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FOREWORD
 

The terms of' reference for this mission - to study the
 

organizational structure and operational procedures of the
 

Permanent Interstate Committee for Drought Control in the 
Sahel
 

(CILSS after the French acronym) - were agreed in September 1981
 

during meetings in Paris and Rome between the Executive Secretary
 

of CILSS and AID's Director of aheli-West African Affairs. The
 

actual assignment covered five wecks from October 21 to November 21, 

1981 in Washington, Paris and mainly Ouagadougou, Upper Volta; a 

short information--gathering trip to Bamako, Mali, and Dakar, Senegal,
 

was undertaken from October 28 to November 4, 1981. A prior
 

assignment - from mid-July to mid-September 1981 as team leader 

of two tearis evaluating CILSS-FAO-kID proJ. ct n in the . ahelian 

and two adjacent co'ntr e. - nerved as useful orientation and funda

mental Introduction to the opraticn of CILSS throughout its
 

member countrlen in West Africa. 

The principal focus of the report -is those elements of the 

Secretariat involved directly in programming and planning and
 

linking thotie functIon to member courtries. A det:ailed and long-term 

review of the Secretariat's ad~nlf:tr-rjv,, and financial functions 

is in the competent I.indra of an Internietiona] I.,,bor Offi ne 

expert-advi, er to the Executive :.ecretary. We coordina td our 

tasks in ordr to avoid unneceannry du)pllcat ion ur repetition. 

This report 1 , nol an 1udit of tie CII';q or ganl. itl on and its 

relationnhipri with It,, nm, ber countren ,wlti ozher regional organi

zationa and the f-tn tl)fnal dcnei crm iJiI y. iathlir tile reportwith nfat 

ius A'I1ntl1AtIon of obnlr'rva1tohlt gleaned from convernation" 

with and reports written by members of the Cli.S5 technical staff,
 



representatives of national ministries and agencies associated 

or working with CILSS; directors and staffs of regioiual organizations 

active in the CILSS geographic area; and pernonnel representing 

various bilarecal arid multilateral sources of assistance to the 

CILSS and its member countries. A Ouagadougou meeting from November 

9-12, 1981 araong CILSS/Club/donors proved extremely useful as 

additional orientation. 

In the interest of brevity, the author assumes a readership 

well-verseo in the history and evolution of CILSS since its inception
 

in 1973. This license affords the opportunity to discuss well-known
 

and well-understood issues without laborious recitation of back

ground detai.s. It also makes possible the offer of suggestions and
 

for change without rendering value judgments on the
recommendations 


facts or flow of events tLat prompt or suggest change; the appro

priate decision-makers need only reassess their understanding
 

of the issues as a means of considering and selecting new courses
 

of a,-tion. Finally, this approach enables the author to comment
 

(in a randid and unbiased, yet fundamentally constructive fashion),
 

or a variety of matters vital to CILSS, in particular the Executive
 

CILSS.
secretariat, and the active and interested supporters of 


The hallmark of any regional organization is service - to
 

agencies and institutions,
constituent mrnmber countries and their 

but above all to their people. As a political organism, the CILSS 

Secretariat links the member countries to the donor community on a 

special iet of regionlu economic and social development issues. As 

a technical mi-clintrn, the Secretariat has succeeded with the 

In oflo izing the international communitycooperation of the r10b 

with national projects. What the Secretariat needsand present ng it 

the role that itto address now in part an a matter oL image - is 
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should and can play as the development process 
- and the planning
 

that the process 
entails - goes forward at national levels under
 

the regional strategy approved by the Council of Ministers. As it
 

has become more institutionalized and experienced, 
some Secretariat
 

staff has undoubtedly lost some 
idealism and displaced some
 

common interest with self-interest, ihile unwittingly losing con

tinuous 
contact with details of national development. This contact
 

must be restored as a function of 
the Secretariat regaining its
 

service-oriented image and retrieving 
the confidence of counterparts
 

in national and regional institutions of economic and social
 

development.
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THE CILSS/SEC IMAGE
 

The formative years 
for CILSS were filled with a high
 

state of 
urgency to meet the staggering needs of hungry
 

people and starving animals left in 
the wake of the disas

trous drought. In 
those early days, so much needed to be
 

done that any action served a useful purpose. IL made sense
 

to emphasize in every available 
cialogue the dire conditions
 

in the region and the tremendou,. suffering of 
the populations.
 

The CILSS role 
focused narrowly on justifying relief aid,
 

sensitizing the internatioual public and private 
 community and 

enjoining support for all orders 
of humanitarian assistance.
 

The very facts of hunger-ridden families and oppressive 

living conditions served as fundamental justification for
 

aid. The organizational 
 image of CILSS from the leadh of
 

State Conference through all echelons 
 do-in to the Secretariat's 

clerical and support 
staff was that of people in a hurry, 

properly striving to the utmost :.o deliver sustenance and 

comfort to Sahelian zmillios. 

in the latter half of the reventies, the emergency 

waned and Sahelian program'i were expanded to include some 

projected development in the Intermediate and long-ranges. 

A compendium of project,,j and ideas wa,,, hant iy compiled 

and presentvd by ClLf;SS through the new]y-formrd ('1b du Sahel 

to the international donor cClnunilty, mainly OECD countries. 

Well-conceived and well-docurmented activitien found 
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financing; others remained undeveloped and probably would
 

never be bankable. In a parallel vein, a food assistance
 

program took form as 
a hedge against the possible recurrence
 

of even temporary drought conditions in the interim before
 

basic development effgrts took shape and produced expected
 

results and progress. As this process continued, the CILSS
 

Secretariat could have -- but did not consistently -- begun
 

to stress its successes and gradually displaced the emphasis
 

on 
the Sahel's plight with stress on purposeful development:
 

the international community had been mobilized and organized;
 

enormous 
stocks of food aid had been received and distributed;
 

scores of development projects had been initiated by member
 

from
countries with financing bilateral channels. Unfortunately,
 

CILSS, in particular the Secretariat, resisted the formulation
 

of a new vernacular for articulating Sahejian economic
 

and social development requirements. CILSS matured'as a
 

regional organization, but the image cast was not in focus
 

with the progress occurring across the expanse of the member
 

countries.
 

As the decade of the Eighties began, the CILSS/Club
 

partnership formulated and then reformulated a regional
 

strategy for attacking the basic problems of drought control,
 

food self-sufficiency and ecological balance. 
 While member
 

countries were re-casting and putting substance into
 

national development plans, many CILSS Secretariat staff 

members continucd to talk about completing the so-called 

First Generation Program. Several conclusions about this 
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Program are widely accepted: this "Program" was mainly a list of
 

projects and project ideas; the best and most urgent propositions were 

quickly financed by bilateral donors; CILSS member countries do not 

program by "Generation", thus any relationship to current national 

programs is obscure; the Sahel would certainly receive the magnitude of
 

resources calculated under the "Program", but probably not through items 
the 

left on/"Program" list; and, finally, most donors assume the power of 

suggestion will ultimately persuade CILSS to abandon the "Program".
 

A large body of opinion -- Sahelian and non-Sahelian -- considers that the
 

"First Generation Program" as a mechaniGm served a very useful purpose and
 

should now be enshrined among CILSS memorabilia. New planning and
 

programming concepts -- described in more detail below --
are emerging 

as potentially vital new links between the Secretariat and the constituent 

national governments and their agencies. 

AA suggested earlier, CILSS is launched on a development program 

whose emphasis differs from the earlier years. 
The role of linking the
 

donor community to member countries pursuing planned developmeut is
 

complicated; the process requires identification of needs, sorting out
 

priorities in rank order, documenting conditions, and planning and
 

justifying resources to accomplish well-defined goals and objectives.
 

This entails a certain re-orientation -- not at all apparent -- of the
 

relationship between the Secretariat staff and their principal counter

parts in natlnal agencies through channels not as yet developed.
 

Unfortunately, many of these counterparts as well as representatives
 

of other rigional organizations and the donor community have an image of
 

the Secretnriat as a drifting ship. Frequent absences from the Head

.quarters of all nenior staff, beginning with the Executive Secretary
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hims lf, gives rise to queries of who runs things2 The fact that
 

things might in fact run smoothly is less important than the
 

imprcsion created by a continuous coming and going of top
 

managers. Secretariat staff, especially Sahlian and expatriate
 

experts, also spend considerable time -- some estimaltes say over 

fifty percent of their work schedules -- traveling in the Sahel 

as well as to far-off locations that bear no appareni: relationship to
 

CILSS and its goals and objectives. Even if much of. the Sahelian
 

travel occurs because mechanisms for coordination ht the national levels
 

are not fully developed, again the impression left only adds more
 

arguments to the analogy of the drifting ship. 
 If the system has
 

weaknesses, then its principal managers should engage themselves heavily
 

in identifying such weaknesses, finding ways to overcome them and, in
 

the process, orienting their national counterparts on the genuine
 

purposes of CILSS/Set activity.
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CONDUCT OF CILSS BUSINESS
 

The CILSS poliy-making apparatus is firmly in place, i.e., 

the biennial Heads of State Conference; the biannual Council 

of Ministers; the Minister Coordinator; the Executive Secretariat
 

(which will ba discussed in detail below). Many functionaries
 

within the 
member states and a host of donor representatives are
 

persuaded that the Council of Ministerscould Jus'tifiably cut
 

back to a single annual meeting without harming the CILSS image.
 

With the pressure to get things done and pay concerted attention
 

to 
business during the early emergency years, the Committee was
 

wise to convene twice a year. The organization was forming and
 

needed the frequent counsel and decisions of the responsible
 

Ministers. With the gradual transition into an organization serving
 

to 
support economic and social development, the process of change
 

is less 
rapid and measuring progress in six month increments is
 

problematical, if possible at all. 
The idea of a single meeting
 

has been discussed by the Council-in recent sessions; at its next
 
should
 

meeting it/elect to change to annual meetings as 
a step toward
 

demonstrating ever more maturity as a 
regional organization. Several
 

points are 
listed in further support of the recommendation: 

-- A considerable saving in valuable time and resources
 

would result: for the hosting country; for the member
 

countries; for the Secretariat.
 

-- Member delegations and the Secretariat could devote more 

time in review of Council decisions and appropriate
 

implementation (reading records of past meetings now 

conveys an impression of one continuous session in which 

many itsstis are carried forward time and again). 

-- The Secretariat could prepare a more structured one or two 
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year work schedule and accompanying budget in which
 

conferences with donor organizations could be better
 

scheduled to reduce the number of conferences and
 

consequent travel. The work schedule could be updated at
 

annual Council Meetings.
 

-- Scheduling the single meeting in January, for example, 

would facilitate budget review and approval, preparation 

of food assistance estimates based on current crop produc

tion figures and initiation of any modified guidelines 

for the next campaign. 

- An annual report based on Council deliberations and Committeo 

progress could be initiated for wide distribution as 

evidence of CILSS work and accomplishments. 

Recommendation: That the CILSS/Sec recommend to the Council of
 

Hinisters,and that the CM approve, a change in procedures whereby
 

the Council convene only once a year.
 

The current CILSS organization corresponds to the statutes as
 

amended in 1977. As indicated in the Foreword, this report will
 

focus primarily on the Zxecutive Secretariat's Division of Projects
 

and Programs (DPP), so'mewhat on the Division on Liaison with NGO
 

(DONG) and to a limited degree on the Division of Administration
 

and Finance (DAF) on the issue of budget execution. For the most
 

"rt a more thorough and detailed study of administrative and
 

financial issues will emerge from the work begun by the International
 

Labor Organization advisor to the Executive Secretary. His work had
 

already begun in these important areas when the author of this
 

report arrived on the scene; it seemed prudent to draw on the ILO
 

advisoi'B accumulated experience, while providing him with a possible
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blueprint 
on 
program matters, CILSS 
relations with member state
 
agencies 
and donors and 
current and suggested operating procedures
 

in the program field.
 

The DPP 
internal organization consists of 
a series of units,

each working in 
a priority sector 
or sectors 
as described in 
the
 
1980 Strategy for Drought Control and Development in 
the Sahel:

Crop Production 
including hydraulics; Ecology/Forestry; 


Livestock;

Fisheries; Transport and Infrastructure; 
and Human Resources; 
a

design and 
evaluation unit 
 going under the 
name of 
planning

unit 
-- works 
across sectoral 
lines 
on 
policy issues. The 
units 
are
different in 
size, ranging 
from five experts 
(and another 
on
the way) 
in Crop Production/Hydraulics 


to one each in 
Livestock,
 
Fisheries and Transport. Obviously, 
the priority of 
ono sector among
all sectors 
cannot 
be discerned 
from the 
number of experts adsigned

nor 
has any effort been made 
to 
rank sectors by priority. Within

each unit, 
a nominal leader 
or 
spokesman :provides 
loose supe'rvision,


by and
but large each expert 
acts 
as his 
own agent 
in dealing with

his colleagues, with 
the Division Director, with functlonaries 
in
other Divisions and with the 
outside world, e.g., 
the individual
 
donors whoover they may be and wherever located. The outside
 
obtierver 
senses 
a certain absence of discipline 
in these arrangements.
 

Noo-uniformity 
appears 
in numerous 
other instances in the
 
C-'S/Sec organization and 
acts 
as a deterrent 
to smooth and 
efficient
 

operating procc(dre,3. 
Nowhere has 
CILSS/Sec by 
itself or 
in concert
wfi (:lIoh/, C or th.e donors act down i; writing 
an outline of minimum 
rq frcnn t,~; , t , nlclf and logistical, for experts -- Sahelian oreXpa:triatet 
-- suppocted by donors. The following cooments illustrate 

problem this caufles: 
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--	 Ona donor may provide a complete support package -

including vehicle and abundant travel allowances -- for 

an expert. 

-- Experts provided by international organizations operate 

according to the procedures of their organization. 

-- CILSS/Sc-c staff are paid from the regular CILSS budget 

which must also support a number of administrative and 

logistics costs for some experts. 

It is easy to see the implications of this situation. One 

unit in DPP, for ,xample, may have a representdtive expert from 

each of the above described examples. The outcome of such 

relationships can only be dissent, disagreemtnt aid disruption.
 

Recommendation: That the Directors of DPP and DAF review the terms
 

of reference of all experts with a view to achievinw a minimum
 

set of standards for tse as a negotiating base with donors and 

member countri.s. The assistance of Cltb/Sec and local donor 

represent-'ivut in Ouagadougou stould be enlisted in a small 

tark 	force to study and seek to resolve basic conflict&,
 

In its deliierations, the task force tight consider a number
 

of 	 possibilities. Could vach expert agreement include a fixed .,um, 

to be a part of the CILSS/3ec operating budget for allocation onhy 

on the joint sign-off by the expert and the Director of DP? 

Another feature might be fun(s specifically earmarked for payment 

of secret.rial prrionnel, drivers, file clerks or other administra

tive po-;lt l %t;. Still another pcssibility might be a pledging of 

admirni 'trtive- itiw ,, by the donors in the annual CILSS/Club meetings: 

relea~q of thu,, riind'n m,-ijght be made contingent on full payment of 

annitl -jupport coti by al] CI.SS member count ;ien. Donor ple'-es 
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could be a supplement 
to the budget for specific and limited
 

purposes and be reviewed periodically by a committee of donor
 

representatives assigned in Ouagadougou. For the part,
most these
 

supplements would be for the 
purpose of evening out support for
 

Sahelian and expatriate experts 
in an effort toward uniformity
 

of operational effectiveness. Care would have to be given to
 

assuring that disparities 
between experts and regular CILSS/Sec
 

staff did not emerge as a result of the exercise. Two things
 

need to rank foremost in addressing this problem:
 

-- The unlikely prospect of quantum increase in the level of
 

CILSS member contributions to the operating budget. On
 

the other hand, donors have a right to expect that annual
 

contributions assessed by the members 
themselves should 

be paid. 

-- CILSS/Sec benefits from the presence and availability of
 

donor-provided technical 
talent. Only if problems of
 

disparity and lack of uniformity among support packages
 

for experts are resolved will CILSS continue 
to benefit.
 

The donor community shares many of 
the views outlined above.
 

It is necessary to observe, unfortunately, that many of the donors
 

offer criticism without at 
the same time producing constructive
 

alternatives. The fact of providing an expert does 
not Ln itself
 

constitute technical assistance in the full meaning of the word.
 

In fact, any assistance that does not have mutually agreed gouls
 

and objectives may become 
more of a burden 
than an asset. Rather
 

than decry any existing inadequacies, the donors might be better 

advised to offer -itructured recommendations for change along with 

the requinite renurcen to bring about the change. This single topic 

might well nerve nn the banle. for a frank and candid dialogue 
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between local donor representatives and the Secretariat's top managers,
 

including the Executive Secretary, whose own views expressed in such cir

cumstances could be beneficial, both to his staff and to their colleagues
 

in the foreign assistance community. When the minutes of the November 9-12,
 

1981 weeting are available, a useful agenda for a short follow-up meeting
 

might be developed around this .opic of technical assistance the CILSS/Sec
 

considers might be uaeful. (While no specific recommendation is included 

here, the CILSS/Sec should give thought to this matter).
 

Among donots, some reservations have been expressed about CILSS/Sec
 

budget execution. The United States, for example, has completed a series
 

of audits of developaant projectn across the Sahel, including some in the
 

CILSS system. The conclusion ii that effective accounting systems exiut,
 

but a certain lA.jeL f.ire surrounds their operation. The financial plight 

of the CILSS/Sec, while dae In part to tardiness by some members in paying 

their required subscriptions, ,ealts alto from incurring expenditures at 

an accelernted tate which, ihtn projected cver twelve montht, had to 

produce a deticit. 7he deflLit now is a matter of record and some donort 

are saying that more attenLion to tt detail of Lanaging .c ants could 

have avoided th, prob.u= or 3t lea*t prevente4 airears that nov exceed 

CFA 120 million. Anothtr mitigating factor ha5 been a heavy, unforeseen 

travel schedule involving negultations with OPEC donors on project and
 

bui4et support as well as food iassistance. Now that fundAmental relations
 

with major OPEC ard OECD lonors have been forged, CILSS/Sec should be able
 

to address the nead for conferences in a more systematic fashlor.
 

i 
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Recommendat ions: 

a. CILSS/Sec should forecast international conference activity celated 

to donor financing of CILSS member country programs at least two years 

in advance, as suggeted above on the mtter of Council of Ministers 

meetings only once a year. 

b. CILSS/Sec senior manageru &hould review budget execution at least 

quarterly and reschedule or cancel activities according to updated 

projections of fInance!, aviilable. 

The matter of tardfne,',n by riember countries in forwarding annual 

contributtons t' the CiL /:; c budget raises some perplexing issues 

when considered in t! ,! context of the following table: 

Fini Donor Coitments 
to Natibn"al ProJects_ Status of Budget 

Member Counry Amount Percenta e Support Account 

u $(i00i) 
Cape Verde 8b,535 3.76 Current 

U&*d 199,283 8.68 Owis 1979-80-81 

The Gambia 69,987 3.05 Current 

Mall 531,825 23.15 Owes part of 1981 

Mauritania 374,272 16.29 Oweq 1980-81 

Niger 309,758 13.48 Current 

Senegal 363,541 15.82 Owes 1981 

Upper Voltm 312,977 13.62 Current 

RegoioAl 49,300 2.15 

Total 2,297,478 100.00 

Effective date: September 19qO October 1981 

Source: Club du Sahal CLSS 
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First of all, the Chadian arrears must be provisionally discounted
 

given the internal strife and civil war that have plagued the country.
 

Secondly, one would assume that members would measure the worth of
 

CILSS/Sec in terms of the level of resources the CILSS/Club channel 

produced for members activities. Stated another way, members benefitting
 

most would be prompt in contributing to CILSS/Sec operations. Strangely
 

enough, this is not the case. Three countries whose accounts are not
 

current for 1981 (one also owes for 1980) are the combined recipients
 

(as of September 1980) of more than 55% of the donor resources comitted
 

via the CIL/Club intermediary.
 

Viewed from the, local donor perspective in Ouagadougou, especially 

those donors; who provide institutional support to CILSS/Sec in one form 

or another, the qeuf tion is frequently poted of why "we" should be so 

prompt -Aen rcnmbur countries are not. CILSS/Sec experts often approach 

donors with rvqk-.,t o for ad(Ioc upport of bu'ilne.,re trJpst, such as 

attendance at a coil f('rculiLe or to pri-b,ot a proj ect propo,,al to one or 

another intvearuttIot .IigeCI el for f-i miflu Jil, r on't ide ration. Not only*tln 


do such requv t,, yt-nerally, detract he rr 17 ,ld
fr,:n th, professional 

conduct of brts-wsns, they repiefsncit ey [i-i ,dl;erary .ctivity when restraints 

on budget cum:ontmentr, would be on-i!,ttent with nhortfalls in financial 

flows from cw:I.r ic. t he level alli i-,uftr C.ileulatinl: annual of funding
 

sotr ce:u fio.I, /-i oJer.atlo prov., piob1matical at best because no
 

single ,t(. tlI ttin covor., (:1 annual
c nnl v , lie re:g ilar budget, 


institutlonial1 .ipport fior , , d(,iori, onw--tIimt, Yupport for individual
 

anti grmo t -, nfel p;'uior win,oy *iil In t ory,;All
t do nor' rinational 7-at ions 

l eit e t hnle Iciii;. -rnifor ind Iv v r (t v'o o - ra;t hr t halli at -r the 

donor c{r.cmi i-ty will unlouihrib l y 1Legi n it olii') I i owli ( tt rainta 

by retlot Iln; ii f 01 (iIounit~ing for ill 1t~ujippo t fl,-.1 ilg Into CILSS/Sec 
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coffers through whatever channels. In other regional areas and
 

organizations, strict matching of donor funds with member contribu

tions is more the rule than the exception.
 

A certain sense of laissez faire also relates to general operating
 

practices. In the November 9-11 meeting, for example, several partici

pants affirmed that the Bilan-Programme (BP, described in more detail
 

below) is a top national priority and a top CILSS/Sec priority. Never

theless, not all units in DPP are engaged full-time on the BP for their
 

sector. Some DPP staff keep espousing the need to complete the First 

Generation Program, a task that runs contrary to the BP concept and
 

really may be rearguzrd action to forestall launching the painstaking
 

work required to produco a sectoral DP. Until the BP is completed for
 

all sectors for all meiber countries, the CILSS/Sec will not have the
 

basis for the next programmed phase in CILSS/Sec.-member country relation

ships.
 

Recommendation: That each DPP expert prepare a detailed two-year work 

program - to be updated aanually - containing a firm schedule for completion 

of all required BP for his/her sector. Any unrelated activities should be 

discouraged as long as the fundamental BP is not completed.
 

' -~
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A PROPOSED NEW LOOK
 

The future capability of 
the CILSS/Sec to 
serve member
 
country development needs, depends on forging effective lines for 
molding appropriate components of national programs into a
 

regional program. An opportunity missed at 
this juncture
 

could foreshadow an erosion of the CILSS' evolution a3 a 
useful agency 
for regional growth. 
With purposeful planning,
 
however, C[LSS/Sec can anticipate its own future requirements,
 

modifying 
 itsi internal organization accordingly and provide
 
member state.; with 
 representation instilling confidence and
 
pride 
 In mutual accomplishments. In the paragraphs that 

follow, 
a narrative presentation will describe certain
 
recommended organizational changes which are then represented
 

in chart form ar 
 Attachment A. Specifically, the narrative
 

modifles 
 and amplifies 
the duties and responsibilities of
 
DPP and the I)ivt:;ion of Liaison with NGO (DONG) and suggests 

an important 
new lInkage between them.
 

The adoptio'i 
 of the Drought Control and Developmeut 
Strategy In 
1980 focussed CiLSS/Sec attention on 
the Bilan

2&-a m1r,_e (1P) is a basis for pursuing the go:, l. and objectives 
of th., strategy. In short, a BP would be coUl) etfd for every 
Strategy Sector fI'r each rvnber ,otintry aid would comprise 

the following componen t: 

-- The actual situation, Includlng objctives, resources 

engaged , r tu! t ,i produced and constralnts encountered. 

"- The state of p ofgrQ,,u. of projo-te ; under lmple'mentation. 

The con - oti ,Io to be drr,iw for the future program 

an well an Itt,; c onilmnI Ion. 
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--	 The preparation of files on projects to be submitted
 

to financing sources.
 

The experts working out of DPP on the BP are establishing
 

vital contacts through technical channels with the technicians
 

in various national agencies responsible for project design
 

and implementation. The DPP experts .represent useful technical
 

resources to these national agencies. Because planning is a
 

continuous process, DPP experts -- once the BP for each
 

sector is comnpleted -- will necessarily update the BP 

annually and add to the sector package any new projects' 

formulated by rational planners. If one forecasts far enough 

into the future, a full scale natioial/CILSS program can 

be foreseen encompassing all priority sectors and identifying 

(-very activity renponding to the priori,.ties in the regional 

strategy. DPI' expert'i will review there national/CILSS programs 

periodically - working in temporary task forces - for purposes 

of modification and up-dating the regional strategy and to 

factor out ponsible sub-sectors for which new policy, projects 

and fin.incjn L may be appropriate. Analysis and evaluation of 

projects will continue in order to provide managers with 

performance (1ita importanL for the decision making process 

on project 1mpeI ,frit.-t on . 

Some now dit ie.; and resporitibilities will emerge to 

challenge the DIt' el)pert-ti. Temporary tank forces will have 

to ntllat in , r-rej t rsnrainalyn it- anid provi de' results to 

thi nationl plannr14r'i. ')on (',f thir; wor could icroopany work 

on the IIP, htit s hotild not I2p d, com lt i on of the sectoral 

inventories . the following 'ideas only nerve to illustrate the 

refjuiret,.:it n 
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-- Health 
anr
nutrition implications of 
the evolving
 

cereals policy and the goal of food 
self-sufficiency.
 

Relation of vector-borne diseases 
to the expansion
 
of irrigated agricultural and 
irrigation perimeters.
 

Relation of 
family planning 
to food self-sufficiency
 

and restoration of ecological balance.
 

Manpower training priorities by sector and among
 
sectors. Design of 
training materials with definite
 
development themes 
- bothurban and rural - as
 

orientation side benefits.
 

The comparative merits of expanded international road
 
systems versus 
the railroad. The potential represented
 
in either transportation system for expansion of
 

food crops versus 
cash crops.
 
DPP experts should also take 
the lead on special studies,
 
e.g., recurrent costs, 
cereals policy, strategy for mixed
 
agriculture (grain plus livestock). 
Even granted the potential
 
unpopularity of 
the subject and the 
possible outcome,
 
Sahelian and expatriate experts should formulate 
some guidelines
 
for 
the assignment of priorities 
to development activities.
 
Most development thinkers and strategists recognize the
 
enormity of 
thL resources ultimately required to 
meet Sahelian
 
development ne,'dq. 
Given the 
reality that 
resource 
flows
 
are lilited by time and amount and 
that Sahelian needs compete 
with othet Third World area needs, some rank ordering of
 
.icctorr; 
 !; advis, le; probaLly an it.-portant, rank ordering of 
projects; within tiectorr ';hould be conildered , e.g. , not every 
project In food crop production can :;tand at the top of the 
sector priortty lliit. In tiome inatancen, thP priorit-y ranking 
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may result from a process of sequencing or phasing projects
 

as progress builds on progress. Suffice it to say at this
 

juncture that concerted attention should be focused on the
 

issue of priorities. This procedure can prove useful in
 

sensitizing planners and policy makers to the importance of
 

priority rankings.
 

The foregoing discussion gives considerable support to a
 

contention that responsibility for coordinating the BP -- once
 

developed -- with national level agencies should be assigned
 

to a CILSS/Sec entity other than DPP. The suggestion -- for
 

a variety of reasons -- is that this responsibility be added
 

to those already assigned to DONG, which might be re-namad
 

Division for National Operations and Liaison (DNOL). This
 

division already operates in liaison with the member countries
 

on matters affecting non-governmental organizations working
 

in development and relief in the Sahel. DONG as presently
 

constituted also coordinates food assistance matters among 

the member countries, accumulating annual production figures 

and preparing appropriate presentations for the donors. What 

is here proposed is that the redesignated division -- DNOL -

also be charged with developing the terms of reference for
 

the CILSS national committee "secretariats" and for providing 

the link between the CILSS/Sec and member countries on all 

operational aspects; relate( to the ultimate national/CILSS 

programs. The following sequence In suggested: 

Four expertf; are s-Jected from thone now assigned to 

DPIP and trangfered to D1O1., each to coordinate 

programs with two mecl-'r count ries. 

-- These experts would remain abreast of BP activitiem for 
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each sector in countries assigned to them as DPP
 

develops the first three of the four BP components.
 

-- DPP would transfer the BP to DNOL after completion of
 

phase three for future operational coordination through
 

the CILSS national comittee "secretariat" (see below).
 

DPP experts would provide technical advisory support,
 

when and as needed.
 

The DNOL-national "secretariat" channel would process
 

all operational correspondence and communications.
 

--	 Ultimately, the DNOL functionaries would aggregate the 

BP for all sectors into a complete national/CILSS program 

for their assigned countries. 

-- In the interim, in coordination with national "secretariats", 

DNOL coordinators would assemble project files prepared 

by national agencies and arrange combined national 

level meetings with CILSS/Club/Donors (See Attachment 

B for a narrative conceptualization). 

The "secretariats" of the CILSS national committees, 

as discussed in the November meeting in Ouagadougou,should have 

the following responsibilities as a minimum: 

a) Serve as principal nffice of contact for all CILSS/Club 

activitier nnd inquiries. Receive and respond to all
 

CILSS/Club requests for information. Provide support
 

to ell official missions, e.g., meet and arrange
 

lodging and con'Lerence space, if necessary;make all 

appointments in advance, provide all administrative 

support, atuch as clerical work, reproduction facilities 

andl local transportation. 

b) Organize all national planning meetings and activities 
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with CILSS/Sec in mind, thus obviating the need for
 

CILSS/Sec to send advance representatives. Distribute
 

all documents after all important meetings, especially
 

to CILSS/Sec and Club/Sec.
 

c) Receive all CILSS/Club documents,prepare summaries and
 

distiibute same to all affected national agencies.
 

d) Prepare the national position in advance for all
 

important meetings, e.g., 
recurrent costs. Coordinate
 

among national operating ministries and Ministries
 

of Plan and Finance.
 

e) Transmit 
to CILSS/Sec all important national development
 

documents from all national agencies. Assure unilorm
 

usage at national level of the joint CILSS/Club/Project
 

Identification Document (PID).
 

f) Establish and maintain current statistical data on all
 

AID flows -- both )fficial public and NGO -- through
 

all national ministries and report data to CILSS/Sec
 

on a regular schedule.
 

The author of this report, as were many p~rticipants in
 

the November conference, is 
persuaded that this "secretariat"
 

should reside in the Ministry of Plan or Finance -- depending
 

by country on which is responsible for managing development
 

resources 
-- but operate under the delegated guidance of
 

the CILSS Mtional Committee already provided for in the CILSS
 

statute. 
The office should be staffed by one senior functionary, 

performing Committee work on a full-time basis, amisted by a 

secretary or clerk. As a matter of 
operating procedure, this
 

office should receive either action or information copies of
 

all correspondence originating in CILSS/Sec, in particular
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letters to the Minister Delegate, and be cited for information 
CILSS/SEC 

copies of all /telexes. From national level to CILSS, this 

office should receive copies of all communications, including 

telexes. Some member countries might wish the office to prepare 

much of the CILSS-related correspondence. 

A certain flexibility may be a watchword in addressing 

the idea of &uch a "secretariat". As mentioned in the November 

conference, a task force would meet to prepare some terms of 

reference, Because USAID has agreed to consider financing 

this sort of activity, local AID missions will undoubtedly have 

views that the task force may wish to incorporate into its 

findings. It was further suggested that perhaps only one 

or two "offices" would be proposed as a start -- one in Upper 

Volta -- in order to gain some experience and afford modifica

tions, if appropriate. 

The prime objective in recommending modification of the organization as 
well as some 

duties and responsibilities within the CILSS/Sec is to 

achieve a certain balance between policy planning and strategy 

development, on the one hand, and program operations and coor

dination, on the other. From a management point of view, it 

often proves beneficial to have the planners -- the sector 

experts and strategists, if you will -- relinquish their 

product at the point where operations and coordination become 

a requirement. The "operators", as it were, should be well

versed in the capabilities of the member countries which they 

support a; an assigned responsibility. In every case the 

operators know that their activities and the results produced 

will ultimately be scrutinized and critiqued by the planners. 

This provides an effective check and balance and should 
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contribute to mutual support within the CILSS/Sec as well
 

as reinforcement between CILSS/Sec and member country planners
 

and implementers.
 

As an adjunct to the building of new working relationabips
 

between the Secretariat and member country agencies and with
 

due regard to the unclear image of CILSS, each member of the
 

Secrotariat staff -- Sahelian and expatriate alike--may wish to do their 

own pe-rsonal- Bilan-Programme. For the Sahelians, the sum total 

of all activities should bear a measurable relationship to
 

improving the economic and social position of the Sahelian
 

peasant and urban dweller. More particularly, all individual
 

activities undertaken should be defensible in common, public
 

interest served, rather than any personal goal or objective. Those
 

Sahelians, serving ov 
contracts with donors or international
 

organizations, may wish to 
reinforce their commitments to CILSS.
 

For the expatriates, stock taking may consist of adding
 

up the tasks completed that have aided the Secretariat as a
 

whole in doing its job better. In this context, it may also
 

be worthwhile to ask whether any tasks or attitudes have
 

detracted from the good conduct of business 
(this same obser

vation counts for Sahelians as -well). Equally as vital are the
 
have made within
 

substantive contributions that expatriate/ 
 their areas of
 

specializition. Considering that most development technicians
 

have performed a variety of tasks in their careers, 
are all 

expert' prepared to anist where and as needed or prone to 

isolate themselven within a shell of exclusivlty? Given the 

premium in the Sahel on trained talent for development, few 

regional organizations can afford the luxury of the latter 

category, except 
in the rare cnae of very highly spectallzed 
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experts.
 

Talking directly with CILSS/Sec personnel, loc:al donor
 

representatives in Ouagadougou and functionaries in various
 

national and regional agencies, one gets an impressio4 that
 

CILSS

the talent and knowledge within the/organization itself is
 

overlooked. This applies particularly to the prospect of
 

reducing travel, especially in the region. A decision to hold a
 

conference may be made before the necessary material for the
 
completing first
 

conference is collected and analyzed;/these processes/might in
 

some cases show that a meeting was really premati're or maybe even
 

unnecessary. As one donor put it in the November meeting, the
 

question of National Committees and their roles was to be solved in
 

1979, again in 1980 and now again in 1981, but the first thing to
 

do was send a team around to all the capitals and assess the
 

situation. Why not just appoint a task force of CILSS personnel who
 

kncw each national situation and have them produce a study drawing
 

on their own knowledge? This is one concrete example to illustrate
 

how the exercise of imagination, innovation, initiative and,
 

especially, flexibility may produce solutions to many problems and
 

answers to many questions right within the organizacion itself. This
 

approach is not defended as a panacea for all ills, but it
 

certainly merits more study and attention than it has received to
 

date. Reaching into one's own store of resources may be a rewarding
 

alternative to reaching for blank travel orders.
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SCME UNPEMOLV[!J ISSUES
 

An assessennt of this nature, given time onstrants and frequent 

unavailability of key personnel, inevitably results in a few unresolved issues. 

This assignment was no exception. 

Crop and Post-Harvest Protection is a major CILSS program monitored 

by the Regional Management Unit established in the Management Protocol for that 

Program . An extensive evaluation to two AID-financed projects in that Program 

awaits the deliberations - scheduled for next month - of CILSS-FAO-AID decision 

makers on many matters of ccrmon concern. When and as those decisions take shape, 

the role and place for WMr in the CIISS organizational structure may beom-o 

more clear. Until that time, however, sp.zulaticn appears premature. 

As ue-s reported in the Novenber Conference of CIISS/Club/Dtxors, the 

Division of Docuentation and Information (DI) has a host of problems, ranging 

from equipment needs, e.q micro-fiche readers, to guidelines on document inventory 

and accessions. More specific rectxmendaticns will result fram review and publi

cation of the conference minutes. For now, the issue needs to be posed along the 

lines of reconciling the documentation functions of MXI with those of the Institut 

du Sahel. A Laiputer -zpability for Insah is foreseen in the current SDID' Project 

Paper. One can envision that capability handling most DMI needs through a terminal 

at CILSS/Sec. The technology and tribulations of such arrangements are beyond 

the scope of the author's experience. Before events proceed too far, however, sam 

exploration and investigation should be undertaken. 

Finally, the author was unable to formulain imy sxecif ic reormendations 

for linking the SDP Team to CILSS/Sec. Auditors have recmended the Team move 

from Bamako to Ouagadougou. With sane justification, the response to this sugqesti, 

has been that too much U.S. presence might detract fran CILSS' otinued evolution 

ah a regional org.Nnization. Havi.g reglster&l these views, 1&wvcr, the two sides 

have neglected to jrticulate how better this team can assist CILSS/Soc. One 

ugxgestion may Ix! for the EuN.;tive Secrdtary to reques direct ollaboratln 
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between the rm ITI-ded "national coordinators" in a reorganized DNt L and the SDP 

Team on the various ta-ks associated with establishing the CILSS/natiomal linkages 

related to the 1i 1an---PIr0(T.Ie and organizing the C~c "Secretariats". AID program 
specialv!;t,; 1ivt! muich to crntribute in this vein on the basis of lirvges between 

AIDA/d4qhin, tOn ard tOw field Mission planning and cperatiornq futnctions. Another 

way to a[vr c.ch the CIlSS/Fec to SDP Team relationship noy be for the Team Leader 

to engage Il a free-ranging dialogue with the CILSS Directors cf DPP and LCJCG (UOL) 

designed to reveal areas or activities where aailable U.S. falent can strengthen 

CILSS caabilities as work progresses on the completicm of the BP and the new ordez 

of activity that will follow in its wak. 

http:1an---PIr0(T.Ie


Attachment A (1) 

Division of Projects 
and Prograim-

Sectoral 	 E-cndac Analysis 

Task )Frcts 
j. 	 =r1) Production Peiy vloen 

igricul ture± StrtI t BI,, I 
(R--in-fed arxi Irrigated) Ev;al~t-ion !;Y: ;t:.3n 

IliiIl ic:3 Special P1rojcct.,; 
,,raI!,1~ e.q. PiKirnt- Costs 

2. 	 Aninal Pmducm Thk IA-)cc , marketing 
LiY'(:3UtVC)( Iric~er J:V tIr-Xj 

3. F. cyct a 	 N.E Task Iti cf; coinfcide with 
I iv. rrjy-Forests sectors (diicu !;al in Regional 
iCk-lzoLgy-Evircrtrmt StrateqTy Drxucits 

4. th~in P2r' 

00 	 0 

Divi.3ictn of tMaticnal 
operatain -d .iaiso-n 

Iiiowih 	 oordination of 

o.niz ait nsIPrr~ 	 fl c c atI 

NJatiriviI Txyjd A!:r!AstaflCa 
Coordivitf (1]) 

N.B. &ad)Pik,.rivni (* --riot.,jr would 
be rv~-iiib'ie for two) i3tber 
cxit rlf-! 



Attachment A (2) 

I -	 DIVISICN OF PWE AND PFC)RAMS 

A. 	 TIR term "task force" is us~ed rather than "unit", thus giving the Director 

more flexibility in the assigrient of personnel and on deciding priority 

activities. "Unit" has a cormotaition of perimnence, which my not be desirabl 

in a dynanic proqrzumdngqind planinq pro-ess. In any event, a "task force" 

can asuix- any duration that rrnirs ier:;nAy dcide. 

B. 	 In Sectoral!s Stulie, the Dir(ector raty wi ,i to consider all assigned personne 

as a Board of exqprt:s, a] le.m(inq for widt-r iic of their talents and foregoing 

fixed aswciac lo.e. withIi :4X×ific :xActor:. 

C. 	 When all - Avife xiipletced in their initial versions, the 

Directo. rrvy wi:.h to re-structure ta!Jk for--e:; to address neow sectors 

added to thie i ,-'fon2l rtj',;'r to (--i-c(rate on inter-sectoral issues. 

II 	 - DrVISICrJ OF K1.ICUAL wrI0h42 NPi, /A!: 

A. 	 It in a:, i that s'iw r ;t of clerical per.- nel !- ,enDPP and ENML 

wtll occu i ;tnfflrrj t nn national p'2ratio ncI1 function. 

B. 	 The Direct,,,- nay wli, to add ,n txpatrtie av-hiifxr In hi'; c 1nr'Xiate 

office duriaiq tw fcavtiv. period for thPi; c)eraticnal fimction. An 

individual with (_extensive oerational background and liaiscn experience 

is sugvgcsted. 

ZP
 



Attachment B (1) 

(Cne Possible) Conceptualization of Bilan-rora Evolution 

I. CILSS/Dpp experts collaborate with their counterparts in national agencies 

active in tile target sector 

a. Status of work cpletLcj in the sector ; 
b. Inventory of accmlishnrnts, resources, constraints and solutions; 
c. Prcrvn' trmird lPtatic-i ofof projects underw y. 

2. CILSSiDpp forward- cc - tel studies to appropriated DWOL progran coordinator, 
who informs the CT) "SEcrutaraiit of work cmpwletd, forwards relevant documevnts 
and reruests imxting for discussions with representatives of all national 

agencies.
 

3. CNC "Scretariat" in collaboration with Ministry of Plan schedules meeting 
and distributes all relevant dcc enmts in advance. 

4. Min Plan represxntativ chirs nimxting for di.;cutsvion of sector dJocurmts;
C2(aSd 
 osibly plincill DPP expert) attend meeting in advisory
role. Natiuia] ojlici ;,: r<qu(-tod to rc'vft , natiorvil proqrmis and prepare 
?roject Identilca ion Tirt;ts (pID-C //lub version) for all activitiesnvTeting criteria ortllnfd i-nt-e IP and c-xntxjltor-y to aO,1cv(ffnt of the 
Regicnal Strate y.ID adlines et for toare of PID)ufnlsson.?C"Socretriat". 

CQC "ecretarLat"' rtceives all PID and forwards cy4iv.s to CILu.-iq7xOL, ,ich arraj 
ges for rapid revlc-4 with DPP (xpfrts. v)let ]c-- ckge Is t-ranmittexi to
 
Club/a-. whi]ch 
 in turn provider; c(_,pies to all (doort.. lub/c !t ,ledlines 
for dnor indiattfln; of Int#.r(.t: in q)p-cijf c projects. Cl,/,c. notifies 
CILSSiW N, of (,',j] in(, ,rid Knqg,:t-., ;Iey~fl;!t ,], atj' :;for Iatjcx ,a1in,] n q. 

6. CILT'/ede fotwu-d.;e-,t <x s;vh1ul, 1o (1K "-7cret ;triat" far ()oitlnation
 
with Mlnistry of Plan. 
 Min Pin ;tablt.; definitive cal(ndar, 1hilch Is then 
forwrcdx] through CTJC, CIIS2J/TWL, Club/Sc channels to all donors, 



Attachment B (2)
 

7. 	 Cn the appointed date, Min Plan convenes meeting with donors; CILSS/Sec and 

Club/Sec serve in advisory roles and provide support in preparation of finally 

agreed package. 

8. 	 Donors and mm!er country proceed with negotiation on Individual projects in 

bilateral channels. 

Soe Assumptions : 

A. 	 That donors will be more responsive to projects arranged in gim order 

of 	national priority. 

B. 	 All projects identified as meeting BP criteria and supporting the Regirmal 

Strategy rniy not necessarily receive donor support. In such cases, the Min 

Plan fl.Kuld re,;(rvt confercmce time for review of such projects with donors 

to determinei thb, c. w,' of reluctance and to explore potential modifications, 

ccarbinatiai,- or icitiins; for JIpr'oving the projects. 

C. 	 CILSSivcro, CII-J/I.: pl and"K Club/8c>ec will review all projects finally unfunded 
after tie (Ioror zUlf 'tInq with the

/objective of rex)lvinq ny .J-irtcxnings in project presentation or identificatio 

This proce!;f !.,ly-Jildcymtri-ite to annual review and up-dating of the Bilan-

PioranIN!, 1XI ciIR--;/DI'P. 

D. 	 Last - and 'r st t11 rt.nt - all priority sectors will ultimately be oombined 

by ccxintry Into , full-:.cale natinal/=hSS program. The learning process on 

the road to achit'ving this ultimite oh)ect ive will be recorded and applied 

to 	 rodify procedures when and as apprc)riate. 


