRAM FOR THE WCA REGION.

UNCLASSIFIED ABIDJAN 011580/06
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C¥RTATHTLY “F UAVF £0" ALDRFRSSEL EVFRY INFORMATION NFﬁgquVDLY'"
OF EVEPY MISSION IN TWF R:GION. HOWTVER, WE FRETI THAT

W¥ HAVV FROVILEL FIFECTIVE ANT THOROUGH SUFPORT TO

USAITS IN THF RECION, CONSISTFNT WITH THE BUDGRT AND

STAFFING RESTRAINTS OF THF RFDSOC COMPUTFR CENT®R. TRIS

SUPPORT WAS REEN CONDUCTED TN CONFORMANGE WITH THF

NUMFROUS POLICY AND TFCHNICAL GUIDANCE ISSUED TO THE

FTFLD BY MS/IRM AND ITH A CONCERT®D EFFORT MALE TO

AVOIT ANY TUPLICATION OR OVFRLAF OF FU
NCTIONS PFRFOPMEL ~

RY AID/W.

THY FIRST SALIFNT FACTOR FACING REDSO MANAGEMENT TN
CFVFLOFING AN AUTOMATIOY SUPPORT PLAN FOR WEST AND
CFNTRAL AFRICA IS TYT EXISTIENCE OF A LARG™ NUMBYR OF
COUNTRIES IN THE RFGION, THTRF ART TWRNTY~-FOUR WCA
COUNTRIRS, SEVENTEEN OF WHICH YAVE USAIDS. REDSO
SUFPORTS THE MTSSION AUTOMATION PROGRAMS AT THT
SFYFNTFRN USAIDS IN TH® AREA, ADDITIONALLY, TH®
COMPUTT™R STAFF CAN PF CLLLFL UPON TO PROVILE SUPPORT

FOR AUTOMATRL COMPONTNTS OF ANY BILATFRAL OR RWGIONAL
PROJ¥CT IN THY REGION.

THF PELSO COMPUTYP CRENTER CONSISTS OF FIVE STAFF
MFMRFRS: TVO RFGIONAL LATA WANAGEMENT QOFFIGERS, OE
MALS COORDTNATOR/PROGRANMFR, ONE SYSTEMS ADMINISTEATOR,
ANT ON¥ COMPUTTR TW¥CRANICIAN.
THIA STAFF IS FESPONSIRLT FOR AUTOMATED SUPPORT ROTH AT
RFNSO MNY THROUGHOU™ TUE QTG TON. REDSO MANAGEMENT “ipS
DFLIRRRATFLY VIFWED BOTH R7D<O AUTOMATION ANT REGIONAL
AUTCMATION AS AN INTFGRATRD WHOLF. SUCH AN INTFGPATFD
APPROACR TC AUTOMATION SUP°ORT IS A PARTICULARLY
EFFECTIVE MTTHOD IN SUCH ARFAS AS AUTOMATED ACCOUNTIKG
SFRYICTS, TELWCOMMUNICATIONS AND TRAINING.

RELSO HAS AN INSTALL®D COMPUTER “QUIPMENT RASE VALUED
AT ARNUT $1,5 MILLIOK AND A LARGE INVENTORY OF
PROPPIFTARY ANL APPLICATIONS SOFTWARE, IT RUNMS MAJOPD
R¥GIONAT APPLICATIONS SUCH AS MACS AND HAS 132@ COMPUTER
US¥RS, FROVIDING SUPPURT TO 30TH R¥DSO ANL TWRENTY-FOUR
COMNTRTITS IN THE RTGION NTCRESSITAT®S THAT THE STAFF PAY
SPFCTAT ATTENTION TO PRIORITIZING WOBK, BATANCING REI'SO
NEELS AGAINST THE NRILS OF OTVFR MISSIONS TN THF
R¥GION, AND DRVISING WAYS OF MAYIMIZING AUTOMATION
SUPPORT TUWROUGHT METHOLS WWICH MAKE AFFECTIVE USE OF
LIMITED STAFF RESQURCES.

AUTOMATTON TRAINING PROVITFS A GOOT EXAMPLT OF 1HOW
RFDSO "AS FOUND IT NRCTSSARY T0 SHIFT ITS &PPROACH TO
RFGIONAL SUPPORT IN ORDFR 10 OPTIMIZE USE OF LIMITET
STAFF RESOURCES, SOME YEALS AGO, A DPTA MANAGEMENT
OFFICWR WOULD TRAVRL THRPOUUNOYT THT REGION TO PROVID®
ON=STTF TRAINING AT POST, pAS THF AMOUNT OF COMPUTER
FOUIPMFNT AN THF NUMB®R Of COMPUTFR USERS IH THF
RFGION INCPFASED, IT KRCAWT APPARENT THAT FREQUENT
ON-SITF TRAINING AT ALL USAID’S IN TET PFGION WOULL NOT
PE POSSIRLF., REDSO THUS CPEATED A RFGIONAL AUTOMETION
TRAINING CENTER IN ARIDJAN WHERE TRAINING CAN B¢
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wr :
COFTUCTRL FOR POTH THF RFIRQ STAFF AND USAILD PEN@éﬁﬁ?%"x i
IN THF REGION, WE ARF HOW AELF TO CONDUCT TRAINING
FITHFR AT POST OR IH ARILJAN DEPFNDING UPON THF
SPRCIFIC TRAINING REQUIRFMENT AND THE AVAILABILITY OF
STAFF, THUS, WHITF Wk PAVF CONDUCTED MAGS TRAINING TN
THF FIELD AT SUGCH SITES AS MONROVIA, NIANRY,
OUAGADOUGOU, AND KINSHASA, WE HAVRE ALSO BEEN ABLE TO
CONLUCT MACS TRAINING IN ARIDJAN FOF CONTROLLER ANMD
AUTOMATION PRRSONNT], FROM MISSIONS IN THF wCA RRCIOHN.
LIRFHISE WITKE 1OTUS, WF WAVE CONDUCTFD TRAINING A™ pPCST
(TARAR, TOMF, AND RISSAN, K.G.) BUT, HAVE ALSO BREN

ARLF TO PROVIDF SIMILAR TRAINING T0 PERSONNEL VISITING
ABILJAN FROM OTHTR POSTS.

WF HAVE ALSO TRIFD TC OPTIMIZE STAFF UTILIZATION IN THF
ARFA OF SYSTEMS TEVFLOPURNT. REDSOH PATS CLOSF
ATTENTTON ™0 ENSUPE TRAT THE RENSO COMPUTER STATFF
UNTERTAX®S NO SYSTRIS DRYFLOPMENT YHICH WOULLD TUPLICATF
YORK PFRFORMED FISFwHiny (“S/I"M, ®=.6.). REDSO’S
SYST®M. LFVYFLOFMFNT WORK YAS BRERN DONT IN SOME CAS®S afy
POST WHFRY A MISSION WAS TPENTIFIEDL A UNIQUE
APPLTCATION (CONTRACFPTIVF MONITORING IN LAGOS, F.G.).

IN MOST CASES, HOWRVER, W HAVE ATTEMFTED TO DEVELOP
APPLICATIONS WRINH AKS UNIQUF TO A AFGIONAL SUPPORT
ORGANIZATION SUCH AS WAAC AND WILL BENEFIT SEVERAY
USATTS. FOR TYAMPL™, A MINI-MACS SYSTFM WAS DEVFLOPF¥D
IN'UCC) AFTER mQNSULTING WITP MISSTONS IN THE REGION
WHICH "SFD WAMC ACCOUNTING STRYICRS INCLUDING MACE,
TUIS SYSTRM 0IVFS MISSIONS AN AUTOMATRD CAFABILITY FOR
PROCT.SSING ACCONUNTING DATA DURING THE PRRIOD BETWFEN

UNCLASSIFI®RD ABILJAN a11588/¢7
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APPENDIX 11
TPF TSSUANCE OF MONTHLY MAGS REPORTS BY WAAC,
TH® AULIT RFPORT POINTS QUT THAT FOUR ORGANIZATIONS CAN
PROVIDF TECYNICAL SUEFORT T0 USAIDS IN THW REGION: IFM

IN ATT/Ww; QAP AT RAMC/PAPIS; RWDSO IN ABIDJAN; ANT WING
LABORATORI

¥s, ING.

THE AUTIT RPPORT ALSO INPICATES THAT QUOT® USAID

MENAG®RS DID NOT KNOW WHICH SERVICES WRRE PROVIDFL By
WHOM. UNQUOTTF

ORVIOUSTY, SOMT GUITANCE NEEDS TO RE GIVEN TQ THE
MISSTIONE IN THF RRGION REGARTING WHAT SFRVICES ARF
AVAILABLF FROM REDSO. WF FROPOSF THAT REDSO, 1IN
CONJUNCTION WITH IP¥, TLENTIFY THE AUTOMATION SFRVICFS
AVAILARL® TQ USAITS IN THE REGINN. sSUCW ACTION WoULT
[AVFTATL YITE TH® RFPORT’S RECOMUENDATION NO. 2 THAT
LRV, IM COMJUNCTION WITH TRFE AFRICA BUREAU OFFICE OF
VANAGRMENT , IMPLFMENT AN AUTOMATION PLAN FOR WRST AND
CYNTRAL AFPICA THWAT, AMONG OTHFPR FACTORS, INCLUDFS THE®
QUOT™ TPLINEATION AKL DFL¥GATION 0F SPRCIFIC
RECFONSTRILITIES AMONG IR, THE BURFAU, THF REDSO ANL
THF INTIVIDUAL MISSIONS. JNQUOTR .

THE AUDIT RFPORT STAYFS (PAGE 22) THAT QUOTE SERVICF
FROVIDFRS NEED TO ADVERTISE THEIR SERVICFS TO THFIR
CLITNTS., UNQUOTw®

WHIT® WF YOULD MOT BW SURPRISED TO LFARN TUAT SOMF
MISSTONS MIGHT B™ UNMAWARE OF TIE SFECIFIC AUTOMATION
STRVICWS OFF¥RFL RY R¥DSO, WP WERE QUITE SURPRISFI TO
RFAD IN THF REPORT THAT QUNATT SOME MISSION NIRACTORS

TOLD US THAT THEY TIL NOT “noy THAT REDSO/%CA OFFFRED
AUTOMATION S¥RVICTS. NNOUOTT

FIRST, THE CABLE ANMOUNCING THT ENNUAL SCHFDULING
CONFFRENCE INCICATES THAT TATA MANAGFMFNT OFFICEPS ARE
AVATILABLE TO ASSIST mpr MISSTONS. ALTROUGH THF CAHRLV
TOFS NOT LIST SPRCIFIC tUTO"ATION, TBE CABLF PROVIDES
ALL I'TSSIONS IN TAF REGIONS YITH AT LFAST SOMF
INCTCATION THAT LATA MAHAGWMENT STRVIGES ARE AVAITARL®,

STCOND, DURING THE SGUPDUTING CONFRRENCT ITSRLF, THF
TVO TATA MANAGTMENT OFFICRRS AT RETSO/WCA CONTACT
PTTFNDPES OF RYEPY "18S710 REFRTILNTED AT THW
CONFFRTNCF T0 OFFER I'ATA PAHAGEMENT SYRVICES ANT 70
CETFRPMIN® WHAT ASSISTANGTE IS HNTEDET ., AN INHTRWNT
"DIFFIC”LTY, INCIDENTALLY, FRCOUNTERED RY ™7 DATA
MANAGFMFNT NFFICERS AT TVF CONFFRENCY IS THAT MOST
MTTFNDFES ARY INVOLVEL IN PROCRAF AMD PROJFCT
OPFEATIONS ANL DO NOT HAVF RFSPONSTRILITIES FOR THF
MISSTON AUTOMATION PRORTIAMS FFR SE, A RESPONSIBILITY
NORMALLY RFIFGATET TO CONTMOTLLFRS OR TXECUTIVE OFFICFS.

FINALLY, RFDSO/KCA OPGANIZED AND YOSTED THF AFRICH
RURTAY REGTONAT, AUTOMAT QW JORKSROT'S IN ABIDJAN IN JUNT
CF 1928 AND JANUARY OF 195+, TH¥ST WORXSTOPS Wwp¥
ATTFNCFT BY USAIT SYSTHEM MANARTRS FROM BOTHY TWE WCA ANT

31
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THF FSA RRATIONS OF ASRIQA, APPROXTVATSLY THIRTY RYsTeM
MANAGEPS ATTTNDRL FaAnn WORZSHOF.  DURING FACH TWO-WINFK
WORKS'"OP, & 3IP3SIQN wAS CONTUCTED RY THR REGIONAL CATA
PANAGEMENT™ OFFICERS FroM BOTH ABIDJAN AND HAIROBI TO
LISCUSS RFRIONAL PROATLTHS ANT TO OUTLINF AUTOMATION
'SFPYICTS OFFFPED BY TyR RELSOS. DURING 'TIE JANUARY
1990 WORESHOP, RARRY GOLLRFRG, DIRTCTOR OF IPM, ALSQ
FPLRFSSED ATTENDTES AND DISCUSSED SERVIGCES OFFERFD BY
BOTH IRM AND TEF RELSOS.

IN VIFY OF THF FACTS "RFSENTED ABOVF, WE BFLIRVE THAT
RFASONARLE EFFORTS NWAVE BFEN MADE TO KFEP MISSIONS
FULLY INFORMRL OF tHF DATA MANAGFMENT SFRVICES PROVIL®D
PY RFDSO. GIVFN TUF FINDINGS OF THE AUDIT R¥PORT,
PCWFVYER, A MORE CONCFRTFD FPEFORT APPFARS TO BY NFEDFL
TO FNSURF THAT USAIPS ARE NiART OF THE SPECIFIC
SFRVICER AVAILARLE.

INCIDFNTATLY, COMMFNTS [MADF BY REDSO/WCA MANAGERS TO
THFE. AURITORS POINTING QUT THE 270TT TRAP UNQUOTR
INBFRENT TN ADVERTISTHG SCPVICES MORT nOWMPLRTELY (I.F,
QUOTF REDSO/YCAH HAD AEITHER TRFP STAFF NOR THE FUNDING
TC PROVILF MORF AUTOMATION SERVICES UNQUOTY) WAS MATS
IN TRE CONTEYT OF QUCTF MARKETING UNQUOTR -THES®
RPRVICTS ., RFLSO/MCA HANAG™RS CONTINU® TO BELITVE TRAT
A SICNTFICANT INCREASE [N USATD LEMANDS FOP SFRVICTS
WOULT ®YCWF[ R¥DSOQ‘C APILITY TO PROVIDE THOSF SERVICPS,

FARTICULARLY CIVFEN GURRENT FUDGETS, WORKLOADS AND
STAFFING.

TPF AMUDIT REPORT (ppoF 15) POINTS OUT THAT

UNCLASSIFIED ABIDJAN m115€8/¢8
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USATT/YPOUNDT AND USKHID/CINSHASA (ITNTIFIED AS USAITS
L ANT ¥) HAV™ NRYPE RSN VIQITFD RY REDSN/%CA DATH
PANAGENMEYFT OFFICFRT ApND TRAm, FURTFER, TIE QUOTH TwQ
RFLSO/VOA TATA MANAGFMENT OFFICFRS DO NOT KNOW TEF
AITOMATION NTEDS OT TURSF TyQ CLIENT USAIDS. UNQUOTF
MPILF RFDSO BELITVFC THAT IT IS IDEAL IT TDATA
MANAGTMENT OF¥ICERS FERIOTICALLY VISIT FVERY MISSION IN
THY REGION, ®RDSO GIVES PRIORITY TO MISSIOKS WHICH
SPPOIFICALLY R¥QUUST TLY VISITS RY A LATA VANAGEMENT
OFFICFR.  ALTHOUGH NFITHRR YAQUNDE NOR XINSHPSA #AS
RTQUFSTFD cUCH A TDY TURING THT LAST FIVRE VEARS, FEDSO
RAS NONFTUTLESS FROVIDED AUTOMATION SUPPORT IN OTIEP
WYAYS, IN THE CiS® OF KINSEASA, F.6., THE MACS
COORTINATOR/FROMRAMMER, A [EMRWY OF THE RRLSO COMFUTFR
STAFF, TRAVFLLYD T0 ZAINF TH SFPTEMBFR OF 199¢ T0
ASSTST TWF MISSION It IHSTALLING MECS ON ITS WANG VS
SYSTFM. IN THF CAQT QW TAOUNDF, THF REDSO COMPUTIY
'STAFF RPSPONLRT TO 4 NUMBPT OF TEL¥FHONF CALLS TURING
1987 YWI%N TEF MISSING WAS TNSTALLING MACS; YT R¥CFNTLY
CONRTINATRT TH® HIRING OF & TEMPORARY WAKG VS SYSTEMS
PANACEP BY USAID/YAOUNLT FOR A THR"E MONTH PTRIOD WHILF
TR¥ RFRULAR SYSTFMS “MANAGER ANL ASSISTANT SYSTRMS
MANACTR WRKF ON LVAYE; WE ARE CURRENTLY WORKING ¥ITH
THE YANG REGIONAL SUPPORT CFNTFR IN ABITJAN TO ARRANCE
TRE TNSTALLATION OF A WINCHSSTER DISY DRIVE ON TEF gANG
VS SYSTFH AT USAIL/YACUNDW.

TH SUMMARY, RRDSO pAS NOT TREN ABLF TO MWET EVERY
INFORMATION NFED OF ¥VERY MISSION IN THF REGION. VWE DO
‘RYLIFVF, HOWEVIR, THAT RFDSQ HAS PROVIDED A RFASONAPLW
LYVFT, OF SUFPORT TO TRR AUTOMATION REQUIRWMENTS NF THE
REGION AND THAT ITS COMPUTFR STAFF HAS ADDRESSED THF
MOST CRITICAL NFEDS CF THT™ RRGION.

W¥ BAVF CONSIDERREL ™uE POSSIBILITY OF PIRING ADDITIONAL
COMPUT®] STAFF MEMBFRS WITH THT ILDFA OF ENFANCING
AUTOMATION SUFPORT 70 T™HT REGION. SUCE ADTITIONAL
STAFF MIMBFRS MIGHT INCLULT A TRAINING SPECIALIST, A

N M NI I v A
PROGPANMER, ANT A AD I STRAT V 'SSIST NT, wp Apw
CONTTINUING TO LOOK AT TyF POSSIBILITY OF AUGMPNTING THE
COMPUTTR STAFF WITHIN THE CONTFXT OF RUDGTTARY
CONSTRATNTS. OUR HAFE [§ TUAT WE WILL RYOTLVE INTO A
TRUF QUOTE RORUST UNGUOTE RFATIONAL AUTOMATION CFRNTER
TPAT WILL APPROACH TiHF IDFAL OF ADDRFSSING ALL TUF

INFORMATION NFPRDS OF ALL THT MISSIONS IN TRE REGION.
BROWN
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APPENDIX III

REPORT ON
INTERNAL CONTROLS

This section provides a summary of our assessment of internal controls for the
audit objective.

Scope of Our Internal Controls Assessment

We conducted our audit in accordance with generally accepted government
auditing standards, which require that we (1) assess the applicable internal
controls when necessary to satisfy the audit objectives and (2) report on the

controls assessed, the scope of our work, and any significant weaknesses found
during the audit.

We limited our assessment of internal controls to those controls applicable to the

audit objective and not to provide assurance on the auditee's overall internal
control structure.

We have classified significant internal control policies and procedures applicable
to the audit objective by categories. For each category, we obtained an
understanding of the relevant policies and procedures and determined whether
they are in operation, then assessed the control risk. We have reported these
categories as well as any significant weaknesses for the audit objective.

General Background on Internal Controls

Under the Federal Managers’ Financial Integrity Act and the Office of
Management and Budget’s implementing policies, A.L.D.’s management is
responsible for establishing and maintaining adequate internal controls. The
General Accounting Office has issued Standard Jor Internal Controls in the Federal

Government to be used by agencies in establishing and maintaining internal
controls.
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The objectives of internal control policies and procedures for federal foreign
assistance programs are to provide management with reasonable--but not
absolute--assurance that resource use is consistent with laws, regulations, and
policies; resources are safeguarded against waste, loss, and misuse; and reliable
data is obtained, maintained, and fairly disclosed in reports. Because of inherent
limitations in any internal control structure, errors or irregularities may occur and
not be detected. Predicting whether a system will work in the future is risky
because (1) changes in condition may require additional procedures or (2) the

cffectiveness of the design and operation of policies and procedures may
deteriorate.

Conclusions for the Audit Objective

This objective relates to the complete and timely delivery of MACS information
to its clients by the West Africa Accounting Center. In planning and performing
this audit, we considered the applicable internal control policies and procedures
cited in the MACS Users’ Guide and REDSO/WCA’s WAAC Operation Guide.
We have classified the relevant policies and procedures into one category: the
process for delivering complete and timely MACS reports.

We noted thrce reportable conditions:

® MACS information sent to client USAIDs was not always up to date

because the WAAC may not have had enough qualified personnel to
handle its workload on a timely basis;

®  MAGS reports sent to client USAIDs were not always complete because

the reports were not being checked for completeness before leaving the
WAAC; and

® MACS information takes too long to transfer between WAAC and its

clients partially because REDSO/WCA'’s telecommunications system is not
working.
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REPORT ON
COMPLIANCE

This section summarizes our conclusions on WAAC’s compliance with applicable
laws and regulations.

Scope of Our Compliance Assessment

We conducted our audit in accordance with generally accepted government
auditing standards, which require that we (1) assess compliance with applicable
requirements of laws and regulations when necessary to satisfy the audit
objectives (which includes designing the audit to provide reasonable assurance
of detecting abuse or illegal acts that could significantly affect the audit
objectives) and report all significant instances of noncompliance and abuse and
all indications or instances of illegal acts that could result in criminal prosecution
that were found during or in connection with the audit.

We tested WAAC’s compliance with the provisions of Appendix 1E, Chapter 1,
A.LD. Handbook 19 (Financial Management), specifically with the section
applicable to the completeness and timeliness of financial management
information reporting. Our objective was not to provide an opinion on WAAC's
compliance with all the provisions of this Handbook.

General Background on Compliance

Noncompliance is a failure to follow requirements, or a violation of prohibitions,
contained in statutes, regulations, contracts, grants, and binding policies and
procedures governing entity conduct. Noncompliance constitutes an illegal act
when the source of the requirement is not followed or prohibition violated is a
statute or implementing regulation. Noncompliance with internal control policies
and procedures in the A.LD. Handbooks generally does not fit into this
definition and is included in our report on internal controls. Abuse is furnishing
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excessive services to beneficiaries or performing what may be considered
improper practices, which do not involve compliance with laws and regulations.
Abusive activities may be within the letter of the laws and regulations but violate
either their spirit or the more general standards of impartial and ethical behavior.
Compliance with laws and regulations applicable to Agency operations is the
overall responsibility of WAAC management.

Conclusions on Compliance

The results of our tests of compliance indicated that, with respect to the items
tested, WAAC complied with the requirements of A.I.D. Handbook 19, Chapter
1, Appendix 1E except that:

° WAAC did not always provide timely and complete financial management
information in some of its MACS reports to client USAIDs as required.
(See findings on pages 6, 8, and 10 for more information.)
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AUDIT QUESTIONNAIRES

QUESTIONNAIRE ON MACS

Audit Scope and Objectives

The Office of the Regional Inspector
General for Audit, Dakar, is
presently conducting an audit of the
effectiveness of the MACS used by
the West Africa Account Center at
REDSO/WCA Abidjan and the
other USAID missions controllers in
our audit region. The audit will
answer the following audit questions.

° How well the MACS provides
financial information to
controllers, project officers,
and mission directors for
monitoring project
implementation?

o Are MACS reports
distributed in the most cost-
effective manner?

o Are these reports being used?
° What else needs to be done
to provide adequate financial

information to mission
managers?

Questionnaire Objectives

The purpose of this questionnaire is
to solicit the Mission managers’
comments on MACS reports and
their value as management tools.

39

QUESTIONS

Area One: MACS Reports

For Mission Directors and Program
and Project Managers

What types of MACS reports
do you receive? How often?
Do you actually use them all?
Are they good management
tools? What other types of
reports would you like to
receive?

For Controllers
with own

a) Controllers
MACS

What types of reports do you
generate? Are reports widely
used in the Mission? Do you
get any feedback from the
users? Describe.

b) Controllers without own
MACS

What types of reports do you
get from WAAC? How useful
are they?

Is the information provided
enough for controller use?
What other reports would you
like to get?
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Are the reports you get from Accuracy
WAAC  redistributed to
Mission management and the For Mission Management, Program
project officer? and Project Officers
Do they use them? Do the MACS reports
accurately show the financial
What type of feedback do you status of the projects at the
get? time they are issued?
Do they show the actual
Area Two: Tool for Accountability status of activities which
accounting is done in
Timeliness Washington, D.C. (Federal
letter of credit, ESF EPRP
For controllers without owa MACS programs)?

Are The MACS reports

received from WAAC timely? Area Three: Report Distribution

If not how late are they?
\ What types of reports do you

Do you send the financial distribute/receive?

information to WAAC on a

timely basis? If not, what are

the main constraints? Area Four: Present Unmet Financial
Management and  Accounting
What alternatives to the Services Needs
present system of sending
information to WAAC? Describe conditions and
future corrective actions in
For controllers with own MACS relation to these problems.

Does Washington send
project disbursement
information for reporting
purposes? If not do you ask
for it?

Is there an alternative way to
provide the information to
project/mission management
on a timely basis?
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REDSO/WCA, Director
Ambassador, U.S. Embassy/lvory Coast

AA/AFR
AFR/CONT
AFR/PD
AFR/CCWA
AA/XA

XA/PR

LEG

GC

AA/MS

MS/IRM
PFM/FM/FS
PPC/CDIE
SAA/S&T

AIG/A

IG/A

Deputy 1G/A
1G/A/PPO

1G/A/RM

1G/A/LC

IG/A/PSA

IG/A/FA

AlG/
REDSO/WCA/WAAC
USAID/Burkina Faso
USAID/Cameroon
USAID/Cape Verde
USAID/Chad
USAID/Congo
USAID/The Gambia
USAID/Ghana
USAID/Guinea
USAID/Guinea-Bissau
USAID/Mali
USAID/Morocco
USAID/Niger
USAID/Nigeria
USAID/Senegal
USAID/Togo
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USAID/Tunisia
USAID/Zaire
RIG/l/Dakar
RIG/A/Cairo
RIG/A/Manila
RIG/A/Nairobi
RIG/A/Singapore
RIG/A/Tegucigalpa
RIG/A/EUR/Washington
RIG/A/Vienna
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