
REGIONAL ECONOMIC DEVELOPMENT SERVICES OFFICE
 
WEST AND CENTRAL AFRICA
 

ABIDJAN 

MID-TERM EVALUATION
 

SAHEL RZGIONAL FINANCIAL MANAGEMENT PROJECT
 

(625-0950)
 

April 17, 1985 



TABLE OF CONTENTS
 

List of, Acronyms 1 

Executive Summary 
2 

Introduction 

4 

Project Background and Definition .. 6 
Organization and Operations . 10 

Home Office -. 10
 

Field Operations 
19 

Sumary of Results 26 

Future Project Development 
 , 
 30 

Major Conclusions and Recommendat ions 35 

ANNEXES 

A) Charts of-Projects and Activities 41 
B) Training and Activities Suaary by Country- - 70 

C) Project Budget/EZpenditures 109 
D) Suggested Scope of Work for Evaluation 
 - .. 112 
I) Persons Intervieved .
 117 

F) Project Sites Visited -121,
 



AFR/PD/SWAP 

AFR/SWA 

AID 

COM 


CILSS 

CT 

DCG 

DPMC 

39RD 

ENA 

FAA 
PF 

INT 
GOM 

GON 

GOS 

GOTG 
GOUV 
10 
IQC 

MDI 

MIS 
mOp 

NRD 
OYH. 

OICD 


PASA 
,

SAFI 
SRMP/W 

6SATD 


USDA 
VPI 

LIST OF ACRONYMS
 

Office of Sahel and West Africa Projects

Office of Sahel and West Africa
 
Agency for International Development

Buremu of Organizations and Methods (Senegal)
 
Comite Permanent Inter-Etats pour la Lutte
 
contra la Secherease Saheliene
 
Country team leader
 
Direction et Controle de la Gestion
 
Development Project Management Center
 
Education and Human Resource Development

Ecole National d'Adminstration
 
Foreign Assistance Act 
Financial management
 
Financial management team
 
Government of Mali
 
Government of Niger
 
Governmaent of Senegal

Goverment of The Gambia
 
Goverument of Upper Volta (Bourzkna Fao)

Inspictor General
 
Indefinite Quantity Contract
 
Management Development Institute
 
Management Information System

Ministry of Finance
 
Ministry of Rural Development 
Office of Financial Management

Office of International Cooperation and
 
Development
 
On-the-job training


•Participating Age2cy Services AgreementSahel Regional Financial Management Project

Sahel Regional Financial Management 
Project/Washington, D.C.

United States Agency for International 
Developmect

United States Department of Agriculture

Virginia Polytechnic Institute 
and State 
University 



2
 

EXECUTIVE SUMMARY
 

The Sahel Regional Financial Management Project (SRFMP) was designedin FY82 as a direct response to the need to a
!ngthen host countryaotin as underscored by earlier Inspector General audit
 
reports. 
The project directly responds to the legislative requirements

of Section 121(d) added to the Foreign assistance Act of 1961 as amended
on December 31, 1981 and more broadly to the need to enhance overall
financial management capabilities of Sahelian institutions. 

SRFMP was authorized in August, 1982 with life of project funding of$5.0 million. The project authorization was amended in June, 1984 to
provide $876,000 for Chad. All project funds were obligated through aPASA with the United States Department of Agriculture (USDA) which inturn negotiated a cooperative agreemeut with Virginia Polytechnic
Institute and State University (VPI). 

The project's main components are its long-term technical assistance
 
teams based in Senegal, The Gambia, Ma!#, Niger and Upper Volta,
short-term technical assai-stance for these countries 
as well as for CapeVerde and Mauritania, training/workshops and materials development and

dissemination. The Chad long-term technical advisor is 
 scheduled to bein place in September, 1984. Project activities among the countries have
generally included project level interventions such aA assessments of


-fJiMnia- and training needs and corresponding follow-up and-ravlews.-O
pMoject financial controls, usually in conjuncti-on-ith the USAIDController's office. 
These interventions have led to country-specific

strategies for responding to immediate certication concerns and for
promoting broader financial mdnagement improvements. In The Gambia where
project level accounting is generally adequate, SRFMP has concentrated on

planning and executing training courses for mid-level government

accountants. 
The project paper envisioned Cape Verde and Mauritania


*being serviced by the SRFMP team inDakar as well as by consultants.

This assumed that the need for project resources by Cape Verde and

Mauritania was modest and that Senegal would not require a full time
team. 
Although the former assumption appears accurate it is clear that

project level interventions and training needs for Senegal were greatly
underestimated. 
The Dakar SRFMP team needs to work full-time toa44ress
 
problems in Senegal and cannot in additionGcoverMauritaia and Cape

Verde. .
 _.
 

All project activities are coordinated by the Washington, D.C. based
project headquarters. Overall project management currently is good but
has experienced some problems in role definition exacerbated by the
organizational relationships of several management units. 
The decision
 to implement the project through a PASA with USDA and a cooperative

agreement with VPI yielded advantages of relatively low overhead and
rapid initiation of project activities but also created numerous layers

of management which have only recently begun working together smoothly.
In the field, project results have been found to be generally comendable

but operational smoothness hac varied according to the quality ofrelationships among USAIDs, SRFMP/W, SRFNP field teams and host country
ministries. For example the absense of a signed protocol during theNiger team's first three months in country resulted in delays in
beginning project activities. And a weak working relationship with USAID 
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seriously aggravated matters. 
In Upper Volta strong SRMP and USAID
cooperation minimized difficulties in project implementation resulting
from an unsigned country protocol. The absence of a 
USAID SRFMP Project
Officer in Senegal up to the time of the evalution team's visit inhibited
USAID/SRFMP coordination and affected project performance there. 
In The
Gambia strong USAID, SRFM 
and host government cooperation greatly
facilitated the successful integration of project activities into a
Sahelian institutional base.
 

The evaluation team concludes that the SRFMP project is basically
well designed. It successfully provides experienced expatriate technical
advisors working closely with well trained Sahelian colleagues supported
by U.S. based personnel and consultants to develop and execute training
programs that address both imaediate certification concerns and
longer-run needs for broader financial management improvement and
institution building. 
The project, as designed, has been flexible enough
to adapt to changing or underestimated needs on a 
country by country
basis as well as promote transferability of SRFMP resources to address
what is clearly a regional problem.
 

SRFMP was designed as a three year effort with two person years of
long-term technical assistance per country. 
It is not and should not be
perceived as a financial consulting body continuing on indefinitely.
However, if SRFMP is to continue-strengthening financial management
capability of Sahelian institutions until the "second generation" of
projects in the Sahel is well underway, presumably with built-in
'financial controls, the project efformuaLbbextended for at least anadditional two_ to.three years. 
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INTRODUCTION
 

The Sahel Regional Financial Management Project was authorized in
June, 1982 with a project activity completion date of December 31, 1986.
The core of project activity is the two years of long-term technical
assistance in the form of teams composed of one expatriate and one
Sahelian financial management expert based in Mali, Senegal, The Gambia,
Niger and Upper Volta. Since the expatriate arrived in each country
between May and October of 1983, SRFMP is now roughly at a mid-point in
project activity. 
Enough project experience exists from which to assess
performance. Yet, sufficient project life remains for evaluation
recommendations to be effected as well as for decisions concerning
project continuation tc be made and enacted.
 

With 	this in mind AFR/SWA prepared a suggested scope of work for the
mid-term evaluation mandated by the project paper and selected a three
person team. 
The team included expertise in training analysis (Bruce
Jordan, consultant), financial management analysis at the project level
(Wilbert Luck, consultant) and project development and evaluation (John
Cloutier, REDSO/WCA, team leader.)
 

The suggested scope of work provided to the evaluation team by
AFR/SWA presented in Annex C is extremely thorough. Basically all the
subjects in the scope of work are' treated in this evaluation. However
the time constraint of evaluating in five weeks a project with activities
in seven countries end managed in Washington, D.C. necessitated a
prioritization of tasks. 
 Early in its analysis of project activities the
evaluation team concluded that emphasis should be placed on matters which
most clearly demonstrate project progress and those which most likely
would require corrective actions. 
Based on early interviews in AID/W,
particularily in AFR/SWA and AFR/PD/SWAP, the evaluation team decided to
stress documentation and analysis of major SRFMP activites to date and
aspects of project organization and operations such as home office
operations and the relationships among USAIDs, SRFMP teams and host
country institutions, and the question of possible project continuition.
 

Evaluation procedures included lengthy interviews with involved
officials from AID/W, SRFMP headquarters, USDA, VPI, USAIDs, SRFKP field
offices and host country ministries. In addition 4-7 project sites were
visited in each country (except Gambia) to assess preliminary impact of
SRFMP through interviews and document review. 
In Washington, D.C. and in
each country visited extensive document review was performed. The
following documents served as 
the basis for comparisons among countries
and justification for many conclusions by the evalution team:
 

" 	 project paper
" 	 Chad supplement
 

PASA
 
Cooperative agreement with VPI
 

• 	 monthly project reports
 
• 	 staff trip reports
* 	 staff job descriptions 
• country protocols

0 country memoranda of understanding

• 	 SRFMP Management Information System 
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.• consultant reports

* other internal SRPFMP reports


project correspondence
 

As the project Authorization Amendment to include Chad was not
effected until June, 1984 (the month the evaluation effort began), the
evaluation team has not attempted to assess SP 
activities there. It
is expected that many of the lessons learned from the other five FnTs in'

the Sahel will be applicable to Chad as well.
 

The evaluation team wishes to express its appreciation to Amina
Mwaikinda and Michael Lingery, Jr., of the REDSO/WCA Project Development
Division for their support services in the preparation of this document.
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PROJECT BACKGROUND AND DEFINITION
 

In 1981 the problem of weak financial management of AID-financed
projects in the Sahel was deemed to require immediate attention. AID
Inspector General audit reports (such as 81-35, "Problems in Host Country
Accnunting of AID Funds in the Sahel", January 29, 1981) documented
serious control weaknesses in host country accounting procedures for
AID-financed local currency funds and described the general problem of
underdeveloped institutional financial management capacity in Sahelian
countries. Recognition of the problem was reflected in Section 121(d) of
the Foreign Assustance Act requiring, after December 1981, that:
 

Funds available to carry out this section (including foreign
currency acquired with funds appropriated to carry out this section)
may not be made available to any foreign government for disbursement
unless the Administrator of the Agency for International Development
determines that the foreign government will maintain a system of
accounts with respect to those funds which will provide adequate
identification of and control over the receipt and expenditure of
those funds.
 

The immediate result of 121(a) was that the adequacy of host country
accounting systems involving AID-financed local currencies needed to be
certified. Responsibility for certification was delegated from the
Administrator to the Assistant Administrator for Africa who bases his or
her decision on recommendations from Mission Directors.
 

AID initiated a financial management improvement effort in the Sshal
In collaboration with the Office of Sahel and West Africa (AFR/SWA), the
Office of Financial Management (OFM) and USAIDs. 
The Development Project
Management Center (DPMC) of the Office of International Cooperation and
Development (OICD) of USDA participated In AID's assessment of the
problem and was contracted to provide workshops throughout the Sahel and
follow-up training visits to participants in 1981 and 1982.
 
The Sahel Regional Financial Management Project (SRFMP), authorized
in August, 1982, is 
a regional approach designed to help insure that host
governments achieve and maintain a system of accounting and management
for local currencies provided through AID projects, in conformance with
the legislative requrements of Section 121(d) of the Foreign Assistance
Act of 1961 as amended (FAA). 
 More broadly it is oriented to the need
for investment in improved project and program management.
 

SEFMP builds upon AID's pre-project efforts through DPMC to improve
financial management in the Sahel. 
Previous efforts involved the
creation of training materials, visits to Missions to ascertain
conditions, orientation visits to consult with Missions to determine
needs and plan future efforts in individual countries and workshops
conducted on AID's basic accounting requirements for local currency
expenditures. 
 SRFMP is designed to meet the complex financial management
needs indicated by the Missions within a regional framework following
logically upon the pre-project activites of 1981-1982.
 

The project contains grant funding from the FAA Sec. 121 account and
was authorized initially at 
$5.0 million for a 40 month period. (In
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June, 1984 grant funding was increased by t876,000 to include Chad.) 
 It
provides for a coordinated set of technical assistance and training
interventions in Mauritania, Cape Verde, The Gambia, Hali, Upper Volta,
Niger, and Senegal. 
These project elements treat first the requirement
to maintain accountability of AID funds and then, in the particular
circumstances of the countries, move each forward toward broader
financial management improvements according to a consistent concept of

structural progress.
 

The End-of-Project status as defined in the project paper is: 
 (a)
certifiability in 121(d) terms of all continuing projects in the Sahel
will have been maintained; (b) host country financial management
capabilities will not be obstacles to design and implementation of the
next generation of Sahel projects; (c) the level of competence in
financial management in each host government will have been enhanced;
"(d) AID will possess sufficient information to determine what further 
and 

efforts might be appropriate in the program management assistance field
in the Sahel and elsewhere.
 

The four basic elements comprising the Project are:
 

1. Long-term Technical Asnistance
 

This 
takes the form of a resident team composed of one expatriate
financial management expert and one Sahelian accountant/financial manager
for Hali, Upper Volta, Niger, Senegal and The Gambia. These teams
(except Gambia) work directly with local project staff (project managers
and accountants) and other host country personnel to strengthen financial
management and to solve practical problems of project implzintation.
The team leader and USAID personnel identify the projects where
assistance is needed. 
The resident team generally works with project
staffs designing and establishing accounting systems as needed, and
training project staff in financial management techniques and practices.
The Senegal team was initially assigned responsibility for Hauritania,
Cape Verde and project-specific activities in The Gambia.
 

2- Short-term Technical Assistance
 

U.S. short-term technicians with specialized financial management,
training and workshop development skills are available to all resident
technical assistance teams, although their use has been significantly
less than anticipated in the project paper. 
Short-term personnel have
been from the United Stares or occasionally from the Saholian country
involved. 
This resource provides additional assistance as needed on a
country-by-country basis, allowing for a flexible response to financial
and broader project management needs identified by the Hiesions and
 
resident teams.
 

3. Short-term Training and Workshops
 

This training is provided in-country on a national level as needed
and for specific groups of projects (i.e., training in planning/budgeting
for projects requiring this assistance). Workshops focus on financial
management training and frequently utilize critical incident cases to
develop financial management skills. 
Two regional workshops have been
held to allow the fMTs from the different countries to exchange
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information on innovations and solutions to their financial management
problems with their counterparts from other countries. 
This kind of
workshop is 
to allow for maximum utilization of the lessons learned

within each country.
 

4. Materials Development and Dissemination
 

Central project management inWashington is responsible for the
preparation and distribution to the resident technical assistance teams
of materials developed for workshops. 
This is the primary function of
the Training and Materials Specialist who is based at project
headquarters and travels in the field about half the time. 
 The Project
Director and Training and Materials Development Specialist promote
participation by the Missions in materials development to make certain
their maximum applicability to each financial management situation.
 

The project balances two objectives. On the one hand, AID is very
involved in its intensive effort to maintain 121(d) certifiability of
proaects using direct-hire and contract staff. 
On the other, the project
promotes improvements in project management by Sahelian host
governments. Maintaining a balance between these two objectives is 
a
challenge. 
Too rapid a movement toward meeting higher project management
improvement goals diverts attention from AID's first priority: 
 ensuring
accountability for AID funds. 
However over-emphasis on "hands-or"
technical assistance does reduce the host governments' motivation for
self-development and eventual institutionalizaton.
 

The project paper assumes that AID will pursue improvements In its
own policies and practices in order better to utilize its own human
resources, thereby complementing SRFMP efforts. 
Assumptions include more
financial management training of project officers, better guidance and
reference materials, more appropriate staffing of missions and more
detailed guidelines on project paper financial, institutional and
implementation sections. 
AID has increased somewhat the training of
project officers by expanding the financial management component of the
Project Implementation Course and by distributing more detailed
guidelines defining project officer financial management responsibilities
In on-going projects (such as Payment Verification Procedures Policy) and
in new designs. However, anticipated personnel cutbacks in Sahel
missions may lead to the reduction of Controller staff by one direct-hire
in several posts; most likel7 to go is the Financial Analyst position.
This will reduce missions' abilities to perform financial analyses and
monitor project accounting systems.
 

Although SRFMP was designed as a regional response to what was
perceived as basically a regional problem, the design and methodology It
promoted stressed problem identification and resolution on a country by
country basis with transferability of 
vesources among countries as
needed. 
The general training concept and methodology used is the
Action-Training Model as developed by DPMC (see "An Action-Training
Strategy for Project Management", 07/10/77 DPMC). 
 Major components of
this training include project level intervention visits, group training,
use of short-term consultants, development of training materials, closecoordination with USAIDs and host country personnel and on-the-jobtraining. The first step in the SR MP approach generally is one of
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project level assessments to determine the quality of the accounting
process at 
individual projects and specific training requirements. The
assessment is translated into specific recommendations for financial
management improvements for each project and forms the basis for training
plans. 
Workshops and follow-up visits to participants are the next step
in transfering needed skills and directly reinforcing their utilization.
The coordination of these efforts with the home office includes
collaboration with the Training and Materials Specialist in development
of training materials and workshop presentation, policy and technical
guidance from DPMC staff and overall guidance and supervision from the
Project Director. 
SRFMP priorities for activities generally incorporate

USAID and host country concerns.
 

With about one person year (out of an intended two) of long-term
technical assistance already provided in Mali, Upper Volta, Niger,
Senegal and The Gambia, activities have evolved from project level
assessments and their immediate follow up to longer-term and more
comprehensive training programs. 
The next year of long-term technical
assistance will emphasize efforts to solidify and, to the extent
possible, institutionalize financial management improvements made to date
and to provide broader training to enhance the financial management

institutional capacities in Sahelian countries.
 

oI 
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ORGANIZATION AND OPERATIONS 

A)' Home Office
 

SR PM is implemented through a Participating Agency Services

Agreement (PASA) with the U.S. Department of Agriculture. The unit
involved is the Development Project Management Center of the Office of
International Cooperation and Development (OICD/DPMC). 
As described in

the project paper the PASA with USDA was selected because of DPHC's role

in financial management training in the Sahel prior to project
authorization, a need to avoid interruptions in on-going financial
 
management improvement efforts, USDA's low overhead, and the
actiou-training methodology developed by USDA. 
(All project activities
 
are funded through the PASA which totals $5,876,000, including Chad.)
USDA in turn negotiated a cooperative grant agreement with Virginia

Polytechnic Institute and State University to provide most of the

project's technical assistance, training and commodities.
 

Four organizations were contacted by USDA/DPMC prior to the final
selection of VPI. 
 (The contract was not advertised.) According to

officials at DP11C, 
VPI was selected based upon the following criteria:
 

proximity to Washington, D.C. 
magnitude of international ope:ations 
experience in extension activities
 
integration of international division within the University

number of already successful contracts with USDA
 

The project management structure is based in Washington, D.C. at USDAand AFR/SWA but individual USAID missions are erpected to identify,
approve and manage all project-funded in-country financial managementactivities under the policy and implementation guidance of AFR/SWA. USDA

is the overall implementing agent and is responsible for project

coordination. 
The primary officer for providing AID policy and
implementation guidance is an AID Direct Hire Project Officer based in
AFR/SWA. A secondary AID project backstop officer is located in

AFR/PD/SWAP. 
The project officer monitors USDA and VPI performance,

provides technical guidance, receives copies of a]l day-to-day SRFMP

correspondence, clears offical project correspondence, and prepares AID
project documentation as necessary. 
USAID missions are to be active in
day-to-day project implementation, although the involvement varies amoug
the five missions having project teams. 
 Besides approving all in-country

project activites, USAIDs negotiate protocols and other agreements with
host countries, approve personnel assignments, ensure partccipation of
project officers and lfaise between in-country activities and the AID/W
Project Officers. The USAID Controller is the technical contact point in
each mission and in three posts he has also served as SRFMP Project

Officer. 
The degree of technical guidance provided by mission

Controllers has been substantial and is reflecteed in FMT activities
responding to AID financial requirements. Roles of other mission offices
 
are less defined and vary among missions.
 

Under the PASA, USDA is responsible for performing or arranging for

all project implementation actions and functions. 
USDA responsibilities
can be summarized as: 
 managing and supporting technical assistance and
 



training, technical program guidance, development of training materials
and overall project implementation planning, coordination and
evaluation. 
 Resource constraints and personnel ceiling. led DPHC to
contract for moat of the above activities.
 

The cooperative agreement between USDA and VPI basically stipulates
that VPI will carry out designated project tasks in the seven countries
of the Sahel, closely coordinating its work with USDA. 
The DHPC
technical assistance involves providing team building ini'ormation,

professional reviews of reports and participation in seminars and
colerences. 
USDA and VPI agreed to liaise on personnel itnd
administrative matters and install a Principal Investigator from VPI as

liaison and to conduct specific studies.
 

Staffing:
 

The key managerial entities in the project are Afl/SWA, the DPMC
staff and the full-time SRFMP staff provided by VPI and physically
located at DPMC. 
Other VPI officials play roles ranging from partialsupervision of SRFMP staff to wholly adviaory. 
Successful project
management requires smooth working relationships between the DPMC
Executive Officer and Senior Project Director, who bill up to 10 percent
and 20 percent of their time, respectively, to the project, and of them
with the full-time SRFMP Project Director and his staff, and the AID/W
Project Officer. 
The chart on the following page illustrates project

organization.
 

The DPMC Senior Project Director has been instrumental in setting
field staff recruitment techniques and in further developing the
action-training concept utilized in pre-project activities. 
(See
Recruitment discussion below.) 
 The Senior Project Director monitors
project progress, clears official project correspondence and provides

policy guidance. 
The position is a difficult one to occupy, 
as
timeliness and bureaucratic efficiency generally necessita:e direct
communication between AID/W and the SRFMP ?roject Director. 
It is not
realistic to expect the Senior Project Director to function as a soledirect supervisor of the Project Director vhen AID and VPI officials alsoassume aspects of supervision. The role which has evolved for the Senior
Project Director emphasing policy guidance and coordination of DPMC
expertise is an appropriate one. 
 Initial uncertainty over the role of
the Senior Project Director vis-a-vis the Project Director led to a lack
of unity of command, inconsistent instructions to field 
staff andresulted in conflict within the SRFMP Washington office. The present
Stateside management of the project responds to past manAgoment conflictby having a "management committee" composed of DPMCthe ExecutiveOfficer, Senior Project Director, Project Director and VPI Principal
Investigator jointly make project decisions. 
 It appears that project
management entities are now operating sufficiently smoothly and
 
harmoniously.
 

The full-time SRFMP/W staff includes the Project Director, Logistics
Coordinator, Training and Materials Specialist and three support staff
personnel. 
The Project Director manages or supervises all project
activities including technical, strategic, financial, administrative and
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logistics matters. 
Requirements include considerable travel (at least
three months per year). 
 Besides receiving direction from AID/W, DPMC and
VPI, the Project Director shares management of field operations with the
SRFMP Project Officers and management of the several USAIDs. 
 The Project
Director has shown flexibility in balancing the interests of these
parties, particularly the USAIDs. 
The presence of a ezoject Director
with extensive AID and overseas financial management and managerial

experience is a major strength of the project.
 

The Logistics Coordinator helped arrange all ac:iiistrative and
logistics support as the teams were put in place in 1983. 
 Project
designers had the foresight to realize that successful field
implementation required sufficient logistical support and involvement of
the home office. 
The Logistics Coordinator has been responsible for,
inter alia: purchasing and shipment of furniture and supplies, shipment
of air and sea freight, travel arrangements, employment procedures at
VPI, overseeing funds flow, and logistics for short-term consultants.
Team leaders were generally appreciative of efforts by the Logistics
Coordinator to resolve settling-in problems. 
However, since the
Logistics Coordinator was unable to speak French, his ability to act
independently from Team Leaders during field visits was limited. 
With
all the teams except Chad's in place and operating it is doubtful that
requirements for logistical services and other related administrative
services are sufficient to justify a full-time Logistics Coordinator any
longer. The evaluation team recommends that project management
critically assess the need for this position and consider transferriug
administrative tasks now performed by the Logistics Coordinator to one or
more support staff and phase out the position, at least as a full-time
 
ones.
 

The Training andMaterials Specialist coordinates the documentation
and dissemination of materials developed, assists FMTs in their
consulting roles, assists in identification of consultants and provides
their oreientation, helps prepare regional meetings and provides
continuity at SRFMP/W in the absence of the Project Director. 
This
specialist was involved in pre-project training activities in the Sahel
In 1981/1982 and provides continuity to the present project. 
Field team
assessments of his input through frequent visits were completely
positive. 
It is expected that demand for his services will increase even
further as country-level efforts take on more elaborate training
activities. 
The position is advisory; impact depends on FNT receptivity
to his ideas and suggestions. 
As the Training and Materials Specialist
cannot act as a supervisor of FMTs with respect to training, it is
essential that the Project Director and other management units actively
support the implementation of training methodology and materiali

developed by thia specialist.
 

The Principjl nvestigator rerresenting VPI provides liaison services
between VPI and USDA and conducts studies of managment development
approaches, including the Management Information System (MIS). 
 (See MIS
eumary below.) 
 The position is financed from USDA allocated overhead.
According to the Project Director, the Principal Investigator is about 75
percent fulltime on SRFMP activites and travels considerably. Interviews
with FHTs indicate that the inability to speak French and the absence ofwell defined scopes of work prior to field visits have hindered theeffectiveness of the Principal Investigator. 
The language constcaint
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appears to have resulted in disproportionate travel to English-speaking
Gambia. (See travel discussion below.) 
 The need for clearer scopes of
work was expressed by several FMTs as a prerequisite for further visits.
The role of the Principal Investigator is 
not clear to either the FMTs or
the USAIDs. 
 Interviews of FMTs conducted by the evaluation team revealed
less understanding of this position than of any other. 
The evaluation
team recommends that SEPMP/W, DPMC, AID/W and VPI determine specific
objectives for Zhe Principal Investigator for the remaining life of the
current cooperative agreement. 
 It is entirely likely that the Principal
Investigator's amount of time allocated to S.FMP can be significantly

reduced.
 

The SRFMP/W support staff includes an administrative assistant,
bilingual secretary and a typist. 
The support staff level of three is
consistent with the project paper plan. 
In June, 1984 the position of
typist became vacant. 
The Project Director explained to the evaluation
team that since typing needs have decreased, the position should remainvacant Indefinitely. 
This third support staff position appears
unnecessary at this time. 

Recruitment
 

Recruitment occurred for four categories of project staff,
 
specifically:
 

a Full-time FMr Leaders
 
. Full-time FMT Sahelian Members
 
0 SRIMP Headquarters Admini'strative staff
 
* Short-term consultants
 

The processes for staff member selection differed for each of the above
categories. 
The Team Leader was selected as the result of a process of
advertising, a one week evaluation workshop, and AID review and approval
of final candidates. 
 Of the five Team Leaders selected, however, two
stated that they were contacted by VPI and not as a result of their
response to an advertisement. 
Only one of the five team leaders was

recruted from within VPI. 

Team leader selection specifically.included the following activities:
 

SRFMP definition and development of a formal selection processincluding a preliminary screening process based on advertisement responses (go, no-go criteria applied to CV's and telephone
interviews), an extensive application package review (package
included resumes, self-evaluation forms, reference lists),
candidates passing initial screening, an intensive one week
evaluation seminar with the remaining eleven candidates.
 

* 
 Selection criteria used to score candidates during the one week
 
evaluation workshop:
 

Oral French
 
Written French
 
Oral English
 
Written English
 

- Group Communication
 
- Interpersonal Communication
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- Intercultural Skills/Understanding,
 
- Managerial Performance 
" Facilitation/Adaptability 
- Situational Adaptability" Coordination Ability (among different entities) 
- Skills Transfer Capability
" 
 Project Autonomy Building (Institutionalization)
 
" Education/Training


- Prior 3rd World Development Experience Appropriate to Job
- Prior Experience Working In/With/Between Bureaucracies 
- Supervisory/Management Experience
" Technical Competence 
" Consulting Experience. 

The selection of fPT members was more or less consistent among
countries with the exceptions of Niger and The Gambia. 
The process
included formal advertising, desk review of CV's, and personal interviews
-
some highly structured. 
The Upper Volta review process was
substantially more rigorous than that for any of the other countries.
The Nigerien FMT Team Member was chosea 
 before the Team Leader left the
U.S. due to his prior work with USDA during the pre-project activities.
The present Gambian Team Member was chosen partly as the result of his
superior performance in the initial training course and partly due to the
lack of interest in the position-on the part of the originally identified

Team Member.
 

Finally, the short-term consultants were chosen on the basis of
advertisement, desk reviews of the excessive amount of applications
documentation, and personal iuterviews.
 

Overall team leader recruitment was thorough and detailed and
utilized several creative interview techniques. 
Team member selection
reflected the style of the team leaders but was generally found to be
thorough and fair. 
SRFMP headquarters staff selection was less
comprehensive and yielded some persons from VPI.
 

Management Information System
 

The project's Management Information System was developed as a means
to provide useful information to the FMTs and provide project
decisionmakera and managers with a clear sumary of project activities todate as well .a indicate future direction. The development of the system
has required much of the Principal Investigators's time, involvement by a
consultant, and some travel.
 

The measure of the appropriateness of an MIS is directly related to
the utility and satisfaction its users derive from it. 
 The evaluation
team discovered a general level of dissatisfaction with the MIS among
most users but an acknowledgement of the necessity for having some
configuration of an HIS in-place. 
The greatest disparity in and
perception of the HIS's utility was between the SRFMP Washington staffand the SRF'P FMTs'. 
 This difference is best illustrated by the
description of the MIS by SRFMP Washington as a "Management Information
System" while the FMTs tended to dencribe it as a "Monitoring Information
 
Systam".
 

'Ii 
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Observations by the evaluation team reflecting problematical aspects
of 	the HIS include:
 

* 
Very little evidence of SRFHP Washington analytical use of
MIS data to manage SRFMP field activities - primarily HIS is

reporting device to satisfy AID requirements.
 

# 	Very high frequency of revision of HIS elements.
 

0 	Failure of FHTa to comply with MIS reporting requirements and
standards - in specific instances 
- leading to disparities in
reporting periods among FMT data.
 

0 No feedback to FMHs of MIS data from SRPFMP Washington,

thereby leading FMs to doubt the utility of the HIS'for
 
their own management.
 

a 	FMTs consistently complained of the level of the reporting

burden which the MIS placed on them. 
Further probing into
this revealed a surprising amount of time expended in
supporting MIS reporting requirements. Estimates from the
FliT's ranged b-dtveen a few days to one week for monthly
reports and several days to two weeks for quarterly reports.
 

a lis indicated that once their Country Action Plans (CAPs)were submitted to Washington they rarely-received feedback onhow these plans were perceived. 

.	 IS (May, 1984) is not 
The current official version of the 

yet being used by the Fis.
 

One of the primary problems of the MIS is the frequency and volume
of 	changes which have occurred since its inception and the resulting lack
of 	useable operational data, especially with regard to progress
indicators. 
The evaluation team is reluctant to tamper with the 
IS 	for
fear of causing further revisions and its ultimate failure as an
operationally useful system. 
However, recommendations are offered to
improve the utility of the system without causing further operational

disruptions or delays:
 

SKMP Washington should carefully review its use of and need

for MIS-specified data. 
 It should eliminate the information

corresponding with "nice-to-know" and "not-absolutely
necessary" categories. 
This will help eliminate some of the
reporting burden ip the field, stress the enhanced use of
remaining data and promote basic operational efficiency of
 
the IS.
 

Survey the FMTs to determine what aspects of 	HIS reporting
they find useful or non-useful and what information and data

they need for management/operational purposes.
 

Ensure and enforce compliance with HIS reporting and
operating requirements both in Washington and the field.
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Travel
 

The chart on the following page summarizes travel financed by the
SRFMP project based on information obtained from SRFMF/W and AID/W. 
Due
to the regional nature of the project and its Washington, D.C. based
management, frequent travel by most staff is required. 
In fact several
scopes of work for SRFMP/W staff include estimates of anticipated travel
including three months per year for the Project Director and six months
per year for the Training and Materials Specialist. For most project
staff the amount of travel to date is reasonable. However, there are at
least several instances where individual trips to the Sahel could have
been combined to increase efficiency. For example one DPMC official
traveled to Niamey for a two day visit which perhaps could have been
combined with his visit to Dakar a few weeks earlier. 
In another
instance the Principal Investigator did in fact combine a Dakar visit
with a Banjul trip but did not inform the Dakar based FMT of the
impending visit. (The 
 team leader was out of the country.) To the Dakarregional conference in June, 1984 DPMC sent both the Executive Officarand the Senior Project Director when the presence of either one would
have been adequate. The Niamey conference of October, 1983 had so many
attendees that some FMIs complained that substantive discussion of
project events was hindered by the visiting parties who outnumbered FMT
personnel. 
The decision to send the Logistics Coordinator along with the
internal VPI evaluation team was not justified. 
His trip report verifies
that he was not substantively involved in the evaluation itself. One
USAID reports requests for country clearance for travel which were
subsequently withdrawn after the USAID cabled for complete scopes of work.
 

In order to increase cost-effectiveness of travel the evaluation team
recommends that AID more closely monitor project travel and that SRFMP
funded travel for work in Francophone countries be performed by staff who
have reasonable French speaking capability and well-defined scopes of
work. 
However, based on reviews of staff trip reports and interviews in
the field most staff travel has been appropriate, timely and focused on
 
clear and realistic objectives.
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Country VuiXs - 0ace* 

Person FMT Arrived 

James 1. WillIams 

Ruth in-e 

John P. Raleigh 

Brold W.Walker 

Karen Vadrop (part-tie)
Jia Pocopis - AIDv/W 
Morris Soloemn - DPNC3111 loofUalle - OICD 
Merlyn Kettering - OP C
Lloyd Mitchell  yff 

Don VanNoy -vag 

The 
Gambia 
9/83 

2/83 
8/83 
1/84 

2/83 
2-3/84 
7/84 

11/83 

, 

Hall 
7/83 

11/82 

11/82 

2/84 
6/64 

6/83
4/34 

6/83 

Mauritania 

3/83 
8/83 

3/83 

6/83 
11/83 

6/8 

8/03 
10/83 
11/831/84 

Niger 
S/83 

11/82 
0/83 
10/83 
7/84 

11/82 
10/83 

3-6/83 
10/83 
3/8644/84 

6/83
10/83 
61/8
1 /83 

7/8410/83 
10/183 

Seneal 
6/83 

2/83 
8183 
1/84 
6184 
7/84 
2/83 
8/83 
2/84 
6/84 
11/83 
1/64 
3/846/84 

6/83
4/84 

6 

6/84 

6/84 

Upper 
Volts 
6/83 

11/82 
2/84 

11/82 

7/83 
2/84 

6/83 

Cape
Verde 
-

3/84 

7/83 
3/84 

. 

3 14 

Ted Plnock - TZ8U 
ilt Visa  P/6S41
.1. Lavery - V'PSU 

l~a. Ihso -V'IrIUO10183P.. asey-

Ron Phillips - Consultautlga Barenuo - Couantlem 

7/834/184 
4/8 

3-6/83 

1/83
$11V3/3 

10/83 

4/684 

4/84 
10/310810/13 

8.6 

88/13 

Paul LibtaaseU - ConsuLtant 

il1 0O1ally - Consultant 1/83 2/83 

11/83 

11/83 

1/84 
3 : 

4 i. 

Frank Lusby - Consultant 
go Raak - Consultant 
Jant Tuthill - Consultant 
John Laroe@ - Conaultant 

2/83 
12/3
5184 

'10/83 

3/84 
2/3 

*doom o InludeFIM travel to neLonal Goe teg 
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Financial Summary of Operations
 

The SRPMP project was authorized in August, 1982 with a life of
project funding of $5.0 million and a PACD of December 31, 1986. 
In
Juni,, 
 1984 total funding was increased by $876,000 to provide project
resources for Chad. 
All funds are obligated through the PASA with
 
USDA/DPMC.
 

The budget summary in Annex C was prepared by SRFMP and clearly
presents projects expenditures compared to budgeted amounts for the
period ending March 31, 1984. 
Short-term experts, Sahelian private
consultants, field workshops and training materials expenditures are
signigicantly less than budgeted amounts. 
Project start up costs were
greater than expected due primarily to thorough recruitment techniques.
Other costs, including those for home office operations, are reasonable.
 

A major advantage of the use of a PASA is the relatively.low overhead
of USDA: 25 percent. 
This amount is divided between USDA and VPI. VPI
receives 15 percent, with all costs for the VPI Principal Investigator
paid from USDA overhead. This yields an actual VPI overhead rate of about
18 percent and the remaining seven percent fcr USDA.
 

B) FieldOperations
 

In each of the five countries with FMT's (this does not count Chad) a
memorandum of understanding was negotiated b~tween USAID and SRPMP and aprotocol agreed upon by the USAID and the host country ministry most
involved with the project.
 

The memorandum of understanding discusses the status of the protocol
to be signed, selection of personnel and arrangements for their
assignment. 
The memorandum is an outline of the bureaucratic
relationship of SR.FMP to USAID, identifying the USAID project officer,
technical backstop officer and the USAID role in FMT workplan preparation
and execution. 
Agreements on logistical support including housing,
furniture, appliances and otbr services are also included in the
 
memorandum.
 

The five memoranda are standard in most provisions, differing
primarily in project officer designation, role of the Controller's office
and logistical support. 
 In each case the memorandum was signed prior to
the arrival of the team leader by the AID/W Project Officer, SRFMP
Project Director, USDA Senior Project Director and the USAID Director.
 

The protocol formalizes the agreement to carry out the project
including terms, conditions and contributions of both AID and the host
country. With the protocol signed, SRFMP teams could contact host
country personnel in an official capacity and begin activities. Ideally
team leaders should not arrive in country without a completed protocol.
As described below the absence of a signed protocol prior to arrival of a
team leader caused difficulties in some initial FMT activity,

particularly in Niger.
 

The following country specific summaries highlight primary
organizational relationships and management structures.
 



20
 

Senegal
 

The SPFP office is located in the same building as USAID,
facilitating frequent interaction. 
The formal relationship between SRFMJ
and USAID was primarily through the Controller's office from the arrival
of the team leader in June 1983 to the time of the Controller's departure
from post in early 1984. The FMT and then Controller developed a plan to
assess 24 USAID/Senegal projects involving local currency. 
Assessments
concentrated on training needs and resulted in the scheduling of specific
training activities both to complement mission certification procedures
and to enhance financial management awareness among USAID project
officers and host country personnel. The Controller monitored SRPIP both
as the project officer and technical backstop officer.
 
The SRFMP/USAIDworking relationship was effective due to the close
collaboration between the FMr and the Controller. 
It was further
strengthened by the implementation of training courses involving USAID
personnel, including one particularily innorative two-day course
conducted specifically for USAID project officers. 
Project officers were
briefed on financial management problems common in Senegal and also
involved in 
one on one sessions to learn of the financial status of their
own projects. 
The results were better Mission understanding of the SRFM
role, an awareness of resources available through SRFM, 
and greater
project officer awareness of finAncial management issues. 
The evaluation
team comends SRFP/Senegal for attaching high priority to the need for
USAID project officer training and the USAID decision to make attendance
at the workshop all but mandatory.
 

With the daparture of the Controller the close relationship between
USAID and SRFMP began to deteriorate. The Contoller position continues
to remain vacant. 
USAID did not designate another Controller staffer or
other technician to serve as project officer. 
At the time of the
evaluation the mission Management Officer was granting administrative
approval for SRFMP vouchers. 
Thus the management officer was functioning
as project officer in only the narrowest sense. 
Clearly SRFNP requires
an active project officer who is either in the Controller's office or is
a project manager. 
The evaluation team recommends that USAID/Senegal
imediately assign a project officer to backstop the SRFMP project.
 

The project paper envisioned the team leader in Senegal having
responsibility for Mauritania, Cape Verde and project specific activities
in The Qambia as well as for Senegal. This arrangement assumed that
local currency accountability in Senegal would require fewer project
resources 
than Mali, Upper Volta and Niger. Close examination of project
accountability by both SRFMP/Senegal through its assesssment visits and
Controller staff through project visits for certification reviews
Identified many additional needs. 
For example, many projects were
determined to be only marginally certifiable, with the long-run
maintenance of certifiability uncertain. 
Project accountants are
frequently not adequately trained and project directors insufficiently
Involved in financial management. In addition, recent audit reports in
Senegal indicate serious deficiencies in project accountability. 
The
evaluation team thus concludes that the challenge of maintaining adequate
project accounting systems and providing training of involved personnel
requires the efforts of a 
full-time Fbr in Senegal.
 



Recently SRFMP/W transferred "management responsibilty" for
 
Mauritania from Dakar to the home office. The home office will respond
 
to Mauritania mission requests and continue training at the workshop
 
level as well as at project sites through consultancies. The evaluation
 
team considers this transfer of responsibility to be appropriate and fair
 
to the Dakar FMT. A more detailed needs assessment is about to be
 
conducted in Cape Verde by a consultant which will help to define more
 
clearly the level of SRFMP effort required there. The evaluation team
 
recommends that responsibility for responding to Cape Verde's needs as
 
determined by the assessment not continue to be assigned to the Dakar
 
FMT. Correspondingly it is recommended that project-level assistance
 
needed in The Gambia be provided by SRFMP/Banjul rather than by the Dakar
 
FMT, (See Gambia section below). The assignment of four countries to
 
SRFMP/Dakar has diluted its overall efforts and naturally led to less
 
thorough project level interventions in Senegal, particularly during the
 
first six months the team leader was in country.
 

Gambia
 

The USAID Controller serves as both the SRFMP Project Officer and
 
technical backstop officer as outlined in the memorandum of
 
understanding. The memorandum is worded to require of the Controller
 
close monitoring and a more direct supervisory role of the team leader
 
than in Senegal. The "activist" role of the Controller is accepted by
 
the FMT and host country personnel and is a major factor in maintaining
 
smooth working relationships between FMT, USAID and involved Gambians.
 
Work plans developed by the FMT include needs as perceived by USAID and
 
the host country.
 

As accountability in AID projects in The Gambia is considered to be
 
relatively high and frequent Controller's office visits to project sites
 
indicate adequate accounting systems are being maintained, the main
 
thrust of SRFMP/Banjul is in training of mid-level and upper-level
 
ministry staff. The design of the major training activities to date and
 
of those planned indicates close consultation with the government (GOTG)
 
at many levels. In order to solicit input from ministries before
 
planning training courses, the FMT interviewed 24 high-level GOTG
 
officials individually. These interviews affected both the content and
 
the timing of the two-year training plan. The FMT also maintains close
 
contact with the Offices of the GOTG's Auditor and Accountant General.
 
These offices have offered course input and provided several training
 
participants. The evaluation team concludes that SRFMP/Banjul's training
 
courses effectively address training needs as determined by the GOTG and
 
the FMT.
 

In June, 1984 the FMT moved from its offices in the main government
 
building to the Management Development Institute (MDI), a government run,
 
World Bank/UNDP-financed training institution for middle and genior
 
levels of the Civil Service and the parastatal and private organizations
 
in The Gambia. The former location facilitated a close and direct 
working relationship with GOTG officials but caused SRFMP to appear as an 
independent unit. The MDI site places the FMT in its institutional base 
as identified in the project paper and agreed to in the country 
protocol. Future training courses will be MDI activities provided 
through SRFMP resources. The transition from a semi-autonomous SFMP 
effort to a functioning division within MI will require adjustments by 
the FMT and MDI management. For example the FMT,
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with tvo secretaries and a messenger, has a level of support staff
unaffordable to MDI. 
SRPMP support staff needs to be at a comparable
level to other MDI offices and more fully merged into the MDI labor pool
in order to facilitate further institutionalization. 
Since no document
was signed concerning the conditions of the move there remain items such
as these for discussion by USAID, SRFHP and MDI management. The
evaluation team recommends that such moves toward institutionalization be
formally documented.
 

The Host Country Project Coordinator is the Establishment Secretary
of the Government of The Gambia. 
The Coordinator played a key role in
arranging initial SRFMP/Banjul contacts with government officials and
laying the groundwork for the integration into MDI. 
Now that the FMT has
moved to the MDI the evaluation team suggests that SRFMP and USAID
identify a Host Country Coordinator directly Involved with the MDI such
as a 
member of the Board of Directors of MDI. 
Such a change would show a
strong project commitment to integration within the MDI framework.
 

The SRFP/Banjul Sahelian team member is 
a Gambian employee of MDI.
Of the five FMTs, only in Gambia is the team member a counterpart in the
sense that he is funded by the government and recruited so as to continue
project activities beyond direct AID involvement from his present

Institutional base.
 

Niger
 

The memorandum of understsinding identifies the USAID GeneralDevelopment Officer as SRFMP Project officer, with the controller as
technical backstop. 
With the advent of an Education and Human Resources
office in the mission led by a USDH project officer, responsibility was
shifted. 
The roles of the project officer and technical backstop were
not clearly defined within the mission. The Controller's office has
stressed the crisis nature of 
:ertification of AID accounting systems and
from the arrival of the FMT in May, 1983 expected SRFMP resources to
address 121(d) issues under Controller office supervision. 
The absence
of a protocol until August, 19113 exacerbated the problem of role
definition within the mission mid frustrated the FMT which was unable to
commence activities formally. 
In June, July and August the FHT accepted
specific tasks assigned by the Controller rather than be inactive
awaiting a signed protocol. 
However, the SRFMP team was utilized as a
direct extension of the Contro.ler's office only and was unable to lay
the groundwork for a training program. 
Without a protocol and with
limited direct involvement by I.ts home office to effect a protocol, the
FMT lacked an institutional batie and a formal "raison d'etre." 
 During
this period a precedent was 
set: whereby the Controller functioned as the
SRFMP "team leader" by determining SRFMP assignments, project visits and
general scheduling. 
By August, 1983, when the protocol was signed, the
Controller had assumed a de fa,:to role of project officer as well as
technical backstop. Unfort'nately, SRFMP and mission personnel did not
negotiate a long-term activity plan which incorporated both the concern
of the Controller's office over immediate certification requirements anl
the longer-run SRFMP contribution to enhanced overall accountability in
AID projects through training and workshops. This problem was
exacerbated by a lack of assertiveness by the FMT in defining its own
objectives and demonstrating how a realistic project activity plan couldaddress i-mediate certificati)n difficulties as well as longer term
development efforts in this field.
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By late 1983 the situation was polarized with communication between
the FMT and the Controller at such a low point as to Jeopardize prospects
for success. 
Within the mission the relationship between the SRFMP
project officer and technical backstop (Controller) symbolized the
competing perceptions of SRFMP as a training project versus an extension
of the controller's office. The lack of a cohesive mission strategy for
utilizing SRFPP resources and a lack of assertiveness by SRFMP personnel
caused the project to be seriously behind schedule. By spring 1984 there
was some progress due to staff changes in the mission. 
However the new
Controller was not involved in the preparation of the six month workplan
and refused to approve the plan. 
The evaluation team strongly recommends
that SRFMP staff, Controller personnel and the Project officer meet with
USAID management to agree upon a workplan. 
A likely compromise would be
a plau stressing activities which directly complement the immediate
certification need during the next several months but is then broadened
to include workshop and training which continue to assist the
certification effort, albeit in a more indirect and long-term manner.
 

The initial relationship between SRFMP and the host government was
unclear because of no signed protocol. The identification of the
Director of Investment as the host country Coordinator and his frequent
meetings with the FMT has helped to create a smooth relationship.
SR MP/Niger lacks one major advantage enjoyed by the other four FMTs:
the Sahelian team member is 
not from the country itself. Thus the team
member is 
not a natural liaison with Nigerien governmental agencies. 
Nor
is the team member planning on remaining in Niger after direct AIDinvolvement in financial management through SRFMP is terminated.Although the evaluation team finds the team member's academic credentials
to be outstanding, it is recommended that a Nigerien be recruited as teammember prior to any extension of the technical assistance beyondscheduled termination in May, 1985. 
its

SRFMP and USAID should considerrequesting that a government employee (with financial management
training) be assigned to the FMT. 
The best source would be a ministry orentity which contains good prospects for institutionalizing this
effort-such as the Ministry of Finance or ptrhaps a division of the

President's office.
 

The FMT's present procedure of holding monthly meetings with all
accountants of USAID projects is 
not only an innovative approach to
enhancing the professionalism of accountants in Niger but also promotes
the SRFMP-host country relationship.
 

Upper Volta
 

Although the protocol was not signed until three months after the
arrival of the team leader the FMT was able to begin activities almost
immediately. 
Lengthy protocol negotiations resulted from internal
governmental changes rather than uncertainties about SRFMP. 
As the USAID
portfolio is dominated by agricultural projects administrated by the
Ministry of Rural Development (MRD), the protocol emphasized the MRD as
the governmental 
unit to be most involved with SRFMP. 
Therefore USAID
designated a Project Officer in the Agricultural Development Office (ADO)
to be SRFMP Project Officer and the Controller's office to be technical
backstop. 
Many mission personnel interviewed felt that the location of
the project officer in the ADO enhanced GOUV and overall USAID input in
determining project priorities. 
The formal and informal communication
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between the Controller staff, the Project Officer and the FMT is
unusually smooth and effective. 
The FMT works closely with the
Controller in determining training needs through project assessments and
in installing accounting systems in AID projects. 
Briefings for all
USAID project officers by the FMT on common financial management
difficulties and on individual projects have led to a close mission/SRF.P
relationship. A continuation of such briefings at regular intervals
(perhaps every 3-6 months) will be useful to participauts by increasing
their awareness of financial management importance and promoting broad
USAID involvement in SRFMP activities.
 

The FMT relationship with the host country is constructive; although
prospects for a timely assumption of project activities by the Direction
et Controls de la Gestion (DCG) were diminished during the August, 1983
change of government. 
The DCG and other government offices have provided
input into the FMT training and activity program. In addition, the
fPT/host country relationship was strengthened by briefings for Project
Directors tn 
solidify their interest and understanding of SRFMP. The
Host Country Coordinator, the Director Charges des Expositiones des
Affairs Current in the MRD, showed strong interest in again promoting the
DCG as a unit for possible institutionalization. 
The SRFHP/DCG link will
be strengtherned through an on-going training program for DCG staff
involving both classroom and on-the-job sessions. 
Given the uncertain
governmental situation in Upper Volta today the SRFHP relationship with
the host country is very good.
 

Mli
 

The controller serves as 
backstop. 

both SRFMP project officer and the technicalThe FMT responded to the Controller's concerns in its approach
to project assessments and in the organization of workshops and training
courses. 
Although coordination between the Controller and SRFMP is
close, other USAID offices are uninvolved in monitoring project
activities. 
The FMT has invited project officers to attend workshops but
has very little contact with other USAID offices such as those for
Program and Project Development.
 

As an early response to certification demands, the Controller's
office organized its Financial Analysis unit to conduct frequent project
site visits and provide sufficient one-on-one technical assistance to
ensure certifiability for most projects. 
Thus it is the Controller's
office which advocates using SRFMP resources 
for longer-run efforts which
will complement certification activities in the future. 
This long-run
view of SFMF efforts has allowed the FMT to conduct project assessments,
solicit input from ministry officials and develop a broad but relevant
training program in
a systematic manner. 
The FMT and Controller jointly
decided that SRFMP would not be seen as merely an extension of the
Controller's office but rather as an AID resource both to complement
Controller efforts and strengthen overall financial management in Malian
 
Institutions.
 

Malian involvement in SRFMP activities has been significant: ranging
from local consultants to help plan and conduct the two week
Planning/Budgeting Seminar to upper level ministry officials attending
various workshops. Participants in workshops include project accountants
as well as ministry officials who have the power to effect changes in
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financial management procedures In AID financed projects.
Country Coordinator, an official in the Ministry of Finance, 
The 
is 

ost
 
instrumental in arranging key ministry meetings, attends some SRFMP
activities and follows project progress.

top-down approach which has ensured 

Thus the FMT has employed a

OOM support and involvement in its
efforts.
 

Although the working relatiouships between SRFMP and USAID and the
GOM are smooth, much is informal and frequently undocumented. 
Theevaluation team recommends that project actions, particularily those
Involving direction from the Controller, be documented and that the
Controller's office maintain complete and up to date records of FMT
activities and plans.
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SUMMARY OF RESULTS 

The evaluation team reviewed the results of SEFMP project levelInterventions and training activities vis-a-vis the following three
levels of technical indicators and objectives as described in the project 
paper: 

1) Basic Accountability:
 
* cash management

* payment processing
* recording of transactions 
• payroll
 
* internal controls
 
• summarizing transactions
 
* reporting
 

2) financial Control
 
* budget preparation
 
* budget tracking/control
 
• funds control
 
* property control
 

3) Financial Systems and Analysis
 
* forecasting
 
* cost accounting 
* financial analysis

* systems analysis

* decision making
 

The Charts of Projects and Activities (Annex A) describes all
significant project actions involving basic accountability and some

actions in the field of financial control (such as Mali's

Planning/Budgeting Workshop). 
The charts provide summaries of financial

and/or training needs assessments at the project sites and corresponding
corrective actions taken. 
Annex A also summarizes all group training

sessions and workshops. 
The detailed analysis of SRFMP activities in

Annex B demonstrates that most FMT responses thus far to assessed

training needs and other activities primarily involve the above first

level technical indicators. Planned training activities during the next
 year which are less project specific will incorporate the second and to
 
some extent third level indicators.
 

The following, based on Annexes A and B, below, summarizes the most
 
Important results of the SRFMP project to date:
 

* 
 Detailed financial and training needs assessments have been
 
conducted concerning all projects involving AID-financed
 
local currency in Senegal, Mauritania, Mali, Niger and
 
Upper Volta, resulting in generally well-organized and
 
effective financial management training programs.
 

0 
 Project specific workshops have been held in Senegal,

Mauritania, Kali, Upper Volta and Niger to train project
 
accountants and in 
some cases to develop a pool of local
 
accounting personnel for future use. 
 These workshops were 
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usually one to five days in length, frequently conducted at
the project site and used materials tailored to the needs

of individual projects as determined by the
 
financial/training needs assessment visits.
 

Workshops exclusively for project officers have been

conducted in Senegal and Upper Volta concerning financial
management problems in general and providing specific

status reports on each officer's project. All FMTs have
incorporated project officers into their training workshops
aimed primarily at host country personnel.
 

Detailed country-specific accounting manuals have been
prepared by FMTs in Mali and Upper Volta and are being used
in AID projects. 
The Upper Volta manual was determined to
be so appropriate that its installation is a prerequisite
for 	ission certification of projects. 
FMTs in Senegal and
Niger have installed several project-specific accounting
 
systems.
 

* 	 The Banjul FMf has conducted detailed training courses for
aid-level government managers and has developed the
textbook for these courses. 
SRFMP activities in The Gambia
have been insitutionalized into the framework of the
Management Development Institute, a 
government sponsored

training entity.
 

* 	 Relevant newsletters are being produced by FMTs to
highlight issues of interest to accountants as w*ll as
enhance the professionalism of accounting in the Sahel.
 

* 
 The Niamey FMT conducts monthly day-long meetings of all
accountants for USAID projects in addition to regular
training vorkshops as a means of promoting better project
accountability and enhancing accounting as a profession.
 

According to interviews with USAID Controller personnel the above
project results have contributed toward efforts to maintain
certifiab4lity of projects. 
Although specific certification procedures
vary among missions, SRFMP has been instrumental in supporting and
complementing mission certification efforts by generally organizing
project assessments and training activities according to the needs of
USAIDs and by providing project-tailnred technical assistance greater
than that which USAID Controller staff can provide. 
 (The 	AID Regional
Inspector General's office in Dakar is planning to conduct an issues
audit of accountability in AID projects in the Sahel in light of 121(d)
in early 1985 and will address this subject in detail.)
 

SRFMP has experienced problems in general operations including
organization and execution of some FMT activities and in aspects of
project management. Major project weaknesses/problems noted by the
evaluation team included:
 

There was a serious lack of unity of coumand among DPMC,SRFMP/W staff and VPI during the first year of the project.
 



" 	 There have been less than smooth working relationships at
 
times between some USAIDs and FMTs, particularly in Niger.
 

" 	 Assignment of responsibility for Mauritania, Cape Verde and
 
project-specific action in The Gambia as well as for
 
Senegal to the Dakar FMT seriously diluted SRFMP resources
 
in Senegal.
 

* 	 The Management Information System is of limited use to the
 
FMTs and home office personnel and wasteful of project
 
resources and staff (especially field) time.
 

* 	 There has been insufficient coordination of FMT activities
 
and materials among countries - out of the five countries
 
visited three had independently developed basically similar
 
accounting manuals. With the exception the The Gambia, FMT
 
project financial management assessment techniques and
 
materials were di.-veloped independently despite the
 
fundamental uniformity of the project financial assessment
 
process.
 

" 	 File and documentation management practices are weak in all
 
countries visited except Niger. Without well-maintained
 
and structured files and documentation, scientific
 
management and measurement of training program activities
 
are impossible.
 

" 	 Use of some short-term consultants for training has been
 
ineffective - the FMTs did not have a clear strategy for
 
the use of short-term consultants.
 

Team 	Leaders feel they have been inadequately trained for
 
country assignments. Most believe that their understanding
 
of Action-Training was not clarified until the Niamey

Workshop. Accordingly, Team Leaders' definitions of
 
Action-Training, explanation of theory and practice were
 
somewhat dificient with regard to documentation provided to
 
the evaluation team regarding Action-Training theory and
 
application.
 

The results of institutionalization efforts have been mixed, ranging

from Th.- Gambia, where the FMT recently became integrated into a
 
government entity, to Mali where a likely entity is yet to be
 
identified. The leap toward institutionalization in The Gambia results
 
from strong GOTG support for SRFMP and the USAID's direct involvement in
 
promoting the move. In Senegal the institutionalization strategy is
 
based on development of training materials and techniques which can be
 
easily transferred while continuing discussions with the Bureau of
 
Organization and Methods (BOM), the Presidency, and the Ministry of
 
Finance. In Niger the FMT and USAID have identified several possible

institutions but as yet serious links for institutionalization have not
 
been estahlished; the possiblitities include the Ministry of Plan,
 
Ministry of Finance, a division of the Presldent's Office or the Ecole
 
Nationale d'Admiistration (ENA). The Upper Volta FMT is reestablishing

ties with the Direction de Controle de la Gestion (DCG) in the Ministry
 
of Rural Development. The prospects for the DCG becoming well integrated
 



into the financial management improvement effort were diminished during
 
last year's change of government but are now more promising. In Mali a
 
unit of the Ministry of Agriculture has indicated some interest in
 
absorbing SRFMP activities. 
Given the weak nature of Sahelian
 
institutions it must be emphasized that any institutionalization process

will be slow. AID/W recently provided impetus to the effort by

requesting reports from each FMT on institutionalization prospects and
 
strategies. The effort must continue to be emphasized while realizing

that it cannot be completed in most of the countries during the two years
 
of long-term technical assistance provided by SRFMP°
 

In sum, overall project results are positive and contributing toward
 
attainment of the project's purpose. Much progress has been made in
 
resolving organizational and management difficulties: coordination of
 
field activities among SRFMP/W, USAIDs and host governments is now
 
generally good. Specific project level interventions and training

activities have been useful to USAIDs in promoting financial management

of AID projects and to host governments in promoting enhanced financial
 
accountability is general.
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FUTURE PROJECT DEVELOPMENT 

Prolect Continuation
 

The project paper recognized that improvement of overall financial
management in the Sahel required a long-term effort. 
AID's involvement
in the effort through a distinct regional project was intended to address
short-term and immediate financial control problems related to
certification maintenance as well as longer-term objectives to improve
financial management capabilities of Sahelian institutions. It is
essential that new projects designed in the Sahel contain adequatefinancial management resources such as funds for technical assistance orIQC accounting firm involvement so that SRFMP, or an effort similar toSRFMP, can eventually be phased out. 

The question of project continuation involves an assessment of
project progress to date vis-a-vis the End of Project Status conditions
in the project paper and the prospects for host country continuation of
the overall financial management improvement effort in the Sahel beyond

SRFMP. The End of Project Status is:
 

(a) 	certifiability in 121(d) terms of all continuing projects in the

Sahel will have been maintained;
 

(b) host country financial management capabilities will uot beobstacles to design and implementation in the next generation of 
Sahel projects; 

(c) the level of competence in financial management in each host
 
government will 	have been enhanced; and 

(d) AID will possess sufficient information to decide what further

efforts might be appropriate in the program management
assistance field in the Sahel and elsewhere.
 

While significant progress has been made in reducing the crisisnature of certification and in improving financial management

capabilities of accounting personnel of AID projects, SRFMP has only
recently begun to address seriously its integration into proper and
permanent institutional bases (except in The Gambia) which will permit
broader hoar government financial management competence. The evaluation
team believes that given the significant project results to date
(described in the Results section and in Annex B), 
the possibilities for
institutionalization of this effort as described below and the continuingoverwhelming need for strengthening financial management capacity in theSahel, an extension of SRFMP activities is warranted. 

The direction and magnitude of a continuation of project activities
requires a discussion of a regional versus a bilateral approach to the
problem, the degree of AID involvement in counterpart fund control andinstitutionalization issues. 

Raeional versus Bilateral Approach 

SRFMP was designed as a regional response to a problem whIch was 
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deemed to be similar in naturm and magnitude throughout the Sahel. 
Its
regional nature is also a direct result of 121(d) applying to the Sahel
 
as a whole.
 

USAIDs such as Banjul and Niamey have tentative plans for bilateral
projects to continue some activities initiated by SRFMP. 
In 	its proposed
"Development Resources Management Project", USAID/Banjul will attempt to
develop management capacity and private organizations for better
utilization of 
resources. USAID/Niamey is considering a bilateral
project focusing more closely on financial management per se. Although
the principal issue is 
one of resiponding appropriately to needs of
individual host countries and USAIDs rather than one of modality, AID
must now address the role of a regional project vis-a-vis bilateral
projects that are perhaps more closely tailored to local needs. 
 The two
approaches should not be considered as mutually exclusive since the
project proposala mentioned above could be compatible with and
complemented by a regional effort.
 
The advantages of maintaining a regional approach (even if some
 

individual USAID's enact bilateral projects) are significant and include:
 

* 	 Transferability of 	 training methods and materials 

• 	 Maintenance of 	a "pool of consultants" which can be drawn 
upon quickly 

• 	Less duplication of efforts and more learning from
 
experiences of other FMTs
 

0 
The option for FMTs to perform tasks In more than one
 
country in the future
 

* Avoidance of potentially disruptive delays before possible

bilateral projects can be designed and enacted
 

In addition, since many USAID's are limited to only one or two new
projects each year, projects in financial management on a bilateral basis
are unlikely to be highly prioritized by all missions. 
Thus even though
a bilateral approach would offer the advantages of a country-specific
program and greater control by individual USAIDs, the need for a regional
effort remains if 121(d) concerns are to be addressed throughout the
Sahel over the medium- and long-term.
 

In The Gambia where SRFMP is generally sector-oriented rather than
project specific there is opportunity for sharing lessons learned with
other FMTs which will incorporate a broader training approach as their
immediate certification pressures subside. 
 Inclusion of The Gambia in a
continuing regional effort would therefore be helpful to other FMTs as
well as provide resources for SRFMP/Banjul. Thus a continuation of a
regional approach needs to consider closely needs on a country-by-country

basis and tailor resource availabilities accordingly.
 

In sum, the improvement of financial management capability of
Sahelian institutions requires a lengthy involvement by AID. 
The
significant progress made to date by SRFMP needs to be built upon.
Continuation of a regional effort appears to be the best way. 
Otherwise,
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as SEFMP terminates several countries will most likely suffer disruptions
or termination of the financial management improvement efforts'provided
 
thus far.
 

Counterpart Funds
 

The most controversial topic discussed during interviews both in

Washington, D.C. and in the field was the responsibility and role of AID
 
in promoting accountability of PL 480 and ESF generated counterpart

funds. Given the continuing concerns over accountibility in the Sahel in
 
general and the apparent financial management weaknesses in counterpart
fund control, SRFMP resources theoretically could assist in alleviating

the problem.
 

Program agreements signed by USAIDs with host governments provide

specific guidelines and procedures for management of the courterpart

funds generated under PL 480 and ESF programs. Generally they provide

for a management system incorporating the following elements:
 

Establishment of a "Local Currency Management Committee",
 
composed of Host Country and USAID representatives. The
 
Management Committee monitors the generation of proceeds;
 
agrees on programs to be financed with these proceeds, in
 
accordance with guidelines in the HG/USAID program
 
agreement; authorizes the transfer of proceeds to

implementing ministries/agencies for disbursement against

approved sub-projects; and monitors the disbursement of
 
funds by the implementing ministry/agency.
 

0 Establishment of a Secretariat to the Management Committee
 
which handles day-to-day management and monitoring of local 
currency counterpart activities.
 

- Procedures for documenting and processing sub-project

expenditures normally following host-country systems. In

Senegal for example, sub-project expenditures are processed
using standard Ministry of Finance procedures;
documentation then is forwarded by the Ministry of Finance 
to the Secretariat of the Local Currency Management
Committee for its review and preparation of reports for the 
Committee. 

Elements of a possible training program for improved financial 
management of PL 480 and ESP Counterpart Funds could include: 

0 Establishment of a two to three member team to develop and
conduct a training program. This Team could be couposed of 
a long-term (20-month) expatriate training expert, a
 
long-term (20-month) Sahelian training expert and possibly 
a counterpart fund programming expert. 

0 
 In the initial three months of work, the training team 
would prepare drafts of training materials and design a 
workshop to present its initial design of a counterpart
fund financial management training program. 
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A Planning Workshop could then be held in a Sahelian
location, with representatives from USAIDs and the host
 governments. 
The 	purpose of the workshop would be to
 present draft training materials and to obtain feedback

suggestions from workshop participants for their
 
correction, revision, and improvement.
 

a 	 Following the Planning Workshop, the training team could
make field visits before preparing final versions of basic
 
manuals and other training materials.
 

* 	 A series of in-country workshops could then be conducted by

the training team over a period of several months.
 

* 	 Based on experiences in the workshops, final revisions to
the basic manuals and other training materials could beprepared and distributed to all field locations.
 

0 	 Follow-up in-country visits by the training team could be
 
coordinated with the resident SRFMP team.
 

The evaluation team concludes that the concept of a mobile team
preparing basic training materials, holding workshops and providing
sufficient follow-up is probably.technically feasible but would-be
expensive. Since procedures for accounting for PL 480 programs and
ESF-funded local currency are similar, a plan to offer a sories of
courses with one training team would be the most cost-effective.
 

The evaluation team recommends that the concept of a m.,bile team as
describe above be considered as a basis for AI) involvement in
counterpart fund accountability if 
a policy decision for srch action is
 
made by AID.
 

Institutionalization
 

The definition and concept of institutionalization varied among
countries visited and among persons interviewed. In the narrowest sense
institutionalization implies the continuation of financial manngement
improvement efforts by the host country after the cessation of direct AID
assistance. 
A first critical step is the identification of a host
government ministry or agency to receive SRFHP training and technical
assistance resources as part of its own self-development process. 
The
desired result is a strengthened entity capable of continuing financial
management services which directly benefit the host country and
concurrently complement maintenance of 121(d) standards of accountability
in 	all development projects, including AID projects.
 

A solid foundation for institutionalization of SRFMP activities
 
requires the following:
 

" 
strong host country comitment to FH and willingness to 
contribute resources 

" 	trained individuals capable of replacing the FIT (or working
closely with the remaining team member after the departure of

the team leader)
 



" cooperative and open relationships among USAIDe, F4Ts and
 
host country entities
 

" USAID Project Officers knowledgeable about their financial
 
management responsibilities
 

• 	a clearly defined plan for identifying and strengthening host
 
country entities while the Fs are still in the SAHEL
 

The evaluation team recommends that each USAID and FM (except in The
 
Gambia) focus on the identification of a viable host country entity

during the next3-4 months. Then, during the last several months of
 
long-term technical assistance, SRFMP should concentrate on transfering

as many training resources as feasible to the identified entity or
 
entities. However the institutionalization process probably cannot be
 
completed during the one remaining year of long-term technical assistance.
 

Summary
 

Assuming the choice of a regional framework in a possible

continuation of AID's efforts to improve financial management in the

Sahel, the decision on whether to address counterpart fund accountability

will significantly affect the design of a continuation of SRFMP. 
If
 
AID/W decides to seriously address counterpart fund accounting

difficulties and also chooses to make a commitment to the institution
 
building necessary to permit countries to absorb and continue prasent

SRFMP activities, then design of a second phase of SRFMP 
s necessary.

The evaluation team supports this approach and endorses a second phase of
 
SRFHP based on project progress to date and generally good prospects for
 
continued progress.
 



35
 

MAJOR CONCLUSIONS AND RE COMMENDATIONS 

Conclusions
 

Overall, the SRFHP project has been successful in addressing
financial management problems in the Sahel. 
The 	project is reasonably
vell managed, is an intergral part of Sahelian USAIDe' financial
management improvement efforts and has recently begun to lay the
foundation for its institutionalization.
 

The project has especially succeeded In raising the financial
management consciousness of host country personnel involved in AID
projects and of many USAID project office7s. The transfer of financial
management skills through training activities, workshops and on-the-job
training has been impressive, although much remains to be done since the
challenge as described in earlier audit reports remains great.
 

SRFP is perceived by host country officials as a resource for
Sahelian institutional development as well as an effort to respond to
serious concerns about AID-financed local currency projects. 
Host
country interest and involvement in the project continues to increase.
Thus the prospects for institutionalization of project activities in a
region having a 
particularly weak overall institutional capacity are nov
somewhat promising.
 

The 	project's organizational arrangement using both a PASA with USDA
and a cooperative agreement with VPI creates a top-heavy bureaucracy.
The formation of the project "management committee" in SRFM/W (composed
of the Senior Project Director, Project Director, DPMC Executive Officer
and 	the Principal Investigator) responds well to this problem but the
contracting mode for a possible follow-on project should attempt to
reduce the number of management level entities.
 

The most fundamental conclusion of the design team is that activities
initiated by SRFMP are important to AID and Sahelian goverments and that
AID1's direct involvement in financial management improvements should be
h-i 
*roend which SRFMP activities are centered is 

c e1-"iiid'h two person-years of technical assistance in each country
 
too 	short a time to change
permanently conditions ao 
that measures such as the certification
requirement can be avoided in the future. 
To arrive at that point and
seriously to promote effective institutionalization measures will require
an additional two to three years of project activity.
 

General Recommendations
 

1. 	In FY85 AID should design a second and final phase of SRFMP to build
on progress to date and further to streugthqq inqtitutioal-baqes

from which financial management improvement efforts will be able-to
 
continue Indefinitely.
 

2. AID/W, DPMC, SRFMP/W avd VPI personnel sould meet periodically to
 ensure that the cooperative decisionmaking process instituted by the
"management committee" is maintained and strengthened.
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3. AID should retain the regional project approach to enhancing
'financial management capacities in the Sahel. 
The continuing
regional effortf should be flexibly designed to complement any
bilateral finaucial management projects authorized.
 

4. n aI.ch cou.n,7 the USAIDs, FMTs and host country officials shouldi 4yJjh 	 _eutotcoun
_eutiy (or entities) most capable of
c =iuin& SHF P actvtLcies and transfer SRFMP training resources asfeakibl, to atrengtlien that entity. 
5. All SUM t ams should provide traininglre, and project financialmanagement ariefings for AID project oicars. 

6. SRFHP/W should assume management responsibility for Cape Verde as Ithas recently for Mauritania. 

7. The posit:Lon of Logistics Coordinator should be phased out and the
Principal Investigator position should be phased down.
 
8. SRFHP/W and FMs should jointly review the Management Infor,.ation
System at the next regional workshop to promote its usefulness to
both 	hovie office and field staff.
 

9. SRIHP staff and consultants -traveling to Francophone countriesshould have reasonable French capability. 

10. 
Country protocols should always be negotiated and signed before the
arrival of an expatriate team leader.
 

11. 	The t.asferability of tralning materials and methods between
Sahelian "
Fhould be further promoted.
 

12. 
AID/W should more closely monitor project travel to ensure that
trips occur only after preparation of well defined 
;opes of work.
 
13. 
AII /W should provide policy guidance on the extent of AID
 

involvement in counterpart fund control.
 

Senegal Recomendations
 

1. The Dakar FMT should devote all of its time and resources to
activities in Senegal rather than covering Cape Verde, Mauritania
and project-specific actions in The Gambia as well.
 

2. The USAID should imediately appoint a project officer to backstop
 

3. The FMT needs to perform more thorough and documented assessments of
its projects. 
Examples of the level of detail of these assessments
would be those performed in Upper Volta, Niger and Hali by the
resident FHT's. 
This 	should include profiles on project accountant
 
capabilities.
 

4. The FMT should use local CPA firms to assist in performing project
assessments to supplement its own efforts. 
The Fff should then use
these same firms to assist in trainsng follow-up. This will lighten
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the heavy burden currently placed on the FMT due to the large number
 
of projects and their geographical dispersion. The use of these
 
firms will help establish a core of locally qualified private firms
 
capable of continuing SRFMP activities after SRFMP has left the
 
country.
 

5. The FMT should consider xamining and using training materials
 
developed by other FMT's, most notably: Upper Volta accounting
 
system, operational instructions, and assessment forms; Niger

assessment forms; Niger filing system; and Mali assessment forms and
 
training needs analysis.
 

6. 	The FMT, in conjuction with the USAID Controller and other mission
 
staff, should ):ovide a one-day course for project officers on FAA
 
121 (d) and basic accounting practices and methods to supplement the
 
project implementation course.
 

Gambia Recommendations
 

1. 	SRFMP/Banjul should conduct project level training needs assessments
 
and be responsible for project-specific interventions in The Gambia
 
as needed.
 

2. 	The Host Country Coordinator should be a government official
 
associated with the Management Development Institute (MDI).
 

3. 	The FMT support staff level should be reduced to a level consistent
 
with other MDI divisions.
 

4. 	SRFMP should modify course content to reflect job-specific training

requirements more closely. The perceptions of the immediate
 
supervisors of participants as well as the specific job requirements

of the participants themselves should be taken into account prior to
 
the start of the course.
 

5. 	SRFMP should compile in a single analytical document a clear
 
statement of the definition of The Gambia training program, the
 
rationale upon which it is based and the data used to support this
 
reasoning.
 

6. 	SRFMP should add more visual and graphic devices such as charts,
 
graphs, exhibits, flow-diagrams, and matrices to the course
 
textbook. For example, budget flowcharts of the government's budget
 
process would be a useful document for financial managers and be a
 
clearer, faster presentation technique than the present verbal
 
description.
 

7. Lecture notes and teaching aids need to be better organized so that
 
it in possible for different lecturers to follow the same set of
 
notes effectively and so that the course can be easily replicated.
 

8. 	Specific and documented procedures for participant selection should
 
be established.
 

d 
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9. 	 A formalized and documented program of participant follow-up should 
be established in order to determine the intermediate to long-term 
impact of the course. 

10. 	An explicit strategy for maintenance and continued development of
 
auxiliary resources should be established. This would include
 
targeting of specific materials for inclusion in the library,

identification of costs and funding sources, and execution of a
 
program to accomplish these plans. The key to this recommendation
 
is insuring that the library, newsletter and other facilities do not 
collapse or end with the departure of SRFMP. 

11. 	SRFMP should consider offering a separate course on auditing

techniques and inventory management and accounting.
 

Niger Recommendations
 

1. 	The FMT, Controller and SRFMP Project Officer should meet with
 
mission management to develop a workplan for the remainder of the
 
technical assistance teams's assignment in Niger. The workplan

should emphasize immediate certification needs for the next three to
 
four months and then address broader financial management
 
improvement efforts.
 

2. 	The FMT should include a Nigerien as a team member who will be
 
involved in the continuation of financial management improvement

efforts during the life of the SRFMP project.
 

3. 	The FMT should develop a consolidated analytical basis for the SRFMP
 
training program in Niger. 
This 	should be based on the financial
 
assessments and should provide a logical link between these
 
assessments and all activities proposed in the workplan.
 

4. 	SRFMP should integrate and coordinate training activities with the
 
USAID Controller's efforts involving local currency projects. The

lack of formal involvement of the USAID Controller with SRFMP
 
training activities exacerbates project coordination and cooperation

problems. The FMT Team Leader must assume a 
more assertive
 
leadership role in representing SRFMP interests with the USAID
 
Controller and the Mission in general in order to ensure that
 
maximum benefits are obtained.
 

5. 	SRFMP should disengage from any activities which are not consistent

with the training strategy of the SRFMP workplan. The FMT is not
 
and should not be used solely as an extension of the USAID
 
Controller staff.
 

6. 	SRFMP should continue monthly financial management workshops and
 
expand participation of USAID Project Officers and Controller
 
staff. This may require the intervention of mission management to
 
persuade USAID personnel to become involved.
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7. USAID Project Officers should be required to participate in the

financial assessment process through their responses to the FHT
 
assessment questionnaire.
 

8. 	SRFMP should conduct a 
workshop to provide USAID Controller staff
 
and Project Officers more background on its objectives and
methodologies. Specific topics in this workshop should include
Action-Training theory, methodology and techniques, experiential
learning techniques, and participatory training and management
techniques. 
Such a workshop should promote better understanding of,

and 	collaboration between the FHr and the USAID Mission.
 

9. SRFP should update its assessment files to make them nore

consistent with assessment reports. 
 These files should contain a
 
current record of intervention activities and outcomes.
 

10. 
 SRFMP should involve local accounting firms in the training program

in both project-specific interventions and group training events.
This should be aimed at developing supplemental expertise in local
 
institutions.
 

1 . SRFMP should encourage both USAID and 	 the host country government toallow FMT instruction at ENA as originally proposed in the Country
Protocol. Coursework should be based on the training analysis

document but should also draw from material developed by other FMTssuch as The Gambia's. Inventory management and control and auditing
are 	particularly relevant topics for this course.
 

Upper Volta Recommendations
 

1. 	 SRFHP staff and USAID should strengthen institutional links with the 
DCQ through an on-the-job training program for FDCG staff. 

2. 	The FM? should improve the organization of its files and

documentation of all project activities. 
The 	Nigerian SRHP filing
system is a model one since It Is easily maintainable and 
efficient. Hore documentation of all activities, especially
follow-up visits, is critical. 

3. 	The FMT should consider engaging a U.S. data processing systems

consultant to review and evaluate all stages of automation

development from preliminary design to systems installation and
evaluation. The role of the consultant should not be to do the
 
actual design, development and implementation work but rather to
insure that all staaes of the effort are consistent with the most
 
recent and effective state-of-the art capabilities. This consultant

should be well versed in hands-on development with the procedure

being considered (general ledger accounting), software proposed

(application languages and operating systems), and hardware
 
environment (most probably IBM PC series'.
 

4. The YFf should write an analytical training needs document for its

country-wide program. 
This document should compile, correlate, and
analyze data, providing the reasoning used to develop and support

conclusions for the training program.
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5. The TNT in coordination with the USAID Controller and EHRD Officer
should develop an in-service FM training program for USAID Project
Officers.
 

6. 	 The FMT should take advantage of the next regional meeting of SR3FP 
to provide a detailed explanation of the accounting system,
documentation techniques and training methods employed in Upper

Volta. 
If possible the Upper Volta FNT should reschedule the
 
workshop planned for this purpose in July, 1984 which was cancelled
 
because of logistical problems.
 

Mali Recommendations
 

1. 	USAID offices such as the Training, Program, and Project Development

offices should become more aware of and Involved in SRFP activities.
 

2. 
The 	TNT should prepare a nationwide training development plan for 
the 	country based on the project-level training assessments 
completed earlier. The preparation of this plan will provide an
 
opportunity for the FMT to redefine its approach by clarifying,

reforming and tightening program activities. The FT should 
consider using a workshop format to accomplish this, Involving theUSAID Training Officer, USAID Controller, SRFNP/W and others as 
appropriate. 

3. 
The TMT should increase the volume and frequency of project specific

interventions within the framework developed above. 
Appropriate

arrangements should be defined and coordinated through the USAID
 
Controller's office.
 

Cape Verde Recommendations
 

1. 
SRFH? consultants and/or staff should perform formal assessments of
Cape Verde local currency projects and prepare a trainlng needs
 
assessment based on these results. 
A formalized training plan

defining SRFMP activities for Cape Verde projects should be the
 
output of this effort.
 

2. SLIMP consultants and/or staff should work closely with USAID/Praia
to ensure adequate financial management in new project designs. 

3. 
Specific technical assistance follow-up for the IPM project should
 

be programed into SRFMP Cape Verdian training activities.
 

Mauritania Recommendations
 

1. 	 SR37K should develop a training needs asesemmnut and training plan
 
for the country.
 

2. 	SR 
P/W should draw on its pool of trainers/consultants to address
 
those needs determined by the training needs assessents under the
guidance of the Trainins and Materials Snecialist.
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ANNEX A 

CHARTS OF JCtS AND ACTIVITIES 
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Annex A illustrates all major activities of the four VMTs engaged in
 

project-spacific technical assistance (Senegal, Niger, Upper Volta and
 

Hali). The charts summarize the major recommendations of the FMhrs for 

improvements in project level financial management based on the fMTs' 

early Interventions in each project, which were usually the training or 
financial needs assessment visits. In 
some cases the "basis for action"
 
was not an intervention such as an assessment but an AID request. 
The
 

Outcome, Participants and Process/Materials Used columns indicate the
 
results of each project-specific action, Involvement of USAID and/or host 

country personnel and methodology used. The charts also summarize the
 
purpose and results of all group training activities conducted by the
 

F/4TI. 

The organizatiou of the charts generally reflects th9 evolution of 

F activfties: 

1 Initial project site visits to survey overall financial 

accountability and training needs. 
2. Follow-up visits to respond to the most serious financial control 

weaknesses and to begin OJT sessions. 
3. Formalized vorksIlops and other training sessions planned and 

conducted.
 

The charts also demonstrate the involvement of the USAID Controller's 

office, project officers and consultants in project interventions.
 

A qualitative discussion of the folloving project Intervention charts 

is provided In AMNhX Be 
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Va, 

fte 

313W/1 

P0. Accountants 

Flip charts and Handouts 

Flip charts. Information 
gahered 

0295 To conduct 
Hanamiement 

accountant 

workshop o cash. 
and screen for new 

workshop conducted 
Potty Cash 

oa 4/11184 Trained so Petty cash 
control - 5 access-
tat* 

Filf, WO accountant Flip charts. Basis 
Accontims Manual 
Newsletter 

2IG ecomended Journal des Engage-
anua.r b i mintained 

Assistance visit with 
Accountant 

5/4164 Accountant 
Journal 

mittaie Fiff, Accoumtan Meusletter 

0217 RecomendeJ Increased coerina-
tin with PO and UirecLoc of 
Project?roeeuras Manjuasl should be 
draftcd. Uae register forP41rjll control 

Discussed with 10 concer-
ning coordination A 
BudgetingPublished Newsletter A 
Project site visitInstructed Accountant 

2/3/84 

3116/84 

3/1t5/4 

Better communications 
nd udget.contcol 

Outlinmd draft 

Better control 

Fie P, 

FM? 

MT 

ED 

sewaleter 

Site visit 
0218 Improve potty cash procedures 

use oe accoudclng system 
Mini workshop conducted 
.03velop VIDEO on tie 
in of PCS and USAID 

3/21/84 
4115/84 

Better control of 
Produced VIDEO 

FPlr 
iFr, Local coneml-

Flip charts. Newslecter 
Camera. VIDEO Equipment 

requirements 

"N
 



• 

MJOR ASSESSMENlT/IC U TIO. 

S~tJ P - Smin c a 
ST .S 0 

PRoJECT 

685-0219 

OR UASIS FOR ACTIOn ACTION TAKEN 

Recommended additional accountant Recommendatioe to pn and.be hired and trained DirectorA manual of proccjurs be Published guidelines Ln 
developed Newsletter 

ACTION 

3/11g4 

7/111A 

OfTCOM: 

Accoumant recruited 
pact time 
Ieformgti. provided 

iPW 

nl 

PANTICIP*AET 

1P0 

uTm . am 

685-0224 Reocrgalze acc€unting section to 
capital data sold on animalsManual of Piocedures be drafted 

Rocoemandattoa given 

POPublished guidelines 

newsletter 

to 

i 

2/3/14 

7/1/34 

Audit 

Better control 

to. 3o 

1W 

Site visit 

Newsletter 

65-233 

665-0235 

Provide aq &ite ausietance to 
accoua :aat
Needs procedures manual drafted 

Better procedures for Petty Cash 

That F1T? investigate ways to 
expedlte Injormatlon flow and 
of micro computerseview eApeans that are 
allouable 

Site visit conducted 

Draft outliao published 

Assistance visit 

Course co be given an 
computer in Aug 14 work 
planMember of Controller 

Staff contacted for 

assistance visit 

1/12/84 

7/1/64 

1/12/" 

2/3/84 

218/4 

Accountant trained 

AID requiremens
Guideline Given 

letter coutrol 

Should improve 
processing 

Items authorized 

clarified 

PUT 

ET 

PUT 

PUT 

Ceeteller 

Bsc Act outing awmul 

Newletter ceseach material 

Newletter 

flip charts 

Procedure. mamal 

.685-0256k Train accountant for project 

Draft manual of procedures 

Assistance visit 

conducted 
Published Newletter 

5/2/84 

6/12/34
7/1/84 

Accountant trained 

Books ta good orderGuidelines given 

1 

VE 

Basic manual 

Newletter 
635-937.7 Patty cash journal be maintained 

Draft procedures 

Instructed during asle-tance visit 

Publish gulde in 

1/13/34 

7/1/84 

Petty cash journal 

usedGuidance gives 

PNT 

PUT 

easc manal 

newsletter 
685-0937.7 Separate journal be uftd for881saeof T-shirts 

Letter of accommodation to 

accountant 

Assistance visit 

Letter written 

1/13/14 

11/2/33 

Journal meed 

Accountant pleased 

5( 

"a 

Journl 

latter 



ROJCT 

685-0937.7 

695-0908 

685-0295 
ISRA 

685-0205 

PIDAC 

685-0205 

*685-G256 

685-0219 
Faal.ood 

Thies 

MAJOR ASSESSHEI1T/IECOM.UE ATIOI 
Ot ASIS FOt ACTION 

Assistaoce be- rives to accoun-

tant 

Provide Basic accountlng 

training to accountant
Draft of anual of procedures 

That one wuek working be 
eondewtftd on filincuiat 


meandgement 


Recoamend a ilnanclaladminia-
trative position be added forsta rf p yroll-de 


Recommend smaller amount of 
Cash 

Train accountant for project 

Purchase of maill sae 

Assistance in budget preparation 

Procedures for control of 
revenue generated 

Eatter c*ontrol and programing
of work to prevent excessive 
planned cost 
Purchase a saeo for project 

ACTION TAKEN 

Site visit made with 

accountant 

Site visit and copy of 
basic manual provided
Newsletter published 

Workahop usa scheduled 
in Ney 64 and conducted 

by Director. Now s€Aedwr-

lad for week of 20/814
 

Discussed with 10 


Letter written and site 
visit conducted 


Site visit of three days 

to assist and train 
accountantDiscussed with Project 

Officer
 

Asaistance visit 

Site visit for two weeks 
to resolve problems 

snaw - smUL 

DATES Or
LCTION UTCOW 

21136 Nw accountant hired 

2/314 Better Control of 

cask
 

711M54 Guidance provided 


4/2354 NatOrials assembled 
for 

fo krn 

213/94 PO drafted job 

-description


ri io 


Smalisr'suunt of 
6/29/4 
 cash available 

1/12/54 Project now baa good 

4/28184 books and accountant 
2/3/4 Safe purchased 

6112/J4 Budget Prepared 

8/4/4 thr Better accounting 
30/4/4 Fimancial "af8emst 

IPAU JPT 

Me v0 

lIN 


rM 


iWW 1 


aff, U' 


- .
 

Me ceingre 

nor 

P0. am 

YNT
 

VT.n Local consultant 

PATIIL USED
 

Easic maual
 

Basic annual 

Newsletter 

Developed work PLO
 
oorkshop arkheg
for w 

Letter* 

Basic ma %A 

la 

Parchse order 

ma mmal 

ESeic Momenl 

http:ASSESSHEI1T/IECOM.UE


SaNUP - SEASCAL 

PROJECT NLJOR ASSSSIMtT/IhEzCOu MTIONOR 3SI.SL tow ACTION ACTION TAKEN B&iT5 owACTION OUCOEp s MATERIAL USE 
685-0209 
Grain 
Storage 

Aseerance 
Accountant 

be provided to Assistae- visit uds 11184 Accoantgives basicma e td ianc 
=&"&I ad guidance.better Control of recoCdw 

In Basic MammalNaer 

6M5-0219 

0? 

RO'comend additlionl accountant 
for project
Draft maul of procedures 

Diacuastd'vitt Project
Officer 
Publiabed UeWlatter 

2/3134 

7/1/84 

not hired Yet 
Guidance provided IT Newletter 

625-0955 Mew project AID 
assistance 

request for Accouating & Adainist. 
Prodecuree Mamalo cTrainianfor three days 

6/154 -

5/20/34 

Procedures for pro-

Accomutant traia 

lUT, Loel 
tereace material 

for accet aPt roeoderes 



tuIlNG/UOaKSHOP 

-kahop- llamey 

"kaop-Mougaluhott 

ned one Acccunotc 
ritjnt 

ishap Project Officer 


a work.abap Pakel 
(on training 

I workshop S1ait Louis" 


-Mal, - Dakar 
iP - £Reaonal 

LSHiOP - Saly, Portutdal 

.-ct Directors 

l13M3l6 

Regional 

To train In basic 

To keep books for 

Health Pralect 


To Inform POa of 
their role In 
Finan-ial ma.neent 

To train pool of 
Accountants & recruit 

To have better 
control over Petty 


cash 
To exchange training
materials developed 


To get support from 

Project Directors on 

Financial management 

SNM - SURCAl. 

bATm ATTUDEFS 


15-30 Oct,83 	 SaVhIi.vpi 
USDA-tJOST COUNTRY 
USAID 

6-17 Nov, A	ccountants end 

tProect Officer 


30 Nov- YHT/Dakar. 

6 Dec. 54 
 Consultant 

2-3 Feb. 84 
 Project Officers 

from USAID 


6-15 Nar. 4 	 10 potential 
one selected 

12-15 Kay, 54 	 Accountant from 
SAID 

4-8 Ju, s4 	 S3MW/U all FHT'G,
RIG, VP! & USDA 

25-26 Jun. 84 Project Directors 


Representatives 

from Ministry of 
Finance & am3 
Coerollr. OSAID 

USED KATER IAjS 

PROCESS 

Flip charts 
Projectors 

Basic Accounting 
Flip Charts 
One on a" 

Flip Charts, 

Acting tralning 

Flip Charts 

Basec Mammal 

Flip Charts 

Action plan 

Flip Chafts 
Projector 


VIIOOFlip Charts 

Action training 

O 

Preparation for 
Project 

17 trained in 
Basic Accountin 
Accountant
 
trained
 

15 PO trained 

et Candidate
 
Selected & other
available 

5 Accoma~t-,t trai

a" as Patty c, , 

new Ideas and 
material for
 

T3AININCProject Directors
 

Needs determined 
and support for 
finsocial Manage
mee
 



63-030 
project 

;33-G234 


hjor Assessment/ 

Iecoumendat ions or 
Nagle for Action 

Project lack a purchase 
order system, a salary
control nystem, an levee-

tory control system and a 
32a0lie cotrol system

! - ; 


Project Mees assessment 

upcoming audit 

Needs aaaesesmn 

U 


petty cash system
 

wo r control of the
 

Action taken 
-lntervied P.O. 
& Project staff 

-Comsulted files 
Deslaed new 
aubeysteme 

now D.A.F. an new 

Site visit to 

assess state of 


Site visit cralned 
in stocktaki g and 
filling oat forms
 
Site visit to Isses. 

Asistance visit 

conducted. 


Recommandatlongiven to Project 
a" coatroller 

Site vislt 

NIGER
 

Dates of Action Outcome 
Psgcpen.Nrcessw.

JIs. 53 Produced as initlal "a. P.O. Project Concolgess
comments docmast
Jums 53 	 Accomft8. Cont roller. Groap work

Project StaffJuly as Produce a report 	 Flip yorts 
lipcm
outlimalg tbe sub-	 s 
btosle" tb
'oect st a f f Ur
 

systemas and the pro--taff 
cereS to follow *r
Cerbsel, Mr lercue 

-Sew Directemr
 
Adslaistratif 
at Pina-cior 

Ws earsed 

Probles areas 

MmbyteNovember 1983 new System* . 
ftalled with ad-

PIN, Contr ller. 
Project taff 

aepect 4 fair 

juteats trum the 
Project 

JamaryFeb 
19" 

"ryCSeoitse control 
systes Ora-

FM Contreller 
Project staff 

tlodal 
February 1954 Inventory control 

system operational 
Fif0.erehose-
magers 

Fic* cards 

4/1311964 *Nds report HT.Controller :.terviea site 
1127 
€ond cted1S81953 

12/15/83 

m 

Project Sa 

provie 

aware 

F......te.vi.sit 
Local consulmit 

Site visits. 
iaformatles gathered 

reports PIocosaccoateat btter 

trained5103/19" Project has soo FlT. C"troller 
 Quesesnalre. site
 
books 


visit 



sIaL r - aI tgas 

project 

Major Asseasaentl 
Reco m e ndati o n sor
L als for Artlig a A t___ ion t D te sof At ion _____e____P 

l "I u s 

Regular subelfslon of 
advancelrveibu sement 

requests 

Mockdop 
am 4127184 

Fm3018flr Ceetreller 
Al Acaoetangs 

ouft guldelines 
Fur eato 

Monthly bhnk rc-cuncllia
tioes be done 

A new Donor eceitvble 
Account be draw& 

Shorter stocktakin1g 
reports 

orkbop 5127/5w4 C lir. Unw 
All aecuuomeae 

BlAM gutd 
Fair thies 

Monthly report& siould be 
d4a0 on dlubrsr-..maee. 
encumbrances and Inventory 

will visit the 
project 

683-0242 

Needs assessment 

The project sbo|4 have 
am accounting manual 

Site visit 

Ifor project 
accousga' 

4/034 

1211W. Corller 
Prejoct Mier 

site visi 
Ctearmt 

The poitlonma of the 

D.A.F. and the Chef de 
.Materiel need to be filled
so.l.p. 

, 

Th project 
process 

need, a budget 

A safe should be puerchased 
for the petty cash and the 
checkbooks 

Tlghter control should be 
exercised on the petty cash 
fund 

"ore sharing of respons 
Ibiltces should be 
exercised over the &&so
lie coetrol system 



Major ACsesme,€/ 

The project should establish 
a system to account for goods
of servicas purchased withb 
project money 

"3--242 

683-0208 

A bett-r encumbrance control 
procedure is needed 
Needs ssaesssest 

The project should 
draft 4 manual of pro-
cedures 

The project should have 
a system to account for 
goods and services pur
chased and used by the 
project. 

iProeg i-t.S ite to 5 iv 

411 & 4124/1"4 

Krmoo "It "131 

COProject 

iIor 

offieer 
Project O.AVc. a 
project Accut 

The eacumbrance proced
need to be reviewed 

The accountant needs to 
be closely supervised 
urtil he Is completely
comfortabla vith the systs 

C31 

The budget pro..ss needs 
to be reviteed. A project
staff needs to to In charge
of preparation and 
control 

Recommendatbon@ 
will be made to 
P.O.'s and Pro-
Ject Director 

Some aspects of cash 
management (petty cash 
and bask recoocilation) 
Acco.ntaot 4should be brought under 
tilgcer control 

Informatioe viii be 
provided to Project 

priorities set at 
July monthly meeting 

7127164 



SEtWN? - UlCnrGi t& 

Kjjor Assessment/ 
Recommendations or 

____ Meals for Actia Actfio takes 6tesof Action Outcome aPrticipante 
Prece 
MateriaL oeed 

S-G931 

Reporctin needs mor 
attention 
Needs assessme t S ie vsit M 
'Didge nla needs more 

a'teacion. A buget 

should beprepar :d for 
the rest o th VT and 
a budgetary procaes 
Instituated 

ill 
be Informed and 
and p t rit e s 

met 

712718 leBetter boets 
ad m ol 

fUT. CotroUter 
Uremct Offleer &

ACC-m 

Requests for varcee 
raimburbeaente should 
be monthly And an a 
regular basis 

Iecomend that am 
eacuabrance system be 
maintained vith pre
numbe red documents S 
an *wumbrance j.urnal 

A doaar receivaole 
account Is needed. 

__ 

1-0226 

eporting should be 
done on a autly 
basis 
aaeds Assessment 
The system of boa 

de commanda a=ed to be 
relstltuted as a meaus 
of coCrolling Lhe pro
jec encumbrances 

Sigo visig - = 
A In C-1e-olUow 

roject taf 
s 

ads 
t la"go 
lacoels 

The encumbrance books 
aeeds'to be completed 
Uth the incluasio of 
ruanag balsaceo 



SaFNE' - NI6GER 

PtOlec 

Major Ataeasseajt 
dcomeendat las or 
bat* tar Action Action takes BaconofAction 

There Is a need to 
tighten control oser 
*Ocl security c€mn
tributiona and re.:ord 
keeping for then 

The project abou14 
create a donar ":we-
Ivable account 

leporting should he 
dome rooulatly (ance

Sam-tils) at ta ilm 
of the request for 
advances/relgburi

623-0230 
seats 

Heads assessmcet 
A accountag manual 
I needed 

Site Visit - " e 

More con1trol shold bexercised over the patty 
cash fund 

- lilaeg 
C e a" 

A donar 
account 

reclvablle 
should be opened 

The directeur should 
verity the bank reconill

tIton every montih 

693-0240 

The project sboulJ produce 
reports on re.gulSC and 
monthly bA s 
Heads assessment 

ha accouncln manual 
should be drafted for 

thet project 

Site vist 

Site visit 
SIte vilit 

4 TIA 

811184 

I ease 
A11S4 
M Cn 

IST* CNlOlWr 

i 
a 

htle l-" 



6 

Majar Assessment/ 
lcommend t orion 

ct a au f or ot ct i n 

The project should hire 
a dlrecteur admint
trtfit at finacier 
who would supervise 
accoumntig and persomel 
matters 

The encumbrance system
meede to be revieued 

The gasoline control 
*ystem shuld Include 
a book to account for pur
chases and uses and a 
carnet de horde 

The project should ope 
s se donor receivable 
account 

-he project sboul4 stop
 
so much cash manipulation 
on the part of tha account,ant 

2 , N eeds n ta s s e s s n ae 
The accountant should 
put more regulArity in 

the submission of 10340s 
for advances and ret
bursesets 
A mew donar receivable 
aeccouat should be 

opened 

The project should update 
the recordings is the cash 
ledger and do bank races
cillations moethly 

ulalvup - IIga~ 

"" 

. 

vi i tm _1 8. - -3 • -- " •z 
Site visit a e~ i s 

ACe e Ssemeemet -" 
" c.astrallor Dcasles 

Uiokdsp 24 
. Controller 

jecg Aecermllar 
twoject 



Major Aessment/ 
R c cm enda t oe n or
 
Uantta for Action 


The project should costlim 
to do Its report& oa a
 
nebly badle
 

More control should be

exercised 
 over the account-
Ing for goods and services 
purchased witb ploject
moej. A system should be 
eatabllehd wlth books.
 
[lcbes. requeats ee
 
Train the accoqntang 

Operatlg CLe system 

Ueeds Lass"Ae 

Ioquest lag advancesl 
reimbursemeut 

1lljatalling eacimbrance 

Journal 
4 Donar tacel-

able account 


The project should 

eeparate Lue prelgratioeand the approval of pr-

chase orders 


The project should write 
a manual of procedures 
The mew books should be 

ma"ataned and closed 


nmoecly 


Aetim taboole of action -
tttI 

AccomuaK trealmd 
assistance Visit 

4n to 411415g 

bookl opened Cersue . 
"&es Gecnaft 
manul. GW*. 

concted 
-tas receiptsesad 
disbursmets 

Aceesgeag Vlees. mmle 

-saciibgascat journal 
-desar Recelvable 

iaasg 

Site visite 43S1S4 
PorT. Controller .6oetemmatme 

tiorlhahp 
Assistant visit 

Vorkehop 
Assistat visit 

Me am IojeCAccounts 
send beoom 

Par. cetrellar 

Prect ACCeatamitse Project 
i efite 

Site visits to be 
coaducted to isfomm Seage a 

Ad anslat wish n enual 

ee*d 



3-0229 

IaJor AssessmentlRecomoendations 
rolect Basis for Acting or 

A bank reconcil.&rlom 
should be done avery
month 
The project shoild make 

Monthly reports on dis-bsarseuuotu. usc.ambrancee* 

etc.
 

The projec t shoald have 
am organization chart 
nod a clear dos.rlptio" 
of responsiblities 
Reeds Assessanc 

A more rigorous budget 
control should be est
ablished with budgeted
 
amounts serving theas 
basis for control of 
ecumbrances 

tatter control should be 
exercised over the petty
 
cash fund 

Bank reconciliations 
should be don ooathly 

The project should reduce
 
the Amount of C.As 
 the
 
accountant handles 

Books should be kept
update and closed 
monthly
 

The encumbrance system
has to be reiiewd. The
supporting documents must 
be prenambered 

Actise takes Datee of Attlee Outcome *reutIelieeea Nare-tse 

Assistance In 

mmhly closingt 

Site visig 4/CI3A 
are Co 4ouer 



SI lupN - lI lll -5 

Prolect 
Kajar Asessment/Recomendations or

Eais for Action Action taken Dates of kAil Outceme IauIents- Mtortal ged 

A donor receivable 
account must be 
Instituted and maintained 

The gasoline control systemneeds a separation of reapen-

Iblitles. Setter accouat-
Ilg of gasoline use needs to 
be dome 

All projects 

Redular reporting must be 
adressed 

121 (d) requirments TOorkabope o 

1) Reimbursement 
requests" 

2) Cash anage-
mast and rein-
bursement request 

3130184 

4127154 

121 requr-

*mebetter "edr
stood 

Kachauge of idea 

le provided 

")Me UWW 

Steve OaSbee, 
Project Accuntmants 

1n. Controller 
Mfice staff. 

Project AccoQAat 

Flip chartz 

hand buts Controller 
office stat ment 

Ouagadogou 
Accountin System 

All projecto A demonstration work-
sbap for tbe.Reglonal 
Sam conference 

3) Encumbrances and 
donor receivable 
accounts 

Training for three 
days for Project 
Directors and 
Accountants 

5/25/84 

October 24, 23 
26, 184 

Info provided 
better control of 
of advances 

Better stock 
control gmIdellms 

"povided 

INT. Controller 
Office staff. 
Project Accountant 

FfT Local 
coeultant. Con-
troller, eccouat
&ats Mr Jacques 

Local farms 
cedure 

ee pre

-Drafted e stock 

control mamal of 
procedures 

on &alo 
Csrbonel 

Research 



Maljor Assessment/ 

lRcomenfdat ious orBastaforAction 

tr__slA_ for field Aget
Adit report 683 0240 conduct 

cedurasdraftdraftma anua pra.fofilmanual of pro-

Nie"olc 


aeoi
local 

Miselst of dve-
lopROao activities 

Oi36t
 

a V0x 

D tso el m O to e_ 
_ 


Contracts m 
_ _ _ 

n
Project Director. Process

ateri
Klsme 
to bef


Project Credit 

Advisor. project - t d Controller Oftice. Flip charts
NOD stuaft. FT a l c uuaitkand-outs. report, 

S sMFIr COAk 
Ka~n ua S er 


s ite vs t .
 
group discustios
 

Uorkshop prepared 
 June 21-24and conducted
Draft guldelines 
 July 83 
 tn. am fllJ 
 Flip chArts. CNCA
and flow charts 
 8a
Revised draft of 
golda prtlique


January and A 
 dr te
credit manual 
 February 194 
 Cre-e
dacelmCr d 
thergutederles 
Submitted a draft March 19t4 

COCA ad other 
Outlawm a" tedof an AS credit
and linput mann- saolcae tralaf materels
0 Naomi 

ftscua with COC8ment uidelias

manual 
 8&t It approved
" et t a 

/



Il Jar Findlngql 
SRFHp - OPfU VOLTA 

)lect No. 

6-221 

Basis for Action 

go cash j rrnal 

Action( ake 

3.e-Up filing 
teO A 

October 19 3 
-etenruI, 

il i g a yag a k / ce, .O. 
r 

Maui l 
Used 

no filing system bscFA 

6-23 

No Donor Receivable a/cEncumbrance syst. in Attend worksbop 

need of modificationInadequate financial Fallow-up to work-
reports shop 

N- encunbrance Joura. Attend workshopNO Donar Receivable a/c Atntai 

Inadequate financial rep.Lack of accounting for FolloW-up to work-
gasoline vouchers shop 
Lack of deatiled 

January 1984 

Feb A Mar 1964 

January 19a 

Feb A Mar 1964 

Trained project A/C 

Fut,her oAaige 
tra a i 

trainingofProject A/C 

A/C 

Further oeste 
rairportl 
trainin of 

wan, /c. awn 

iT A/C 

PT, Alca 

Aounting manual 

nga ccounting 
in 

semfnnil eotneee 

ningaccouamul 

rod tinanctal 
system 

accounting for Inventory Follow-up for 
 project A/C

gasoline voucher 
 April 1964 Further ouetslF! ACaccouantig training of 

-0245 project A/CNo Donor Receivable Q%;
Poor budtgetary proce-

Atten workahop January 1964 Trained Projectdures A/C c/in a n nA/C
payroll taxes not re- follow up to work- Fob. a Mr. 141 a" falia ca rcporing
mitted Further on-alto iTw/i a" financial reps"28shop 
 training of projectLack at accounting for 
 A/C 
marketing fund A/C
 
USAID money mingled
with Sov.1rneant money follow up for ge- may 1954Inadequate financial Further on-sit. FiT/h/cline voucher 
reports training of projectaccounting 
 A/CaLack of accounting for
gasoline vouchers 
 Payroll taxes paid March 1M4 
 mo longer in A/C
 

violation of
 
local low 

IC(Accountant) 



Pajor findingsl 
no. iec-h8|8 forAction 

........
Mo e lcunbgance journl
Very poor budgetary 
procedures 
No Donor Receivable aie 
Inadequate financial 
reports 


Lack of accounting forgafoline vouchers 

Eprican 

working for DINPEX 

bandies most account-


-0303-1 No en.-Ubrance journal 
Mo Donor Receivable a/cInadequace accounting 
for non-budgetary 

expenditures 

SEW - UPPER VOLTA 

Action(s) Taken 
 Dates of Actions Outcome 


USAID money 
 Jn 1984 Dutermination
diltnguished from 
 of proper balae 


fevelopneat of Ekt 
 May Jue 13M4 Accounting forfund accounting nkt fund to be
inanual 
bencefortb kept
 

properly

Selection process 
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TRAINING AN4D ACTIVITIES SUMMARY -SENEGAL
 

Introduction
 

On June 15, 1983 the Senegal based SRFMP FMT officially commenced
operations with the arrival of the Senegal FMT leader. 
In-country
training activities did not begin, however, until after August 31, 1983
when the Country Protocol was signed between USAID-Senegal and the
Government of Senegal (GOS). 
 Although the intervening time period
represented a delay for the Senegal FMT, this time was productively used
to settle in-country administrative and logistical problems and begin
some non-Senegal related preliminary training activities (Mauritania and
Cape Verde). 
 The actual amount of delay experienced cannot accurately be
determined, however, as none of the planning documents for the Senegal
FMT explicitly took into account the anticipated down-time associated
with team start-up activities. The Senegalese Team Member was brought
Dn-board September 1, immediately following the signing of the Country
Protocol. 
In-country training-related activities began shortly

thereafter.
 

rraining Approach/Methods
 

The training concept and methodology envisioned for the;enegal-based FMT is the Action-Training Model as developed and describedPy the Development Project Managemint Center (DPMC) (see "AnLction-Training Strategy for Project Management", 7/10/77 DPMC) using the
ndigenous model for delivering training. 
Specific activities under this
,pproach consist of the following:
 

" 
Project financial assessment visits
 

* SRiMP project intervention visits based on the above
 
assessments 

" 	Group Training/Assessments In the form of separate Workshops
for Project Officers (USAID) and Project Directors/Project
 
Accountants (COS)
 

• 	Participation in Regional workshops with other FMT's
 

.
 Use of short-term consultants ;or specific U.S and Senegal

based interventions
 

0 	Development of various training materials including
newsletters, video training modules, workshop materials
 
and accounting systems (design and documentation)
 

* Use of USAID Controller staff (Checkers) for specific

SRTHP interventions
 

* Coordination/Cooperation with the Host Country counterpart
in targeting training needs and transferring technical
 
skills (institutionalization)
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1. Project Site Visits 
Two types of project site visits have been conducted by SRFMP,
project assessment visits and project intervention visits. 
Both types of
site visits have involved SRFMP, USAID Controller staffs and short-term
consultants (U.S. and Senegalese).
 

The purpose of the assessment visits has been to determine the
quality of the accounting process at individual projects and determine
*specific training requirements. 
 This assessment was translated into a
set of specific recommendations for financial management improvement at
each project and was used to determine and prioritize financial training
requirements at project sites. 
 A total of twenty of these assessment
visits covering twenty projects out of a potential 24 local currency
projects have been made since signing the Country Protocal in August of
1983.
 
Fourteen Interventions have occurred as follow-up to the assessmentvisits covering twelve projects. 
With the exception of three site
Interventions, two of which were of three days duration and the third of
two weeks duration, 
 all site visits have been of one orduration. 	 day less inThe site visits were conducted by the SRFP Team Leader, Team
Member and a Senegalese consultant. 
Projects which contained local'
currency accounts which were to be assessed and subsequently receive
training were identified from the USAID Controller's records.visits vere subsequently arranged directly by the SRFMP team. 

Project 

2. Group Training 

SRFHP group training activities have been conducted on eight
separate occasions for the following audiences: 

SFIMT's in 	the Sahel 

0 	USAID Project Officers and Controller Staff
 

a 	Project Directors and Accountants
 

* 	 Representatives from the BON and MOF 
0 	Regional SlFMP Conference (Niaaey, Dakar) 

* 	 USAID Project Officer Workshops (Sali Portugal, Senegal; february2-3, 1983)
 

The objectives of this last workshop were to: 

* 
Sensitize and commit USAID Project Officers to enhancing project
financial management 

* Present results of initial project assessments to individual 
project officers
 

• Based on the above collaboratively develop a plan of corrective

and/or improvement actions for the projects
 

• 	Clarify responsibilities of the project officers in the
 
certifications process
 

I1' 
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Initiate collaboration with the Bureau of Organization
 
and Methods (BOM;-GOS)
 

The workshop was structured to provide an orientation to SRFMP,
121(d) certification and other relevant isubjects during the morning
sessions for each of the two days of the workshop, while the afternoons
 
were devoted to reviewing specific projects with the project officer.

Attendees received copies of the SRFMP SJ.mplified Accounting System in
both French and English, an accounting system review checklist developed

during the training and an official USAID memo 
"Payment Verification

Policy Implementation Guidance." Additionally, a series of

recommendations aimed at improving financial management of local currency

project accounts was developed and distributed.
 

c. Project Specific Workshops
 

Two project specific workshops have been conducted. The first,

concerning the Irrigated Perimeter project (685-208) in Bakel, trained 10
accountants in the use of the SRPMP system. 
The purpose of the workshop

was to train and identify one project accountant and develop a pool of
others for future use. One accountant was selected from this pool at the
end of the five-day session. Another project-specific workshop was

conducted for the SAED Project (685-0218) in Saint Louis on petty cash
procedures. Five SAED accountants were trained during this two-day

session. The latter training at SAED consisted of one day of course

objectives orientation incldding definition of training purpose,

objectives, rationale, participant roles and materials distribution and
 
one day of SRYMP systems training. The course was designed to allow
trainee discussion of subjects covered, and a substantial overview of the
SRPHP accounting system, as well as description of the procedures to be

used in installing systems in the.project.
 

d. Other Training Activities
 

A newsletter, "Le Courier du Contable", was created by the FMT for
distribution to project accountants, BOM, USAID staff and others. 
This
 
is a quarterly publication containing articles on rilevant accounting
developments for local currency projects. .Additionally, the FMT is in
the process of developing a video instruction tape along with an English
and French transcript for use in SRFMP accounting system training.
 

Evaluation of Senegal Project Site Visit Training
 

In an action training construct project assessment visits are one
training component leading to a defined, desired outcome. 
Project

assessment visits are also the initial stage in defining project specific
training n~sds. 
SRFM.P has managed to collect project specific baseline
 
data and target desired outcomes on a project specific basis, however,

several weaknesses are apparent in this process.
 

SRPFP did not develop a consolidated training needs
assessment analysis for the entire country. 
The leap from

project assessments to workplan activities is intuitive
 
rather than explicit.
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Capabilities of project accountants are not thoroughly

analyzed and it is difficult to determine the training

requirements for each project. 
Recommendations for training
are, however, rather specific but do not reflect the

project-specific training requirements expected in a highly

targeted training approach utilizing Action-Training
 
techniques.
 

Use of local short term consultants to analyse projects is
appropriate insofar as SRFMP has used them. 
Highly detailed
project FM systems descriptions have been the result of

these analyses. 
The connection between these descriptions

and the recommendations for FM improvement is not

particularly clear, however. 
These studies tend to
 concentrate more on the accounting system profile rather
 
than the training needs.
 

The project assessments lack documented input from other

parties involved in the FM of the project, including the
USAID Controller, USAID Project Officer and Host Country

counterpart.
 

Project intervention visits have had neticable effect on the quality
and configuration of the FH systems being maintained at the projects.
Tremendous variation in the levels of impact were noted among the projects
visited. Specifically, some projects had prepared but were not using the
ledgers of the SRFMP simplified accounting system, while other projects
had opened books which incorporated the components of the SRFMP system
without using the specific ledgers and procedures. Deficiencies noted in

this regard included:
 

- An inordinate amount of time between the project assessment
visit and follow-up activities (up to one year in some
 
cases).
 

Difficulty in determining what the specific objectives were

for some visits and what the outcome was.
 

Lack of substantial OJT during some site visits. 
The

trainer did not work with the accountant to organize his

files, determine opening balances in the new ledgers, nor
 prepare project specific procedures and system

documentation, rather, much time was spent further

explaining how and when the SRFMP system was to be used
(i.e. this was an orientation as opposed to OJT activity). 

2. Evaluation of Groiip Training 

The three categories of training which have been conducted

(SRIHP staff regional training, project officer training, and project

staff training) are generally perceived by the sample of participant
responses taken to be beneficial and needed. 
 Based on a general analysis
of project baseline data collected the group training conducted is
directionally focused properly, although it is difficult to draw
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conclusions about the quality or quantity of the training. 
 The following
observations have been made and provide some insight into the
effectiveneus 
of 	the group training process.
 

a. Project Officer Training
 

Project officer training was conducted at Sali, Portugal during
February 2-3, 1984. 
Generally the participants were favorably disposed to
this training workshop, however comments on its effectiveness and utility
varied. Weaknesses in the training that were noted included:
 

0 	Lack of follow-up of the recommendations developed during
 
the workshop.
 

* 	Lack of active participation in the execution of the
workshop by the USAID Controller's office. 
Given the nature
of the material covered in the workshop, clarity and focus
could have been added by the Controller's office. For
example, several Project Officers indicated a continued lack
of 	understanding of precisely what 1034 back-up detail was
adequate for a project.
 

* Given the apparent differences among FH capabilities of
Project Officers (and/or their assistants) some participants

naturally gained more from the workshop than others. 
Some
participants, therefore, felt that their time could have

been better utilized with a more specific targeting of
 
topics.
 

Project Officers generally felt that the project specific
assessment reports used in the project reviews with dach

project officer would have been more beneficial andeffective if they could have read their report prior to the
 
review.
 

. Training was not adquately Job-specific. For example,

specific budget monitoring techniques (reconciling PILS,
Quarterly Financial Status Report, and Project Budgets) were
 
not done, Budget formulation techniques were not covered.

Specific subjects mentioned by participants which the
workshop could have covered are project management systems

and AID Project Haaager Financial Management

roles/responsibilities.
 

b. Evaluation of Project Specific Workshop
 

Two project specific workshops have been conducted, the training
performed at the SAD project in petty cash procedures and the SRTHP
simplified accounting system, and the accountant training/recruitment

workshop for the Irrigated Perimeters project in Bake.
 

The training performed at SAED and Bakel was useful but it stopped
short of implementing OJT on-site. 
It was left to the accountant to
organize files, develop opening balances for the new system, set-up the
ledgers, and adopt and document the specific accounting procedures for the
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project. There is 
some discrepancy between the totals for number of
accountants trained according SRFHP records and as determined by the
evaluation. 
The accountants as of 07/12/84 had not yet implemented the
system and indicated that they would not do so until the FMT returned and
assisted them in executing the activities mentioned above. 
From SRFMP
records it
was difficult to ascertain the level of expertise of the
accountants or the specific condition of their accounting system.
 

c. Evaluation of Other Training Activities
 

Three additional training activities have been undertaken by the FM?

in Senegal, specifically:
 

* 	 Video Instruction
 
* 	 Quarterly Newsletter

* 	 Development of Accounting System a-ad Procedures
 

for the OMVS project.
 

The video instruction training package had not been completed at the
time of the evaluation. 
The basic concept of the package, however,
appears to be sound. 
As there was no documentatio. concerning its
proposed contents, methodology, length, target audience or mode of
delivery no evaluative comment can be made on its proposed development.
 

The quarterly newspaper, "Le Courier du Contable", is 
a good 	concept
which 	has been well executed. 
The content of the newsletters released
incorporates project assessthent results and general AID financial
 
concerns. The distribution includes:
 

" USDA (SRFMP Headquarters)
 
" Local Currency USAID Projects

" BOH (Bureau d'Organization et Methodes)

• Project Officers
 
" 
Host Country Coordinator
 

In terms of content the FMT uses what data are available to determine
content (i.e. assessment data, general conversations). A formal survey of
all parties (eg. letter questionnaire) on the distribution list would be
an additional instrument which could help focus content'more precisely.
 

Development of the accounting system for the OHVS Ground Water
Monitoring Project (625-0958) was a unique assistance effort designed to
address the specific needs of this larger, complex project. 
As there has
been no training performed to date, comments can be made only with regard
to proposed arrangements and materials developed thus far. 
Based on a
cursory review of the proposed system and the comments of those involved
with its development (USAID Controller's office, FHT, Project Officer) the
system would appear to address the requirements of the OMVS project and
exceed substantially the requirements of the SRFMP Simplified Accounting
Manual. 
There was no documented proposed training agenda or plan at thetime of the evaluation. 
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Recommendations for Senegal SRFHP Training Program
 

Recommendations for the Senegal-based SRFMP are provided below:
 

The TNr needs to perform more thorough and documented
 assessments of its projects. 
Examples of the level of
detail of these assessments would be those performed inUpper Volta, Niger and Mali by the resident RfT's. Thisshould include profiles on project accountant capabilities. 

The TfT 
should use local CPA firms to assist in performing

project assessments to supplement their own efforts. 
The
FMT should then use these same firms to assist with training
follow-up. 
This will lighten the heavy burden currently

placed on the FHT due to 
the large number of projects and
their geographical dispersion. Additionally the 
use of
these firms will help establish a core of locally qualified
private firms capable of continuing SRFMP activities after

SRFMP has left the country. Itmay be necessary to organize

training programs to instruct and qualify the staff of these

firms in SRFMP techniquen and AID requirements.
 

The RTf should consider examining and using training

materials developed by other FMT's, most notably: 
 Upper

Volta accounting system, operational instructions, and
 
assessment forms; Niger assessment forms; Niger filing
system; and Mali assessment forms and training needs 
#nalysis. 

The PHT should, in conjuction with the USAID Controller,
Mission Director, SRFHP Officer and HRD Officer, develop a
training program for Project Officers. It is unrealistic

for either SRFKP or USAID to expect qualitative, lasting

financial management enhancement to occur at the project
level if Project Officers are unaware of project financial
 
management needs. 
 (This issue has been raised

previously-see "Sahel Financial Management Project-Survey

Report", September 2, 1983.)
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TRAINING AND ACTIVITIES SUMMARY -
GAMBIA
 

Introduction
 

Training Approach/Methodology
 

The training concept and methodology for The Gambia differs
significantly from countries where other FMTs are based in that the
training focuses on non-project-specific financial management training for
government organizations. 
 In 	this sense the training model for The Gambia
reflects the Action-Training Indigenous Model without a project consulting
component. The preliminary draft training plans proposed by the
short-term consultancy of W. M. O'Reilly & Company provided the basis for
designing the courses ultimately developed by the FMT. 
 Specific FMT
training and training-related activities in The Gambia consist of the

following:
 

0 	Surveys of selected government agencies to determine 
specific financial management training needs 

• 	 Design, development and execution of 	a financial 
management course based on 	the above 

.
 Simultaneous identification and selection of
 
appropriate candidates for training
 

• Development of library and other resource facilities
 

1. financial Management Training Surveys. 

The surveys upon which the courses are based are a combination offormal survey techniques (letter questionaires, analysis of formalparticipant applications) and less formal assessment techniques such aspersonal interviews, document reviews and job activicy observation. The
procedures employed by the FMT in The Gambia consisted of:
 

* 	Interviewing over 20 permanent secretaries and their

principal accountants using a structured interview format
 

0, 	Development of two documents compiling detailed
 
descriptions of financial problems in The Gambia and
perceptions of the capabilities of a good financial
 
manager as seen by the above interviewees and other
 
government employees
 

* 	 Analysis ot formal applications submitted by potential 
candidates 

Review of documents previously prepared analyzing financial
 
management training needs of The Gambia (i.e. WN.O'Reilly
& Co., available Gambian goverment accounting standard 
documents) 

* 	 Interviews with USAID staff, most notably the Controller and 
AID Representative 
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2. Synthesis of Financial Management Training Course 

Based on the above information a financial management course was 
developed for mid-level financial managers. The course was structured to
provide three hour instruction four days/week over a 12 week period for 17 
students covering the following topics: 

a 	Management/Supervision (3 weeks)
 

* 	Budgeting (1 week)
 

* 	 Accounting (4 weeks) 

0 	Auditing (2 weeks)
 

* 	 Financial Management/Closure (2 weeks) 

A 550 page ceurse textbook was developed for student use as well as
 
lecture notes and materials for the instructors (i.e. handouts, notes,

transparencies, lesson plans). 
 Assessment of student performance and
 
course effectiveness was accomplished by masuring:
 

* 	Attitudes of the participants and their superiors toward
 
general and financial management before and after the course.
 

* 	Cognitive pro- and pout-course financial management skills
 
on three of the technical subjects (Supervision, Budgeting,
 
Accounting).
 

" 
Quality of weekly logs maintained by participants for 
documenting perceptions of job improvements during the 
course. 

* 	 Participant perceptions of their knowledge of financial 
management both before and after the course. 

* 	Participants perceived general improvement in financial
 
management recorded at the end of the course.
 

Other teaching technique@ built into the course included:
 

• 	Group work
 
* 	 Role play 
* Field trips
 
0 Quiz contests
 
• 	Lectures
 
* 	 Group discussion 
# 	Guest speakers
 
* 	Proverbs
 
* 	 Quotes from permanent secretaries regarding good financial 

manager capabilities. 

An evaluation methodology was formulated for the course which 
Included analysis of the data noted above as well as 	a participant

evaluation of both the 
course and the instructors. A formal certificate 
of completion vas provided to all successful participants.
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3. Selection of Candidates for the Financial Management Course
 

Selection of candidates for he course was based on the

recommendations of the ministry (usually the Permanent Secretary) from
which the participant came as well as 
the data provided in the formal
 
application. 
It is not clear what the precise method for choosing the
participants was  presumably everyone applying and/or recommended was

admitted to the course. The second course was to begin August 27, 1984
and had more applicants than slots available -- in-part owed to the
positive feedback and success 
of the first course. It is not clear how
the selections will be made for the second course.
 

4. Development of Library and Other Resource Facilities
 

The FMT, in an effort to establish a resource and reference facility
for the project, has begun developing a library for financial management

materials and has implemented a financial management newsletter.
 
Additionally, as a result of the efforts of the Team Leader, government

manuals related to the government accounting guidelines, procedures and
standards have been collected, reproduced and distributed to course
participants. 
These manuals include Financial Instructions, General

Orders, Budget Manual, Accounts Manual, Stores Regulations, PSC
Regulations, Audit Handbook, and the tatermal Audit Handbook; all of which

describe and provide the basis for Gambian government accounting. These
mnanuals, most of which were 
never seen before by the participacts in spite
of their responsibility to comply with them, are in the library and were
acknowledged by all participants interviewed to be an invaluable benefit

of having attended the course. 
The library maintains a Dewey Decimal
System and contains approximately 148 textbooks in addition to the above

documents. 
The "Finaucial Management Newsletter" began on May 1 and is
published monthly. 
Its stated purpose is "to keep interested persons

Informed on events which affect financial management in The Gambia." 
 It
has generated interest from some government ministries, parastatalorganlzations and private institutions for subscriptions.
 

The Gambia Training Program Evaluation
 

This evaluation cannot comprehensively and exhaustively address the
complete details of training modifications needed, desired, and feasible
with regard to The Gambia SRYFP training program. The reader is, however,

referred to the evaluation previously conducted (I.e. "Sahel Regional

Financial Management Project, The Gambia; Internal Evaluation Report; May
12-June 6, 1984") for a relatively detailed analysis of the Gambia
training program and with which this evaluation basically concurs. 
 In
addition, assessments provided herein address supplementary and/or new
subjects not addressed in the previous evaluation.
 

1. Evaluation of Financial Management Training Survey
 

The methodology used to develop the course, although yielding a

reasonably good product, was relatively unstructured and undefined.

Although the evaluation team was unable to identify an analytical document
which compiled, correlated and synthesized the available data and
information into a training plan strategy, there are clear correlations
between the survey data, the course content, and overall training
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approach. 
The W.M. O'Reilly & Company report mentioried previously

provides an example of the type of analysis document which would be
appropriate in pulling together the bits of daLa and information collected
 
during surveys to support training development.
 

The information collected and used in
course development is

appropriate. 
 However, the immediate superiors of some of the participants
were not consulted on the content definition of the course. Some concern
 
was expressed by these managers to be included in the process of defining
 
course content.
 

2. Evaluation of the Financial Management Training Course
 

All parties felt that the course was a tremendous success.

Especially highly praised were the participatory techniques employed

during many of the classroom activities. In particular, the dynamic

teaching skills of the Team Leader and his counterpart were perceived to
be 	effective with the participants. The course requires improvement,

however, on the following:
 

Organization of Lecture Notes --
It was difficult to
 
follow the lecture note manual prepared for the
 
instructors of the course. 
One doubts that an outside
 
Instructor who did not prepare the course material and 
notes would easily be able to use the lecture notes to
 
provide instruction.
 

* 	 Use of Visual Teaching Tools - Although some visual 
teaching aids were used during the course (primarily
transparancies) the textbook often failed to use
 
exhibits such as flowcharts, matrices, and other
 
graphic illustrations favoring instead the use of
 
verbiage.
 

" Orientation of Academic and Job Specific Course 
Material - While the course material attempted to 
strike a reasonable balance between academic and job
specific subjects, the academic content tended to 
dominate the latter. There is a clear need in this
 
type of training, especially if it is to reflect the
 
Action-Training model, to minimize academic
 
instruction - conveying the academic principles and 
concepts through application orianted instruction
using live data and information. Such a course 
revision will require substantially more research And 
preparation based on the specific job responsibilities
of 	the participants for each session of the course.
 

Formal Follow-up of Trainees --
A formal follow-up
mechanism to evaluate post-course effectiveness Is not 
Ln-place at this time, although during this evaluaton 
such an activity was discussed. 

Marketing of Course -
 Students interviewed were
 
apprehensive before taking the course due to
 
uncertainty about what the course was to accomplish 
 (

and how it was to be conducted.
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3. Evaluation and Selection of Candidates 

Candidate selection, although apparently successful, is not
clearly documented. Observations during the evaluation tended to
support the inclusion of USAID project accountants for
training-ones which the policy of The Gambia training program being
not to take a project-specific approach tiitraining activities, had
tended to ignore. Discussions indicated an advantage to including
some project accountants in training sessions.
 

4. Evaluation of Library and Other Resource Facilities
 

The establihment of the training course library is 
an
excellent means of providing a capability for enhanced training
impact during the course and continued participant self-instruection
and skill enhancement once the course is completed. 
The only
negative factor in this activity is the lack of funds to expand the
library further, especially with regard to.budgeting and planning

materials.
 

The "Financial Management Newsletter" provides an initial step
for developing a regular forum for both public and private financial
management professionrls. 
Its immediate popularity is evidence of
the need for its services. 
The oontinued maintenance and
programming of the newsletter is
a questionmark insofar as its
existence is tied to the energies and motivation of the FMT,

especially the Team Leader.
 

Reoommendations For The GambiaSRFMP TrainingProgram 

SRFMP should modify course content to reflect job-specific
training requirements more closely. 
 The perceptions of :heimediate supervisors of participants as well as the
specific job requirements of the participants themselves
should be taken into account prior to the start of the
 
course.
 

, SRJMP should compile in one analytical document the
training needs assessment for the country. 
This documentshould provide a clearly detailed definition of the Gambiatraining program, the rationale upon which this program isbased, and the data used to aupport this reasoning. 
SRFMP should add more visual and graphic devices such ascharts, graphs, exhibits, flow-diagrams, and matrices tothe course textbook. 
For example, budget flowcharts of the
govermentis budget process would be a useful document for
financial managers and be a 
clearer, faster presentation

technique than the present verbal description.
 

* Lecture notes and teaching aids need to be better organized
so that it is possible for differont lecturers to follow
 
the same set of notes effectively and so that the course can be easily replicated. 
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* 
Specific and documented procedures for participant

selection should be established.
 

* A formalized and documented program of participant

follow-up should be established in order to determine
the intermediate to long-term impact of the course.
 

* 
SRFMP should consider a more "up beat" marketing of its courses in order to create a largsr and, perhaps even moretalented pool of applicants as well as increase demand forin-service training courses in financial management.
 

" 
An explicit strategy for maintenance and continued
development of auxiliary resources should be established.

This would include targeting of specific materials for
inclusion in the library, identification of costs and
funding sources, and execution of a program to accomplish
these plans. The key to this recommendation is insuring
that th. library, newsletter and other facilities do not
collapse or end with the departure of SRFPQ.
 

" 
SVW should consider offering a separate course on
auditing techniques as well as a separate course on

Inventory management and accounting. 
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TRAINING AND ACTIVITIES SUMMRy NIGER-

Introduction
 

On May 3, 1983 the FMT arrived in-country, but despite earlier
assurances the protocol was still not signed at that time. 
This
Situation continued until August 10, 1983, causing severe delays and
disruption of the SRFMP FhT's activities. 
Not until the following April
did the FMT begin its first mandated and logical step toward formulating
a rational training program for Niger.
 

Training Approach/Methodology:
 

In order to understand the training approach and methodology in
Niger it is critical to understand the events described above. 
 During
the waiting period for the signing of the protocol the government did not
allow the FMT to perform any official activities. 
The FMT did, however,
work under the direct supervision of the USAID Controller's office. 
All
work performed was consequently defined by the requirements of the USAID
Controller's office. 
The training model envisioned for Niger was the
same as that previously described for Senegal with the ezception that the
SR-MP Team Member was not a Nigeiien but rather, a Malian. Consequently
the FlT did not begin to develop a complete training program for Niger
until April, 1984 and has only recently (June) completed and submitted
 
one. 
Training activities in Niger have consisted of the following:
 

0 Isolated series of project-level technical assistance
efforts aimed at ameliorating immediate problems which
the USAID Controller had identified
 

a Monthly workshops on specific financial management
topics provided to project accountants as a group
 

* 
Project needs assessments
 

i. Project-Level Technical Assistance
 

Six instances of technical assistance were provided between May 39
1983 and April 7, 1984 and are listed below.

based on a 

None of these efforts wastraining program developed as the result of a training needsassessment. 

" 
Forest and Land Use Planning Project (FLUP, June/July
1983 and follow-up thru 1984) 
-- Performed a pre-audit
analysis of the project in
an attempt to Identify
specific financial management problems and develop atechnical assistance program to ameliorate them
 
" Agriculture Credit Training and Guidelines Tec.mical
Assistance for Project Productivity Niamey (June,
1983) - Analysis, system design and training for
agricultural credit component of project; Used
Training Materials Development Specialist (SEP)
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* Workshop on Inventory Control (October, 1983) 
provided to project accountants at the SRFMP FMT 
headquarters in Niamey 

Pre-audit Study of the Taroua Project Cestion de
Paturage (November 1983) - Comprehensive review and
 
analysis of financial systems of project; utilized
 
local Nigerian accountant for some of the effort
 

Procurement and Inventory Management Procedures of the
 
Nigerien Government (February 1984) - A synopsis of

the procurement procedures and regulations for sole
 source and competitive procurements, inventory

procedures and related regulations, and various
 
related law. and decrees
 

Counterpart Fund Analysis of the Ministry of Planning

and USAID (March) - Review of accounting practices

and reconciliation of funds for PL-480; performed by

short-term Washington-based consultant
 

Each of the above was mandated by the USAID Controller and performed
by the FIT or a SRFMP short-term consultant. Actual system development
and installation occured only in the case of Project Productivity Niamey
while only one training workshop was prepared and executed  on
 
procurement and inventory managetnt. 
In all cases action training
approaches and methodology were not used in a Each
consistent fashion.

of these efforts generated well documented outputs in the form of
reports. However, these efforts were not premised upon a thorough

analysis of local currency project training needs.
 

Follow-up project site interventions did occur in the case of FLUP,
however, whereby during the period of November, 1983 to April, 1984 the
fY provided highly focused project TA on payroll and inventory based on

the improvement plan developed during June -
July, 1983.
 

2. Monthly Financial Management Training Workshops
 

The FHT initiated a monthly workshop specifically for project

accountants in Match 1.984. 
 The topics of the workshops given in March,
April, and May were, respectively: SRFMP Simplified Accounting System,
Overview of the Project Accounting Requirement and Reimbursement Process

and Accounting for Encumbrances. 
The June session was cancelled;
however, the July and remaining sessions are planned to take place. 
The
exhibit on the following page provides the schedule of topics for the
remaining sessions. 
 It should be pointed out that while the FMT was
unable to complete formal project-level training needs assessments until
June, 1984 it did gather Information on a project specific basis inorder
to assist in focusing their efforts, eg. profiles on educational
background of rt"Joct accountants and IG audit reports. Until the needs 
assessment '#:A 18|,wtrsxed, this gradually growing body of knowledge had tosuffice for dirI 1.4 the FMT's effurts in Niger. The workshops were
coordinated cloF:ly W.rh the USAID Controller's office both In thedevelopment of mgcerisl and execution of the workshop. 
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SCHEDULE OF SRFMP
 
MONTHLY MEETINGS WITH USAID PROJECT ACCOUNTANTS 1984/1985
 

To Improve Financial Management Practices in USAID Projects
 

TIME
 

8:30 to 12:30, 15:00. to 18:00 

PLACE 

S1M Training Center (House 98) 

Date SubJect
 

March 30 1@ Financial Management Model 

Apri1 27 2. Cash Management Reimbursement 

Mfay 25 3. Accounting for Encumbrances 

June 29 4. Payroll Management 

July 27 5. Niger and USAID reporting 

Aug. 31 6. International Control 

Sept. 28 7. Inventory Management and. 
Procurement 

Oct. 26 8. Planning/Budgeting 

No, 30 9. Accounting Systems Design 

Dee. 21 10. Planning for Computers 

Jan. 11. Financial reports analysis 

leb# 12. Development Project Manageht 
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3. Project Needs Assessments
 

Although formalized training needs assessments have not been
conducted, project-level financial assessments were conducted and
completed in June, 1984. 
 The project-level financial assessments were
 based on a detailed set of three questionalres, 
one set for Project
Directors, one for project accountants, and one for USAID Project
Officers. 
A six-month workplan for the period March, 1984 -
September,
1984 was developed based upon these assessments and represented the
training activities proposed for the FlT. 
 This vorkplan has been
submitted to both SRFMP/W and the USAID Controller. 
The USAID Controller
refused to approve it (as of the time of this evaluation) because it did
not support immediate certification needs. 
 The project financial
assessment was performed simultaneously with the 121(d) Certification
review of local currency projects.
 

Niger Training Program Evaluation 
In evaluating the Nigerien SRFMP training program one should keep In

mind that the FMT has only recently undertaken its training program as
envisioned under the Action-Training model and the activities as
 described in the project paper. This evaluation therefore, has examinedsome effects of training based on the unplanned andactivities which the FMT has unscheduledbeen involved In overof operation. most of its first yearWhere possible, howevr, comments have been made on the
training program with regard to its original Intent.
 
L. Evaluation of Isolated Project Technical Assistance Efforts
 

Two of the technical assistance efforts were examined In this
evaluation, FLUP and Project Productivity Nimaey. 
SRFMP'g training input

for these two projects in.luded components of accounting systems such as
 the inventory control system and the purchase order system.
Installed a manual perpetual inventory control system. 

sR.w
 
However, it does
 

Additionally a purchase order system had been implemented based on
 

not have the daca or the capacity for costing or valuing inventory.

SRFMP's re'ommendation&. 
 The USAID Controller had already installed and

was overseeing the operation of a double entry ledger-based accounting
system. 
Project Productivity Niamey had installed the Agricultural
Credit Control System recommended by SRFmP. 
 The simplified Accounting
System had not yet been Installed at the time of evaluation; however, the
accountant had prepared the ledgers and was in the process of preparing
the opening balances and reorganizing files.
 

In general, SRFIP 
has made significant contributions in enhancing the
financial systems and expertise of the two projects.
techniques of intervention were SRFXP's mathods and
consistent with the Action-Training
approach and positive results, although exceedingly slow in coming, were,
 
In fact, being achieved. The weakness in this process with regard to the
two specific projects is 
a
Controller activities at 

clear lark of coordination with USAID
the target site.
providing TA to these two projects and other local currency projects
 

The USAID contract accountant
 
indicated that he has virtually no contact with the FTT in coordinating,
planning or executing his activities.
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2. Evaluation of Monthly Financial Management Workshops
 
The monthly workshops, begun in March, 1984, represent one of the
real successes in the Nigerien SRFMP program. 
All parties involved
including project accountants, project officers and USAID Controller
staff agreed on their utility, especially the participatory training
techniques. This activity represents one of only examples of genuineSRFMP/USAID 

two 
Controller collaboration in 	financial management, planning,coordination and execution which this evaluation was toable identify.Overall this appears to be an effective forum for training project
accountants, facilitating the constructive flow of information and
technical guidance between the USAID Controller's office and the
projects, and testing potential training concepts and topics with
projects before expending significant levels of SRFMP resources in
potentially risky training events. 
 However the participation of USAID
Controller staff and USAID Project Officers and staff needs to be


expanded significantly.
 

3. Coordination of Project Training Needs Assessments
 

The lack of a single coordinated and formal analysis of training
needs based on detailed project-level financial assessments is 
a weakness
In the overall training needs asspusment process. Presumably,. the
workplan, based on the project financial essessments, represents a
tactical operating document which would be one output of a comprehensive
analysis of the project baseline Aata. 
The lack of a detailed analysis,
however, requires an intuitive jump from the detailed hard data collected
 
to the operating plan proposed.
 

Another weakness in the training needs assessment process is the lack
of USAID Project Officer input into the assessment process. Although the
Vr made a diligent effort to involve USAID Project Officers formally in
the assessment process, not one questionnaire was returned by USAID
Project Officers during assessments of their projects. 
 Clearly, if the
Wr is to maximize its effectiveness and utility, cooperation and
collaboration must be forthcoming on the part of USAID Project Oficers.
 
The triparite assessment concept formally Involving the project
director, project accountant, and USAID Project Officer is
an 	excellent
idea which wzs well developed by the TMT. Its utility, however, was
reduced by the lack of respondents as explained above. 
The final report
prepared for each site visit assessment was thorough and well presented.
 

Racomnendations for the Niger SRFP Training Program
 

0 	Develop a consolidated analytical basis for the SlIM?
 
training program in Niger. 
This sho.ild be based onthe financial assessments and should provide a logital
link between these assessments and all activities
 
proposed in the workplan.
 

* 
Integrate and coordinate training activities with the
USAID Controller's efforts involving local currency

rojects. 
 The lack of formal involvement of the U5AID
otroller with rrojected SRF training activities
 

exacerbates project coordination and cooperation
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problems. The ?Lf Team Leader must assume a more
 
assertive leadership role in representing SRFP
 
interests with the USAID Controller and the Mission in
 
general in order to ensure that maximum benefits are
 
obtained.
 

Disengage from any activities which are not consistent 
with the SRFMP workplan. The FMT is not and should 
not 
be used solely as an extension of the USAID
 
Controller staff.
 

Continue monthly financial management workshops and 
expand participation of USAID Project Officers and

Controller staff. 
 This may require the intervention
 
of Mission management to persuade the USAID personnel 
to become involved.
 

Project officers should be required to participate in 
the financial assessment process through their 
responses to the FM assessment questionnaire.
 

S*RPM? should present a workshop to provide USAID 
Controller staff and Project Officers more background 
on Its objectives and methodologies. Specific topics
in this workshop should include Action-Training
theory, methodology and techniques, experiential 
learning techniques, and participator7 rr.iiting and 
management techniques. Such a wnrkihop sho"Id promote
better understanding of, and coDlaboration bttween the

S3LIP FHT and the USAID Mission. &dditionally, this 
workshop could provide an excellent opportuni;y to 
review specific project assessment results and 
training proposals. 

" SlUP should update its assessment files to make them 
more consistent with assessment reports. These files
 
should contain current records of intervention
 
activities and outcomes.
 

* SRIMP should involve local accounting firms in the
 
training program In both project specific

interventions and group training events. This should
 
be aimed at developing supplemental expertise in local
 
Institutions. 

$SKFMP should encourage both USAID and the host country 
government to allow FMT instruction at ENIA as 
originally proposed in the Country Protocol. 
Coursework should be based on the training analysis
document but should also draw from material developed
under other SRFMP Pfs such as The Gambia's. Inventory
manalement and control and auditing are particularly
relevant topics for this course.
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TRAININC AND ACTIVITIES SUMMARY - UPPER VOLTA 

Introduction
 

On June 4, 1983 SRFMP-Upper Volta officially commenced FM
operations. 
 The Team Leader was able to commence activities immediately
even though the country protcol was not signed until September 26, 1983.
During this Intervening period the Team Leader completed the detailed
project budget as well as 
the detailed activity plan for the first two
six-month periods, arranged for and moved into permanent project
headquarters, executed logistical arrangements for supplies and personal
e*feccs, hired a secretary and the Sahelian Team Member and completed
initial project level financial assessments for three of six projects.
SRPMP start-up activities were acc9mplished quickly and efficiently

despite the delay in signing the country protocol and a coup d'etat.
 

Training Approach/Method
 

The training concept and methodolugy envisioned for Upper Volta Is
the Action-Training model as previously described under the corresponding
section on Senegal. 
Specific training and training related activities

under this approach consisted of the following:
 

* 	Development of a project site visit assessment
 
questionnaire and conduct of project-level assessment visit
 

" 
Review of assessment results by the USAID Controller and

SRfW Project Officer with subsequent collaborative 
development of an accounting system based on both
assessment results and a system design proposed by an IQC
accounting firm for regional projects based in Upper Volta
 

* 
Conduct of training workshops with local currency projects

concerning the accounting system noted above
 

a 	Project-specific follow-up visits to install the accounting

system and train users in its operation with later
 
follow-up visits to install and provide training on
 
revisions
 

* 	 Identification of additional financial managment trainlng
needs 

Develoent of Project Site Visit Assessment uestlonaireend Conduct 
of Project LevelAssessment Vsits 

One of the earliest pre-trainIng activities undertaken by the Team
Loader was preparation of a detailed site-assessment agenda and data
collection document. 
This document contained a series of questions

covering the following:
 

* 	 General Overview 
* Cash 
0 Purchases and tucumbrasces 
o 	Payroll Transactions 

1 
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* Donor Receivable Account
 
a Inventory
 
a Property and Equipment
 
* Sales
 
* Financial Reporting
 
" Personnel
 
" Budgetary Procedures
 
" Project performance
 

The document was formatted to provide a scoring method for each of
the above and provided columns for initial review and periodic three
mouth reviews afterward. 
Overall, the document conformed to a systems
evaluation assessment methodology. 
This documeut both provided hard data
on specific project accounting system components and procedures and
measured the efficiency of these components. It was developed in
collaboration with the USAID Controller and SRFMP Project Officer; that
Is, SRFMP developed the draft document, reviewed it with both the USAID
Controller and the SRFMP Project Officer and made changes according to
these reviews. 
This particular pattern of collaboration is typical of
the Upper Volta FMT in working with USAID.
 
.
 Project site assessments were arranged with the concurrence of both
the USAID Controller and SFM? Project Officer. 
The DCC staff
accompanied the FMT in order to gain experience and skills in financial
assessments of projects. 
Three local currency projects out of a total of
six were reviewed by the end of November, 1983, the remainder being
reviewed by an IQC accounting firm. The program in Upper Volta of donor
organization (CILSS) was reviewed in June, 1984  the delay being caused
by various political and operational problems which prevented


constructive SRFMP intervention activities until that time.
 

2. Review and Evaluation of Assessment Results
 

Upon completion of the assessment visits, project assessments were
formally written in report form for the three projects reviewed.. The
assessment produced a formal report for each project arranged In five 
parts, specifically: 

* Statement of Purpose
 

* Reference Key (containing project identifying data and code
keys for the assesment document)
 

" 
Sumary Description Data (containing project descriptive
data such as SDOC, EDOC, Grant Amount, etc.) 

* Overall Sumary Assessment By Category 
* Analysis of Books, Records, Procedures, and Internal 

Controls divided into: 

- General Overview 

- Detailed Assessment by category 
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These reports were produced in both English and French with copies

going to the Project Director, USAID Controller, USAID Project Officer,
and SRPMP Project Officer. Additionally, using the evaluation reports

prepared for three other local currency projects by an IQC accounting
firm, assessments were made based on their evaluations. From the
 
assessment data SRFMP developed a training strategy.
 

3. Accounting System Design
 

Based on the problems identified in the project assessments
 
conducted by both the FMT and the IQC accounting firm and upon a proposed

accounting system developed by the same IQC accounting firm, the FHT and
USAID Controller collaboratively designed and developed an extremely

well-documented, operationally simple double-entry ledger-driven

accounting system. 
This system, later revised to improve certain aspects

cocerning USAID accounting requirements, is the foundation for the SRFMP
 
training programme in Upper Volta.
 

A recent event in the evolution of this accounting system is the

preliminary design of an automated version of the accounting system

(begun in March, ].984 and completed in July by the FMT). The FMT has

completed specification of the hardware type and has identified and
received a proposal for systems development from a local data processing

services company. All activities in this effort have been on a

collaborative basis between the USAID Controller's office and the FMT.
 

A second accounting system product was developed by the FMT for use

In project revenue accounting (Market Fund Accounting Manual). 
 This
 
manual system Is
a 	revenue accounting subsystem complementary to the

general accounting system developed earlier and is for use with a

specific project in Upper Volta having a revenue accounting requirement.

Again, this system was collaboratively developed.
 

4. Workshop on SRFMP Accounting System
 

The FMT has conducted one workshop (January 11 
- 13m 1984) for

training. This workshop was specifically designed to train project

accountants in the accounting system developed by the FHT 
 and USAID.This workshop was well planned and executed. Planning activities 
includedi 

.
 Discussion with all identified participants four to six
 
weeks in advance of the workshop concerning course content
 
and techniques
 

9 	Logistical arrrangements for workshop site completed

approximately three weeks Jn advance of the workshop
 

0 Preparation of workshop materials approximately one week
 
before execution, including preparation of flipcharts for
 
accounting system components such as reports, ledgers, and
 
process flow diagrams
 

• Organisation of workshop activities around a working group

concept of six participants per group with a total of four
 
Sroups handled by two instructors
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The workshop was conducted in the following manner:
 

Day 1 -
Definition of workshop objectives and iniroductions
by both the FHT and USAID Controller staff. 
 rief overve
of accounting system components, data input, process, and
output. Immediate application practice of using the
accounting system with review of reports and audit trail
tracing to demonstrate and reinforce how data flow through

the system to final output reports
 

- Creation of balanced working groups and practice
sessions using predefined accounting transactions as
application problems; each group used a flipchart and
was require 
 to concur as a group on necessary

accounting operations for completion of excercises.
 

-
Random selection of individuals to perform month-end

closing entries on pre-prepared flipcharts
 

- Working Group completion of several accounting system
reports based on pre-prepared accounting data
 

-
USAID controller explanation of 1034 form completion
 

Day 2 - Similar practice exercises as the first day with
 
different exercise data
 

* Day 3 -
All entries in the system were included In the
exercises and Individuals were required to complete

specific transactions.
 

The workshop program was extremely well planned, coordinated, and
orchestrated by the FM? and USAID Controller. 
 Its content was relevant,
specific and operationally oriented. 
An evaluation form was completed by
the participants at the end of the workshop and the participants were
asked to suggest topics for future workshops.
 

5. Project-Level WorkshopFolloow-Up Visits
 

Appointments were made with personnel from all projects to provide
follow-up for installation of accounting systems and further training.
Follov-up assistance included:
 

FM'T provision to the project ..
ccountant of pre-prepared

ledgers, accounting manual and separate operating
procedures documents (i.e. "cookbook procedures")
 

* VMT/Project Accountant joint project file organisation and

ou-site preparation 

M
7W? assistance and where necessary supervision of project
accountants in calculation of cumulative opening balances
 
for accounts
 

USAID Project Officers were included in the above process and were
glven a half day session on the operation of the accounting system. The 



follow-up activities required several days per site. 
 Additional

follow-up visits were conducted in order to implement changes in the
original accounting manual. These follow-up visits used the same OJT
procedures as in the original workshop follow-up activities. Each monthSRFHP visits certain projects to insure that month-end closings are being 
properly executed. 

A special training session was provided for a financial management
consultant in accounting systems for Cape Verde. 
The consultant as
 
provided copies of all materials developed.
 

6. Additional Training Activities 

Other training activities of the Upper Volta FMT included:
 

Survey and course preparation of training program for Host
Country Coordinator staff which included a half day issues
and planning session to define and focus objectives and 
content of the training plan as well as a skills test of
 
proposed participants 

Survey andS speculative analysis of USAID Project Officer 
roles and responsibilities 

• Recently begun TA to CILSS in order to ameliorate financial 
management problems 

0 Assessment of one non-local currency project with an eye
toward providing technical assistance in the future 

a 
Initiation of dialogue with the USAID Controller and the
Host Country Coordinator regarding future financial 
management training assistance 

4 Testing, evaluation, and selection of a project accountant 
for a local currency project
 

UOier Volta Trainn Program Evaluation 

1. Evaluation of the Project Site Visit Methodology, Execution, and 
eportinU 

The assessment questionnaire provides for an excellent, concise and
clear summary of the financial condition for the project. It highlightsveaknesses in a project's financial management and, therefore needs for 
financial management training.
 

The reporting of assessment results yes done in a professional andhighly efficient manner. 
The report's distribution was thorough andappropriate, and personally delivered reviews of the report were 
provided

by the WT to clarify, emphasize, and generally maximize the utility of
the report. The evaluation team was most impressed vith the general
approach taken in the assessment: it conformed to the protocol and
techniques which one no'maily finds practiced in the United States by

private consulting and auditing organizations when foruul&ting andexecuting management and financial audits/reviews for small-to-edim( 



sized organizations. 
 The only weakness in this process was the lack of
a consolidated training needs summary for the country-wide trainingprogram. Although the six-month workplans were based on thoughtfulanalysis of the assessments and other data, the intervening steprepresented by a formal, analytical training needs document was minsing. 

2. Evaluation of System Design Activities 

The systems documentation developed for the accounting systems in
Upper Volta is excellent. The technical manual is well-written,
containing facsimile documents where appropriate, specific examples oi
every transaction in the system, a transaction summary of these for easy
operator reference when executing any specific transaction, as well as a
clear index allowing the system user rapid access 
to any part of the
system. Additionally, the manual provides a month-end closing checklistfor use by the project accountant. 
This document is like a "cookbook"
and takes the project accountant in great detail through every step
needed to close the books for the month-end report, wellas as open thebooks for the following month. The user does not necessarily have to bean accountant. 
 Finally, the manual provides an accounting system review
checklist for .the Project Director which is excellent for review andverification of the accountant's work each month.
 

The preliminary design document for the automated accountingis extremely well organized systemand conforms to professional standardssystem requirements. The document pcvides 
for 

a very good basis forsoftware development analy is. The ioly components lacking in thisdocument are specification for file sizes and format, data elements,transaction volumes and process algorithms.
 

The revenue accounting manual was equally well executed.
the standards of documentation, degree Overall,
of utility and creative approachesare extremely appropriate. The only significant weakness pertains touse of flowcharts. the
The manual would benefit from the use of system leveland transection level flowcharting and, with that, could be the basis for
systematic problem solving approaches.
 

3. Evaluation ofWorkshop
 

The workshop was well conceived, planned, cnd executed.Participants were surveyed for their input; the topics were well definedi
the attention to detail in the planning and execution was superb.
Collaboration between the TlT, USAID Controller, and the SIM1P Training
Materials Development Specialist was excellent.
 

4. Evaluation of Follo-Up Visits
 

Follow-up visits were wll coordinated with the workshopactivities. 
 li workshop follow-up visits the FWIT succeeded in installingand making operational the accounting systems as well as training theproject accountants. The inclusion of USAID Project Officers in this
proess was an excellent device for insuring their continued support and
Independent follow-up of SIM efforts. The only weakness noted in the
process was the lack of follow-up visit documentation. The YTT
acknowledged this and is desigLng a procedure to correct the deficLncy. 
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Upper Volta Training Recommendations
 

The FMT should improve the organization of its files and
documentation of all project activities. 
The Nigerien
SRFHP filing system is a model one since it is easily
maintainable and efficient. 
Documentation of all
 
activities, especially follow-up visits, is critical and is
 an important tool for measuring the effectiveness of

training techniques, methodology and philosophy.
 

The FMT should consider engaging a U.S. data processing

systems consultant to review and evaluate all stages of
automation development from preliminary design to systems

installation and evaluation. 
The role of the consultant

should not be to do the actual design, development and
implementation work but rather to insure that all stages of
the effort are consistent with the most recent and
effective state-of-the art capabilities. This consultant
must be extremely well versed in hands-on development using
the procedure being considered (general ledger accounting),

software proposed (application languages and operating

systems), and hardware environment (most probably IBM PC
 
series).
 

The FMT should write an analytical training needs document
 
on which to base its country-wide program. 
This document
should compile, correlate, and analyze data, providing the
reasoning used to develop and support conclusions for the
 
training program.
 

The FMT in coordination with the USAID Controller and the
EHRD Officer should consider collaboratively developing an
 
in-service FM training program for USAID Project Officers.
 

The FMT should take advantage of the next regional meeting

of the SRFMP to provide a detailed explanation of the
accounting system, documentation techniques and training
metnods employed in Upper Volta. 
If possible the Upper
Volta FMT should reschedule the workshop planned for this
 
purpose in July, 1984 which was cancelled because of
 
logistical problems.
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TRAINING AND ACTIVITIES SUMMARY 
- MALI
 

Introduction:
 

On July 25, 1983, the SRPMP Team Leader arrived in Mali. Although
his arrival was over one month behind schedule (due partially to Country
Protocol signing delays) the Team Leader had been in-country briefly
during June on other business and had taken advantage of this time to
make contacts at AID in order to begin the process of locating office
space, a secretary, a Team Member, and personal housing. 
Despite
logistical coordination problems after the Team Leader's arrival, project
operations were well underway by the time that the Sahelian Team Member
 was brought on-board on September 6, 1983.
 

Training Approach/Methods
 

Specific training and training related activities under this
approach consisted of the following:
 

e Design, development and execution of project financial 
management assessments
 

0 Synthesis of above information into project specific
training requirements 

a Design, development and execution of several workshops to
 
address common training needs among projects
 

* Project-specific training interventions
 

1. 
ProJect Financial Management Assessment Design, Development and
 
Execution
 

Two major activities were conducted in completing the financial
 
manLgement assessments, specifically:
 

" 
Design and development of an assessment questionnaire
 

" 
Arranging and coordinating project site visits where
project accountants and directors were interviewed
 

The assessment questionnaire was based on a systems evaluation
assessment format and consisted of a set of questions on the follovingi
 

* Basic Accounting Document
 
a Cash
 
* Purchasing & Encumbrance
 
* Payroll 
* Budgets

0 Property and Equipment

* Inventory
 
. Credit
 
* Financial Reporting
* 	 Personnel
 
SGeneral
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. Project Performance
 

. Training Opportunity Assessment
 

The Training Opportunity Assessment section was different from other
components of the questionnaire in that it provided, for the categories
of Director, Accountant and other (specify) a high, medium, or low
priority ranking for the training categories listed below:
 

0 Budgeting & Planning

* Inventory Management
 
* Procurement
 
0 Cash Management

0 GRM & USAID Accounting Requirements Coordination
 
0 Planning for Computers

0 Credit Management
 
9 Accounting System Design and Control
 
* Internal Con :rol
 
* Accounting for Encumbrances
 
* Development Project Management

0 Payroll Management
 
0 Asset Management

& Financial Report Analysis
 
0 Other (specify)
 

This section was also distributed to USAID Project Officers, project
credit managers and officers and Malian government project personnel.
This extensive assessment queszionnaire required several hours to several
days to complete for each project site. 
The questionnaire was reviewed
and approved by the USAID Controller's office prior to its application.
 

Prior to commencing site visits the FMT arranged meetings with staff
of various ministries involved with USAID projects for general
informational purposes. 
These appointmbnts and the identification of the
appropriate ministry staff members were arranged through the USAID
Controller's office and/or Project Officers as appropriate. 
Although

these visits are not clearly documented in the file their stated purpose
was to gain background information which might prove useful during the
project assessment visits. The FMT 
 indicated that these interviews, in
fact, revealed a "communication problem" between USAID and the

ministries. 
This information was a factor for SiFM's positioning of its
 program as a third party facilitating the financial management

improvement process between the projects and USAID.
 

Actual project assessment visits were arranged through USAID and the
pertinent ministry. 
Protocol was strictly adhered to in arranging for
and conducting the site visit. 
During the site visit the assessment
questionnaire was completed. 
Project assessment visits were conducted
for fourteen out of a potential twenty local currency projects during the

period November 1983 to January 1984.
 

2. Training Needs Analysis
 

The Malian FMT is the FHT which has most formally analyzed training
needs and created a complete training needs assessment document. Using
the Training Opportunity Assessment Form as well as other assessment
questionnaire data the FHT developed a detailed project-specific analysis
 

/0/4
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of training needs vis-a-vis identified project weaknesses. The
analytical technique employed consisted of statistically analyzing and
quantitatively interpreting results for two sets of documents for each
 
project, specifically:
 

" 	The Project Accounting, Internal Control and Management
 
Analysis Questionnaire.
 

" 	The Training Opportunity Assessment (and an ideutical
 
survey document for wider distribution entitled "Financial
 
Management Seminar and On-the-Job Training Subject
 
Questionnaire").
 

The analysis of the data from the first provided a detailed analysis of
the projects' current financial situation, while the analysis of the
second yielded a prioritized description of the training required at the
 
projects.
 

3. Design, Development and Execution of Workshop
 

Six workshops have been given by the Malian fPT covering three
 
subjects:
 

" 	Double Entry Accounting

" 
Planning and Budgeting (used SRFMP materials Development


Coordinator and two local consultants to prepare)

* 	 Training Prograid Planning 

Double entry accounting workshops were held on April 2-6, April 10-13,
April 14-15, 1984 for the USAID Controller Financial Analyst staff, USAID
Project Officers, and Ministry of Agriculture staff, respectively. The
three workshops, although covering the same material, had distinctly

different foci as explained below:
 

* 	April 2 - 6 for USAID Fimincial Analysis staff training

focused on instructing the ?inancial Analysts in the basic
 
accounting nanual written b7 SRFMP to replace the SRMP 
Simplified Accounting System. 

a 
Aril 10-13 for USAID Project Officers was oriented toward
sensitizing the Project Officers to the need to monitor the
 
financial management of their projects more closely.
 

r April 14  16 	for the Ministry of Agriculture but also
 
attended by Ministry of Finance and a parastatal-training

institute was specifically focused toward operating the
 
accounting system.
 

Flipcharts were extensively used to provide instruction. Participatory

instruction techniques were used in each of the workshops.
 

Planning and budgeting workshops were given on May 21 - 24 and May
29 -
June 1 for USAID Project Officers and GOM Project Coordinators and
Accountants, and USAID Financial Analysts, respectively. 
The material
covered was the same, however, the focus tended to be more general in the
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case 	of USAID Project Officers and more technical in the case of the
lattergroups. Participatory and lecture techniques were used in the
workshop delivery. Flipcharts were extensively used to provide

instruction.
 

A special planning workshop was conducted on June 16, 17, and 20
with the financial audit group of the Ministry of Agriculture. The
purposes of this workshop were to review the accounting system previously

developed, especially as related to auditing requirements, and develop a
basis for working together in identifying, focusing and developing
training programs for the fiiancial auditing staff. 
 The outcome of this
planning workshop was a coordinated work plan and a protocol for working

together.
 

4. 	 Project-Level intervention
 

Project-specific training interventions performed by SRFMP include:
 

• Petty cash system design and installation
 

* Revision of a Chart of Accounts 

* Design of a Credit system 

* Development and Training in a bank 	and cash registae 

Mali 	Training Program Education 

1. 	 Evaluation of Project FinancialManaement Assessment Activities
 
and Training Needs Analysis
 

The Hali FMT has thoroughly developed a formal training needs
assessment. 
The baseline data created as a result of its financial
management assessments provided usefui data for it. However, the

methodology used in the analysis is rather ambiguous for drawing
conclusions. Additionally, no attampt was made to consolidate the

individual project training needs assessments into a complete
country-wide analysis. 
This 	problem was due, in part, to the rather
unclear gramar and style of the analysis and the lack of a clearly
written, well defined methodology document describing the overall
approach and techniques employed in the training needs analysis. 
As in
the case of other SRFMP 
 training plans there is a correlation between.
 some 	activities ccnducted and proposed in the workplan and problems
identified in the financial assessments and the training needs analysis
of individual projects. 
 But what is lacking is tight coordination among
the project interventions, group training, training techniques, and
training needs analysis and financial assessments which would yield a
 
high impact training program.
 

2. 	 Evaluation of Workshops
 

Based on the data available it is nrt possible to evaluate either
the specific training methods employed in the double entry accounting
workshop nor the specific focus of the material. Generally, parl:icipants

interviewed felt the training to be useful, but they were unclear as to
precisely how they would apply it to their specific circumstances. The
 

/0 ' 
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relationship between this training and training needs analysis is also
unclear. 
 These observations lead to the conclusion that the training
conducted in this workshop, although generally useful for informational
purposes, is not clearly consistent with training needs analyses
conducted and will require substantial specific and well-focused FMT

follow-up.
 

Based on the limited information available, the planning and
budgeting workshop appears to have used appropriate teaching methods
including participatory sessions, flip charts, group discussion and
exercise formats. 
The focus and objectives of the course while
reflecting priorities apparent in the training needs analysis did not
appear to be reflected in the material content of the course.
 

Specifically, course content did not provide a clear planning and
budgeting philosophy and/or methodology even though it did develop
analytical representations of planning and budgeting constructs for the
individual participant's job responsibilities. 
The teaching methods
appear to be appropriate. However, the focus of the course needs to be
more tightly coupled with specific project-level planning and budgeting
requirements which are clearly and immediately applicable in the
resolution of project planning and budgeting operations.
 

The program planning workshop held with the financial audit section
of the Ministry of Agriculture represented a tigher coupling of workshops
with specific operational training requirements. The participatory
methods, subject matter content, and objectives of the uorkshop were
relatively consistent and the outcome should be specific enough for the
follow-up training program. 
This is the direction in which the FMT needs
to continue to move.
 

3. Evaluation of Proect-LevelIntervenions
 

Only one intervention was examined and evaluated by the evaluation
team: project Operation Haute Vallee 
- design of a chart of account.
This very large and complex integrated rural development project,
containing revenue and expenditure and revenue/cost center components,
required a highly detailed and well-coded chart of accounts.
Additionally, the financial manager who is training his counterpart has
extremely ambitious plans to install a relatively sophisticated cost and
fund accounting system. 
The chart of accounts developed by the FMT,
although highly detailed, is already under revision to provide an even
greater capacity for detailed cost tracking with an eye toward automation
within the next year. 
Overall, project-level interventions do not seem
to be occuring with the frequency one would expect at this point in the
project. 
 Only limited follow-up interventions have occurred related to
the training assessments completed earlier. 
This is due, in part, to the
desires of the USAID Controller who established a policy of FMT
non-intervention at the project level. 
Howevor, as the Controller was
absent during this evaluation and apparently was the only USAID staff
member able to provide more background on this policy, the evaluation
team was unable to gain more perspective and insight into Its rationale
 
and objectives.
 

10q 
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Recommendations For the Mali Training Program
 

The FMT requires a strong concentration of effort to coalesce the
many activities conducted thus far into a well-fccused and tightly

coupled set of training activities.
 

0 
The FMT should prepare a nationwide training development

plan based on the project-level training assessments
completed earlier. 
The preparation of this plan will

provide an opportunity for the FMT to redefine its approach

by clarifying, reforming and tightening program

activities. 
The FMT should consider using a workshop
format to accomplish this, involving the USAID Training

Officer, USAID Controller, Malian counterpart, SRFMP
 
Washington and others as appropriata.
 

0 
The FMT should increase the volume and frequency of project
specific interventions within the framework developed

above. Appropriate arrangements should be defined and
coordinated through the USAID Controller's office.
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TRAINING ANDACTIVITIES SUMARY-
 CAPE VERDE/MAURITANTA 

Introduction
 

Both Cape Verde and auritania lack a resident FMT. 
Until
recently both countries were serviced by tht Senegal-based FMT.
Currently, however, only Cape Verde falls under the purview of the
Senegal FMT, while Mauritania is now serviced directly from SRFMP/W.
 

Training Approach/Method
 

Cape Verde - Activities
 

Cape Verde has experienced four episodes of SRPMP technical
 
assistance. Specifically,
 

0 Follow-up site visit (December, 1982) to the preproject

financial management workshop held in July, 1982
 

* 	 Site visit (July, 1983) to assist with USAID/Cape Verde

Quarterly Project Reviews
 

a 	General follow-up visit (March, 1984) by combined
Washington/Senegal SRFMP team. 
The several elements of
this visit included: follow-up to July 1983 visit, advice
 
on 	AID bookkeeper selection, future SRFMP programming,
SRFMP coordination with the Watershed Development PP design

team (655-0013), identification of SRFMP/Cape Verde
collaboration forum (institution), coordination of SRFMP
assistance to regional projects (COMACILSS and 1PM) with
SRFMP/Upper Volta, advice on 121(d) accou~nting procedures
for Ambassador's Self-Help fund for an advance to CENFA.
 

Training session in Upper Volta for IPM accountant in the
accounting system and procedures developed by SRFMP/Upper
 
Volta
 

Cape Verde- Evaluation 

The relatively small size of the Cape Verde USAID local currency
program reduces the need for technical assistance generally to Cape Verde.
 

* The December, 1982 site visit was an informational visit
only and did not provide any TA 2er 
s 	but it provided

information on local currency projects' status in Cape

Verde.
 

* The July, 1983 site visit provided assistance to the USAID

Regional Controller's office in Dakar by executing what
 were basically USAID Controller responsibilities and also
 
addressed PL-480 issues.
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* The March, 1984 site visit included the collection of
 
general information and one significant subsequent

follow-up activity (described below).
 

The training session for the IPM accountant held in Upper

Volta by the FMT was an extremely well-executed training
 
activity which provided both materials and a basis for the

IPM accountant to install and operate the Upper Volta SKFMP
 
accounting system.
 

Cape Verde - Recommendations 

SRFMP consultants and/or staff should perform thorough

assessments of the Cape Verde local currency projects and
 
prepare a training needs assessment based on these
 
results. A formalized training plan defining SRIMP
 
activities for Cape Verde projects should be the output of
 
this effort. 

SRFMP consultants and/or staff should work closely with
 
USAID/Prala to ensure adequate financial management in new
 
project designs.
 

* 	Specific technical ass2stance follow-up for the IPM project

should be programmed into 5KMP Cape Verdian training
 
activities.
 

Mauritania - Activities 

Mauritania has had two major training activities to date: 
 a
 
workshop conducted in November, 1983 combined with a two week follow-up
 
consultancy by two short-term consultants and followed by a

project-specific consultancy in January, 1984. 
 The training workshop
 
consultancy had two components:
 

Training workshop conducted over a six day period which was
 
divided into a general introduction to financial management

and a detailed technical introduction to fund accounting
 
requirements of local currency projects.
 

Two week follow-up consultancy by two short-term
 
consultants immediately following the workshop. One
 
consultant provided OJT in financial management to project

staff of the Rural Health Services Project, while the other
 
consultant conducted a review of PL 480 Title II Section
 
206 counterpart fund accounting.
 

The follow-up consultancy in January, conducted by a short-term
 
consultant, installed a certifiable accounting system in the Rural Health
 
Services Project simultaneously with project start-up activities.
 

Mauritania - Evaluation
 

The financial semiuar training and imediate follow-,3p cousultancies
 
established a well-focused training program. Training techniques were
 
good, maximizing the participatory training approach and use of visual
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aide (e.g., flip charts). Documented feedback on the workshop fromparticipants was extremely positive. 
The follow-up consultancies
provided, in the case of the Rural Health Services Project, a good basis
for developing a reasonably well-planned training program for the project
in January which coincided with project start-up activities. 
 The PL-480
Title II Section 206 consultancy was well received.
 

The January consultancy with the Rural Health Services Project,
based on the trip report, apparently fell short of original objectives
due to administrative delays in bringing the project accountant on
board. Theoretical and simulation training was completed but limited
operational training (i.e. OJT) was possible.
 

Mauritania 
- Recommendations 

The SRFMP should develop a training needs assessment and
 
training plan for the country.
 

Training activities falling outsid, the purview of the
direct SRFMP mandate (i.e. Section 206 Counterpart Fund
Accounting) should be defined in SRPMP/W policy guidance.
 

SRFMP/W should draw on its pool of trainers/consultants to
address those needs determined by the training needs

* assesments under the guidance of the Training and Materials 

Specialist. 
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SRFMP REGIONAL WORKSHOPS
 

Two regional SRFMP Workshops have been conducted:
 

0 Niamey Workshop (October 26-28, 1983) and
 
a Dakar Workshop (June 4-8, 1984).
 

ACTIVITY DESCRIPTION
 

The SRFIP Niamey conference was conducted over a two-week period 
and used a variety of presentation techniques Including: 

* 	 Lectures 
• 	Group discussion
 
• 	Brain storming
 
* 	 Simulations 
* 	 Flip charts, handouts and projectors 

All SRFMP FMT's attended as well as selected SRFMP Washington

staff including the SRFMP Project Director, SRFMP Training Materials
 
Development Coordinator, SRFMP Logistics Coordinator, SRFMP Short Term
 
Consultant (facilitator), SRFMP Principal Investigator, VPI 
Associate
 
Dean for International Programs and the SRFHP Senior Project Director.
 

The conference covered the topics of
 

* 	FM? roles
 
* 	Action - Training
 
* 	Management Information System
 
* 	 FMT Country Workplans 

The Dakar SRFMP Regional Workshop was conducted over a one week
 
period. It was attended by all FMTs and the USAID SRFMP Project

Director, SRFMP Training Materials Development Coordinator, SRFUP
 
Logistics Coordinator, SRFMP Principal Investigator, SRFMP Senior Project
 
Director and Executive Officer.
 

Techniques used at the workshop included:
 

• 	Open discussion
 
IM preseritations
 
?
Flip chart:s
 
Video preiaentation
 
Projection
 
Hand-outs
 

Evaluation of Regional SRFMP Conference/Workshop
 

Virtually all FMTs interviewed assessed the Niamey Conference with
 
mixed feelings. The first week of training was generally felt to be
 
unproductive and unfocused. The FMTs were particularly disturbed by the
 
eruption of strong differences of opinion among certain SRFMP
 
headquarters staff, particularly between the Prect Director and the
 
Senior Project Director. The lack of a specifi aenda before the
 
conference and the constantly changing focus durk 
 the first week was an
 
additional problem. The second week of the confer nca was felt to be
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generally useful in that it focused specifically on action training using
a "training-of-trainers" format. 
 All FlTs found thbs second week helpful
and by some FMTs was evaluated as 
the clearest explanation of
Action-Training they had received. 
 In summary, it appears that the
Niamey Conference left FMTs with a sense of frustration due to

differences between DPMC and SRFMP/W staff.
 

The FMTs acknowledged that the Dakar workshop was generally more
useful than the Niamey Conference, especially the sharing of training
materials and approaches among FlTs. However, other than this activity
participants felt that the workshop fell short of their expectations.
 

The evaluation team recommends that future regional conferences
incorporate FIT input in the agenda and reduce the home office
representation to the Project Director and Training Materiais Specialist.
 



AMtE C 

Pw= 



Field Costs 
Long-term teclilcal and traliingassistance 

Sahellan ten memers 

Short-term experts 

Sakelian private consultants 

Office support costs 
Iorkshops ad meetings 

Training materials 

TOTAL FELD COSTS 

SAIEL EGIOAl. FIIANCIAL RME[II P30-JECl 

FIIANCIIAL IET 
Hit TiE PMI00 OCTOSE 1. 1983 TIVOUGu WC 31. 1964 

!0iA 3 " Actual Amounts 10/01/83 - 03/f314 3.anc.9130184 Empondltes Expneditures 3/1 

700000 280.043 34,V 37,i. 3ISOU 
130,000 56,606 4,S 61,44. 
250.000 27.419 20.111 47,538. M,470 
6S.000 6.040 - 6.40. U.SO 

235,000 8s.80 29.612 lS.492 119.So 
100.000 23,79 1,51S 25.60- 74,394 
35,000 10,850 9,363 20,213 14.1 

1.515.000 4O,0629 100,636 "1,2s _23.5 

els wsemt 

2.X24,061 

30.S4 

. 

84,1a

, 

.. 

4996.84 

ToSUs Preect 
Weilr 

23.1,6 

55. 

2,044 

8.04i 

2S.6% 

211 



-" i :FINAICIAL IEPORT (_cttlued) 

Project Ileadiluarterts Costs 

Project directiom & i"agemat 

Wurkshops and Neetlags 

Traln l Diterfals 

Project Siart-up Costs 

370.000 

40.000 

20.000 

10,000 

159.344 

11634 

291 

5,596 

S.000 

-

70141 

-

161.344 

18.634 

5,56. 

205,656 

21,366 

11,59 

4,404 

2412 

-

136.279 

407,096 

18,634 

1.041 

14loS. 
OPIC Cosultamt Expertise 50,000 21,281 - 21,211. 28.719 23,265 44.546 

TOIAL PROJECT IEnVQWMRTES 
cOStS 

40,000 205.146 5,790 21086 2.o104. 402.2961 613.192 

TOTAL IROJECT DIRECT COSTS 

Overhead - 25 per cest 

2.005.000 

501.000 

695.771 

173.943 

106,386 

26.597 

802.161 

200.540 

1.202.839 

300.460 

801.,8 

201.972 

1.619,048 

402,512 

TOTL PROJECT COSTS 
- -" " 

2.56.O00 
ina 

8;9,718 
Hsuud 

132.983 
IDaauaaaa in...4B 

1.002.701 
.. *.....N 

1,503.299 
uasusum 

1.009,859 
meauai aai 

2.012,560 
aaa. 



--

--

-U.S.-fased personnel 

Country team leaders 

Sahellan team members 

Short-term experts 


Sahellan private consultants 


Al 	lowaces and benefits 
(upIqoy e -b i is" 
Cost-of-living
uousing 
Education allowance 
Defense Base Act Insrace 

Travel & transortation
 
Long-term stdff 

Short-term experts
Per diem &alisc. costs:"-
Long-term staff 

Short-term experts 


Shipment of persocal
 
effects - Country

Teams 

Hall 

38,717 

7.200 

1,152 


9.542 
-

13,081 
14,792 
2&751 

10,791 

400 


7,267 
772 


13,100 

3s20,293 

. zpper 
Volta 

42,664 

9.024 

-


IF ff 

10,35 
940 


16,254 

2 751 

5,326 

-

7,367 
-

7,600 

SAIEL REGIONAL FINANCIAL IM EA1fNr RoJECT 

ACTUAL PROJECt COSTS 8Y LOCATION 
FOR TIE PERIOO OCTOBER 1, 1982 TIIROUGII MRCi 31, 1984 
Niger Sen-gal The Gambia Nauritamla Cape Verde 

45,653 38,083 32,771 .
31,875 5,200 
 - " 
 -S,760 1,975 1.163 
 17.542 
 .
 

1
 
I ,7 4,562.M
-0-1,616
 

18,297 9.521 8.46i 
632 
 572 

20,135 12,014 	


10.000 
- - -2 751 2 752 2 751 633 


a'5ff MKR T In 

4,05S 4,060 2,694 
 -1.903 1.410 2,212 5,220 .
 

7,177 3,)08 2.014 
3,051 940 2.913 6.883 . 

90*0 10,300 7.00 
 -

220 8 , 0 

Chad 

-
30,194 


" 


-
2.614 

-
5.113 

-

72 


Project 
Headquarters 

268.459 

1,638 


58.468 


" 


33.206 
3 0 

30.438 
-

Total 

268.459 
197.8 
539.2
 
45,94
 

. 

114.64S
 
2.144
 

7 	.144 
14:79? 
14,389 

:2:g- o, 

60.132 
13.b90 1 2 

57.911 
19.672 

48.100 

! 

C_ 



ACTUAL PiOJECT COSTS BY LOCATION (oantlaued) 

EquipwatVolta 
VitslUpper Nige Senegal The Gambia Mauritanla Cape Verde Chad ProjeCt 1614 

Vhiclis 
luusehold furalshings 
Office equipment 

Office sqppor t costs 
Field-waOg jWfits
Rent, utilities & saint. 
Office supplies
Vdhlcle operations 
Local transportation 
Coamunlcations 
Miscellaneous 

11,956 
49.431 
22,330 

. ... 

8,969 
7,559 
3,069 
2.994 
922 

1,769 

14,184 
23,945 
151523 
.. ... 

4,41"4 
2.935 
5,08 
S.848 
3.167 
1,939 

326 

12,357 
25,517 
12.614 

6,018
9,200 
3,962 
3.405 
5,321 
4,192 

23.396 
7,483

87 

3,536
6,004 
3.877 

-
-
242 

20,185 
108051 

1,563 
-

5,65| 
-

-
1,117 

-

-

" 
-

: 

"-

-

I 

" 
-

- . -

-
+ -

-
-

-

-

_ 

-

. 

e " 
-

-
-

-
-

3a49 
- 3497 

11274 142.4w059 ]'Is 

- 24"
-2+569 

5,03725.698 
12,241 

- 9.410
5 410 
5.2 s-510 I .z 

Tralln.n9 materials 
18-M . 041. 21 2 

Wkshos& meetingsConsu I t4-saiTcs 
Transportation 
Per diem 

Miscellaneous 

-
2.669 
2.596 
-1 

-
471 

3,757 
001 

2,628 
817 

-
2 

1.755 
3.494 

72. 
2.3" 

-

435 
. 

- -
10.490 
2070 
2.974 
3100 

13.118 
8.507 

15.5m85 
78090 

ProJect start-up costs 

i'HC consultant expertise "---

fatal Project Direct 235.460 

Costs 
Overhead - 25 per cent 58,865 

-

18S,66 

46,417 

--

241,597 

60,399 

146,347 

36.587 

1380559 

34,640 

-

30,803 

7,101 

-

16
18.421 

4,605 

1 51 

_45 

613192 

153,298 

-- 8 

_44Rb4 

110.048 

*2.512 
TOTAL COSTS 294,325 232.06 301. 196 

Sussa..man. 

182,034 173.199 
ma.r 

38,504 23,026 
BAN 

66,4i90 
-a"m49 

2,012,560 
2. Uam 



114
 

MM~si SCOPE OF WMK FCR EVAW~fl7I
 



115 

SUGGESTED SCOPE OF WORK FOR EVALUATION OF SAHEL REGIONAL 
FINANCIAL MANAGEMENT PROJECT 

A mid-term evaluation of the Sahel Regional Financial Management

Project will be conducted starting in June 1984. 
The general purposes of
this evaluation are 
to assess progress against project objectives, to
evaluate the impact of project activities on host country management

improvements, to examine the nced for mid-course changes in project
elements and funding, and to determine what future financial management
improvement strategies may be needed in each country and regionally.
 

The evaluation team will be led by an AID Project Development Officer
and will include a financial management expert and a training expert.
All members of the team should have had work experience in the Sahel and

French language capability.
 

A total of six weeks will be devoted by the evaluation team to
preparatory work, conducting the evaluation both at the Washington
project headquarters and at field locations, and preparing tha evaluation
report and presenting their findings and recommendations.
 

Following are suggested specific tasks to undertaken by the
 
evaluation team:
 

1. 
 Review project design documentation, especially the Project

Paper and the Project Paper Supplement.
 

•2. 
 Review project implementation documentation, including the PASA
with USDA, the Cooperative Agreement between USDA and Virgina Tech,
monthly project reports, financial reports, trip reports, work plans,

correspondence, etc.
 

3. 
 Review and evaluate the organization and functioning of the
project headquarters, including the roles and responsibilities of
staff, support received from USDA, support received from Virginia
Tech, and interrelationships between the SRFMP staff, USDA/DPMC,

Virginia Tech, and AID.
 

4. Review project implementation actions to date from the
perspective of project headquarters. 
Review lines of communication
with field teams. Evaluate the early implementation actions,
including recruiting and orientation of field teams, negotiations

with USAIDs, etc.
 

5. Schedule field visits to most if not all locations which have
resident SRFMP Financial Management Teams. 
 Review both the process

and content of team activities, including the involvement of USAID
and host country officials in developing work priorities and plans,
in conducting SRFMP activities, and in coordinating financial
 
management interests.
 

6. 
 Evaluate the internal SRFMP Management Information System - the

collection, analysis and use of data and information by field teams,

USAIDs, and project headquarters.
 

j/1 
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7. 
 Evaluate the effectiveness of AID and HOST Country actions to
improve the financial management of AID-provided resources. 
Analyze
and evaluate different approaches used in Sahel USAID Missions for
processing local currency disbursements and in reviewing the adequacy
of Host Country accounting systems. 
 Comments on the need for greater
consistency in requrements for certification of Host Country systems.
 
8. 
 Evaluate the process and status of institutionalizing SRFMP
financial management and training activities within a Host Country
organization in each country. 
Comment on the interest and efforts of
the SRFM.P team, the USAID, and the Host Country in achieving this
institutionalization.
 

9. 
 Evaluate the training approach being developed and tested in The
Gambia to train accountants and auditors, and comment on the
feasibility and/or desirability for similar training activities in
other Sahelian countries.
 

10. 
 Evaluate efforts by SRFMP field teams and headquarters staff to
coordinate their activites with other donors.
 

11. 
Analyze the expected status of the management of AID-provided
funds and other resources at the end of the two-year SRFMP field team
assignments. 
Discuss and evaluate options for future financial
management improvement activities.
 

12. 
 Evaluate AID efforts to'improve its project financial management
practices  through training of Project officers and other staff,

enhanced staffing in Sahelian USAID issions, and in the design of
 new projects.
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LISTOFPERSONS INTERVI MED 
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Washington, D.C.
 

Name 


Howard Massey

William Flowers 

Ted Pinnock 

Jim Williams 

Ruth Harris 

Harold Walker 

John Raleigh 

Merlyn Kettering 

James Procopis 

Paul Holmes 

Norm Cohen 

Ford Brown 

Travis Rattan 

Loch Eckersley 

John Bierke 

Don Kennedy 


Glenn Slocm 

Judy Champagne

John Eckman 


Helen Soos 

Jim Wesberry 


Lynn Moore 

Senegal 

Lloyd Mitchell 

Ebrahima Yade 

Jim Ito 

Mathew Horween 

Pape Seck 

M. Seons 

John McMahon 

William Anderson 

John Competello

Sarah Jane Littlefield 

Norman Rifkin 

Carylon Tyson 

H. Deone 

Husseck Sock 

Mssr. Assame 

Mossaer Gueye 


Mdme. Coulibaly 

Biroma Traure 


Pat Daley 

Larry Harmes 
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Annex E
 

LIST OF PERSONS INTERVIEWED
 

Office/Title
 

Internation Programs, VPI
 
Dean of Agricultural Extension, VPI
 
Evaluator, VPI
 
Project Director
 
Principal Investigator, VPI
 
Logistics Coordinator
 
Training/Materials Specialist

Senior Project Director, DPMC
 
APR/SWA/SRFMP Project Officer
 
AFR/PD/SWAP
 
AFR/PD
 
Africa Bureau Controller
 
frica Bureau Controller (Deputy) 

AID Deputy Controller 
Program Officer 
AFR/SWA 
AiR/PD/SWAP
 

Program Analyst

Inspector General
 
AFR/SWA

General Accounting Office/
 
Office of International Visitor
 
General Accounting Office
 

SRPP Team Leader
 
Team Member
 
(TDY) Controller
 
Budgeting/Accounting Officer
 
E.N.E.A. Project Accountant
 
E.N.E.A. Project Director
 
Project Officer
 
Project Development Officer
 
Inspector General
 
Director, USAID
 
Counterpart Fund Adviser
 
Deputy Director, USAID
 
Adjoint Directeur - E.N.E.A
 
Accountant 
- Sonte Familiale 
Accountant - Sante Rurde 
Project Coordinator - Fuelwood 
Production - PARFOB
 
Secretary/Bookkepper-
 PARFOB
 
Accountant - National Planning For
 
Land Use
 
Project Officer - USAID
 
Project Officer - USAID.
 



Gambia 

Name 


Michael Bradley 

Tom Mahoney 

Tom Garman 

Ebrima Mbowe 

Wyn Reilly 

Farmal Faal 

Susana Mbenga 


Johanna Sear 

Badou Sohna 
Mohamed Hafiz Ahmed 

M. Selka 
M. Goodridge

Hanna Roberts 

Fye Sulayman 

Abe Jobe 

R*.M. Sock 


Ahmado Tad 


Christopher St. C. Grayvood 

Niser 

George Corinaldi 

Stan Mitchell 

Jesse Snyder 

Celeste Robertson 
Abby Fessener 

Hilarion Bruneau 
Peter Bennedict 

Hammane Seydou 
Steve Ogsabue 

Morris Soloman 

Mahmadou Karte 
Jacqua Carbolnel 

Chekaraou Mahamadou Anderson 

Boubecan Sani 
Alio Tiemogu 
Pat McDuffy 

Dennis Panther 

Iesaka Labu 
Al-Hader Amataza 


Paul Libissovaki 

Offfice/Title
 

Controller/SRFMP Project Officer
 
Program Officer
 
SRFMP Team Leader
 
Team Member s
 
Diretor General (MDI)
 
Accountant, Treasury
 
Senior Accounts Officer - Accounting
 
Division, Establishment Office
 
Accountant, Treasury
 
Accountant, Treasury 
Assistant Controller
 
Auditor General 
Accountant General
 
Assistant Auditor - Treasury Division 
Director General (MDI) - Counterpart 
Principal Auditor - Treasury Section 
Executive Officer - Establishment
 
Section 
Permanent Secretary - Ministry of
 
Agriculture

Training Officer.- Establishment
 
Office
 

SRFMP Project Officer
 
Controller
 
Deputy Director
 
Asst. Program Officer 
Program Officer
 
SRFMP Team Leader 
Director, USAID
 
Host Country Coordinator 
Financial Analyst
 
DPMC Executive Officer (TDY)
 
SRFMP Team Member 
USAID PSC Accountant
 
Project Accountant - PPN
 
Inventory Control Manager - FLUP 
Accountatnt - FLUP 
Project Officer, USAID - FLUP 
Project Officer, USAID - FLUP (TDY) 
Chief Accountant - INRAN 
Chief Accountant - Education 
Assistance Project
Chad Team Leader designate 
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Upper Volta
 

Name 
 Office/Title
 

Emerson Melavan 
 Director, USAID
 
Mike Rugh 
 Program Officer
 
Roger Bloom 
 Asst. ADO
 
Richard Warner 
 SRFMP Team Leader
 
Robert Ziegler 
 Project Officer
 
H. Sawadogo 
 Chef de Cabinet, Rural Development

George Zegarec 
 Acting Controller

John Ford Chief, Human Resources Office 

aam Truong Program Economist 
Robert Hellger Project Officer 
Evonunye Adanlete 
 Project Accountant
 
D. Diarru 
 Project Director CILLS - UGR
H. Palle Project Accountant CILLS - UGR
Mdme. Soke 
 Project Accountant Agri--Human
 

Rasources

BUssega Zinkone 
 SRFMP Team Member
 
Oedraogu Idrissa 
 Conseiller des Affaires Economiques

N'diaye Hamidou 
 Attache d'Affaires Economiques

Madeline Kabore 
 Project Specialist - USAID 
John Ford 
 Education Officer - USAID
 
Bob Hillard 
 Project Officer - USAID
 
Helen Gunther 
 SRFHP/UV Project Officer (telephone)
 

mal
 

Don Van Noy SRFMP Team Leader 
Carl Leiso Acting Controller 
erald Cashion Project Development Officer

Roger Simk ns Program Officer 
Cheickna Traore 
 Project Directer - Renewable Energy
Mamadou Kane Project Accountant - Renewable Energy
Brehimai Diop 
 Controller Office -Financial Analyst
 
JDbril Keita 
 Project Coordinator Analyst

David Wilson 
 Director, USAID
Goemens Pierre 
 Co Director - OHV
 
Haouvna Diallo 
 Co Director - OHV
 
M. Coulibaly 
 Project Accountant OHV

Papa Syrdiagne 
 Project Director - Sahel Institute

Nassour Gouaidou 
 Aet. Project Director - Sahel
 

InstituteBoltze Dao 
 Project Accountant - Sahel Institute

Seydou Kansaye 
 Inspecteur en Chef - Ministers do 

L'Agriculture
Sherry Suggs-Morin Education Officer - USAID

Hamadou M. Diarra 8R71P Team Member 
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PROJECTSITESVISITED
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Senegal
 

Title: 

Number: 

Director: 

Accountant: 


Title: 

Number: 

Director: 

Accountant: 


Title: 

Number: 

Director: 

Accountant: 


Title: 

Number: 

Accountants: 


Title: 

Number: 

Accountant' 


Title: 

Number: 

Director: 

Accountant: 


Niger
 

Title: 

Number: 

'Accountant: 


Title: 

Number: 

Accountant: 


Title: 

Number: 

Accountant: 


Title: 

Number: 

Accountant: 
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Project Sites Visited
 

CERER - Dakar Renewable Energy

685-937.7
 
Ben Traore
 
Mme. Cou.ibaly
 

ENEA - Rural Management
 
685-256
 
M. Dionge
 
M. Papa Sack
 

National Plan for Land Ule
 
685-233
 
Mr. Traore
 
Mr. M. Tripone
 

Small Irrigated'
 
685-208/218
 
M. Omar Sow
 
M.- Idrissa Cazara
 
M. Boumama
 

Family Health Program
 
685-217
 
M. M. A. Sock
 

Fuel Wood Production
 
685-219
 
Roger Jones (American)
 
Mamadou M. Diop
 

Niamey Department Development (NDD)
 
683-240
 
Chikarraou M. Anderson
 

Niger Cereals
 
683-229
 
Iusaka Labo
 

Evaluation Assistance
 
683-229
 
Al Hada Ahmataza
 

FLUP - Forest & Land Use Project
683-0230 
Alio Tiemogo 
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Upper Volta
 

Title: SAFGAD 
Number: 698-0393.1 
Accountant: M. Evenunye Adanlete 

Title: CZLLS - UGIR 
Number: 625-911.1 
Director: N. Do. Diarra 
Accountant: . Pale 

Title: Agriculture Human Resources 
Number: 686-0221 
Accountant: dme. Sore 

Title: Intergrated Pest Manasement UGI 
Number: 625-0928 
Accountant: H. Baboue
 

Mali
 

Title: Operation Haute Valle
 
Number: 688-0210 
Directors: Goemens Pierre 

Haovuna Diallo'• 
Accountant: N. Coulbaly 

Title: Saeel Institute 
Number: 625-911 
Directors: Mr. Papa Syrdiague 

Mr. Nausour Gouaidou 
Accountant: Mr. Bolize DaO 

Titles Renewable Energy 
Numbers 688-217 
Director: M. Cheickna Traore 
Accountant: N. Mamadoukane 

Title: Information gatherinh session with the inspector's 
teem the Ministry of Agriculture 9conomic Adlysors 

Numbers None 
Director: Mr. Dedoa Kansag 


