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EXECUTIVE SUMMARY 

The Sahel Development Program (SDP) - 
"AS a result of the special needs of the countries 
in the Sahel and the unique coordinating mechanism 
that is planning the development strategy for the 
region, this program affords an unusual opportunity 
to test a new model for development coordination. 
Because of the special character of this multilateral 
undertaking, some flexibility may be necessary in 
the administration of this program." 
(~egislative History, Development and Food Act, 
public Law 95-88, Section 115). 

At the initiative of the United States and France in 
1975, a Club of the Friends of the Sahel (The Club) and the 
Permanent Inter-State Committee for Drought Control in the 
Sahel (CILSS) were brought together in a "unique coordinating 
mechanism." The eight-member regional organization and some 
18 major western donors launched a collaborative planning and 
implementation endeavor in support of the Sahel Development 
Program. The Program's aims were fundamental: increase 
"food-self sufficiency;" improve "living standards of the 
poor;" and increase "economic growth and development" across 
the region. In May 1977, CILSS and Club representatives 
convened in Ottawa and reviewed and approved "the overall 
development strategy," hearalding it as a "contract for a 
generation; "i.e., assure major accomplishments by the year 
2000. " 

The 1977 legislation laid the foundation for a variety 
of departures from traditional U.S. (i.e., AID) approaches to 
development. These rested essentially on the ideas that: 

-- an indigenous regional organization (CILSS) was 
pledged to pursue its own development path; 

-- a comprehensive, long-term development program 
was necessary for the region; 

-- planning and support for the organization would 
be undertaken by the Club du Sahel. 

The Sahel Management Assessment Team (SMAT) pursued its 
efforts from September 1983 through March 1984 with the firm 
conviction that AID had not seized opportunities authorized 
at the inception of the SDP. SMAT did not seek to nail down 
the whys and wherefors of such omissions, but rather to 
formulate recommendations calculated to buttress AID'S Bureau 
for Africa in endeavors to improve the management of the 
resources authorized and appropriated for the Program. The 



range of flexibility afforded decision-makers and managers 
for bringing about measurable and recognizable change can be 
seen in the framework laid out for the SDP in the enabling 
legislation: 

a. guidelines applicable to uses of other 
development assistance funds could - bemodified; 

b. The U.S. burden would be shared equitably with 
other donors (normallyT5% of the total annual 
contributions) ; 

c. special account would be taken to: 

-- promote ecological balance; 
-- develop an effective infrastructure, 

i n c l u d i n ~ t r a n s p o r t a t i o n ;  

major infrastructure 
necessary, such as ir 
power in pursuit of 
~rotection auainst er 

ro jects would be 
rPgation and electrz 
higher grain yields, 

ratic rainfall. and 
C - 
overall development 
amounts appropriated would remain available 
until expended; 

f. donors should expect to finance some local 
recurrent costs, given the drought's 
devastating effects, persistent high food and 
oil prices, and fall-off in prices for exported 
primary commodities; 

g. regional standardization of equipment (along 
with use and maintenance)should be the result 
of flexible policies achieved through donor 
(including u.S.) coordination; 

h. annual reports would discuss the allocation of 
U.S. as well as other donor contributions, - - - -  
assess The Club's effectiveness as a model for 
development, and cover progress toward 
achievement of combined Sahelian-donor Program 
objectives. 

NOTE: A summary discussion of the Legislative 
History appears in the Appendix. underlining 
was added by SMAT to emphasize those topics 
covered in the Management Assessment. 



~lthough some progress has been achieved in Sahel 
regional institution building, donor collaboration,and 
governmental readiness to make important policy changes, the 
pace of improvement continues to be slow in rates of 
production and living conditions. The likelihood of ultimate 
success by the turn of the century will be enhanced by 
staying the course with the other donors and the Sahelian 
organizations cooerating to make the Sahel concept a reality. 1 

AID'S strategy must focus more on visible, high impact / '  

activities, such as infrastructure needs; e.g., road repair 
and maintenance, irrigation, most appropriately through turn- 
key contracts. While some institution building and research 
is necessary, attention must shift to more rapid resource 
flows, and ameliorating human resource constraints. ~ o t h  are 
possible via the turn-key route which can provide in-country 
training and OPEX technicians/trainers. Program assistance 
to support policy change is recommended where governments 
have the requisite sophistication in institutions and 
personnel. 

~ l l  SDP management components should be consolidated in 
the field under a Coordinator headquartered in Dakar and 
provided with delegated authority leaving minimum dependence 
on AID Washington. Shortened communications lines can mean 
better coordination and planning through face-to-face 
discussions. Managers can reconcile differences and make 
decisions more rapidly. Having all "team" members share the 
same social and physical environments in which they must 
succeed can enhance the spirit of cooperation. 

Program Management 

The principal contributors to program management 
problems in the Sahel, other than those related to program 
con tent , have been : 

1. Agency efforts to obligate large amounts of 
money for too great a number and variety of activities, using 
methods (e.g., host country contracting) unsuitable for the 
Sahelian environment, i.e., an extreme shortage of personnel 
with technical, and more importantly, management skills; 

2. U.S. AID missions and offices were not staffed 
with adequate numbers of experienced and qualified personnel; 

3. The Africa Bureau did not respond forcefully 
and effectively when the danger signals began to appear 
(e.g., in evaluations, audits, consistently tardy actions, 
etc.); and 



4. Other Agency offices were generally unwilling 
or unable to give Sahel missions the priority they needed; 

5. Inadequate administrative and logistical 
support. 

The result of the foregoing factors was missions 
overloaded with too many activities, a large portion too 
complicated for rapid implementation even in a more favorable 
environent, and missions fell and remained continually behind 
the curve. Even as missions have become more fully staffed 
(in numbers), the obligation pressures have been maintained 
and a sizable workload has been added just to respond to the 
critical evaluations and audits and the resulting additional 
reporting, e.g., Section 121 ( d )  . 

Because senior managers have generally had no management 
training and only limited experience in management roles 
(generally none in the Sahel), and their staffs are 
relatively inexperienced, most missions are still doing only 
what is essential for day-to-day operations. They are not 
able to devote adequate time to planning, working with 
counterparts, coordinating with other donors, carrying on (or 
even planning) needed policy dialogue with host government 
officials, re-designing or re-orienting on-going projects, 
conducting workshops or seminars that could facilitate the 
integration of lessons learned, sharing experiences from 
elsewhere in the Sahel, and building good relationships with 
counterparts and other donors. Innovative development 
management may produce economies as a result of region-wide 
contracting for both management and program goods and 
services and standardization of equipment and vehicles. 

RECOMMENDATIONS 

In addition to the action oriented documents 
that SMAT has produced, there follows a list of its 
principal recommendations. 

RECOMMENDATION - -  NO. 1 

AA/AFR re-affirm the continuing validity of the SDP 
concept, and AID'S commitment to that concept, by 
approving statements to that effect in the forthcoming 
annual SDP report to The Congress (Attachment A ) ,  in 
testimony before the Congress, and in deliberations with 
other executive agencies (State, OMB) . 



RECOMMENDATION NO. 2 

AA/AFR approve the cable in Attachment B which requests 
comments and suggestions from USAIDs Niamey, Banjul and 
Ouagadougou, and the OECD/Club see omission review and 
update of the overall Sahel strategy. 

RECOMMENDATION - -  NO. 3 

The Director, SWA, initiate for the approval of the AID 
Administrator, an Action Memorandum authorizing the use 
of "no year" funding authority in the management of the 
Operational Year Budget in the Sahel . 
RECOMMENDATION NO. 4 - -  

That the AA/AFR instruct the Director, SWA, to initiate 
necessary action to modify Sahel strategy guidance so 
that the functional area framework (of development 
assistance legislation -- FAA Section 103-106) need not 
be stringently applied in Sahelian regional and 
bilateral programs. 

RECOMMENDATION NO. 5 

AA/AFR adopt and approve the establishment of a 
coordinating office located in the field with full 
delegation of authority to implement and manage the 
Sahel Program. 

RECOMMENDATION NO. 6 - -  

AA/AFR establish a task force under the direction of 
(fill in name) to work out the 

implementing details related to SPCO: coordination with 
the Department of State; timing; location; personnel 
actions, including selection of key personnel; 
delegation of authorities; and the necessary logistics. 

RECOMMENDATION NO. 7 - -  

AA/AFR designates (fill in name) as the 
erson res onsible for monitoring and following up on 

getails of !he Action Agenda, and for coordinating the 
implementing actions, both inside and outside the Africa 
Bureau. 



RECOMMENDATION NO. 8 - -  
That the Director, SWA (and the Director, SDPRO) 
encourage the Sahel Mission Directors' Council to invite 
the CILSS Minister Coordinator and the CILSS and Club 
Executive Secretaries (along with the hosting country 
Minister of Rural Development) to the next-scheduled 
SMDC meeting and to annual meetings thereafter. 

RECOMMENDATION NO. 9 - -  
1. The Director, SWA request the Liaison Officers to 
the CILSS and Club Secretariats to explore with their 
respective counterparts, a number of management 
improvements for consideration by the CILSS Secretariat, 
for example: 

a. developing program budgets for INSAH and 
AGRHYMET; strengthening managerial capability and 
revising staff assignments and numbers; and developing a 
consolidated Secretariat program budget and back-up work 
plans; 

b. introducing standard procedures and practices 
for the guidance of all donors funding "expert" 
positions within the Secretariat. 

2. The CILSS and Club Lisison Officers report 
expeditiously on the results of their endeavors as a 
prelude to later discussions among donors on the general 
subject of coordinating efforts to improve the 
management and operating capability of the CILSS 
Secretariat. 

RECOMMENDATION NO. 18 -- 
AFR/PD, in coordination with AFR/SWA, organize a design 
team to prepare a Project Paper for a regional project 

f 1 
7 

for increasing in-country project and program management 
training for the development team: host country 
counterparts, contract personnel, and USAID project 
officers. 

RECOMMENDATION 11 

AFR/SWA prepare a cable to the field in which AA/AFR re- 
delegates Sectionn 121 (d) certification to USAID 
Directors and AID Representatives and revises (reduces) 
reporting requirements on the maintenance of Section 
121 (d) certification. 



RECOMMENDATION -- NO. 12 

AFR/SWA send a message to the Sahel missions advising 
them of the SMAT proposal for a study of 121(d) 
operations and related issues and requesting comments on 
the timing of such a study and on the suggested scope of 
work (SMAT has provided a draft cable for SWA -- 
Attachment D) . 

RECOMMENDATION -- NO. 13 

AA/AFR designates to provide a 
substantive review of responses to draft IG audits and 
to monitor Bureau progress in closing audit 
recommendations, including keeping the AA/AFR informed 
of delinquencies and action taken by the Bureau to 
rectify the situation. 

RECOMMENDATION NO. 14 -- 

The aforenamed designee prepare a message to the field 
advising of the new designation, stressing the need to 
arrange appropriate ongoing financial review of 
projects, and emphasizing the importance of good 
internal mission controls to ensure that draft audits 
are answered quickly and fully and that audit 
recommendations are closed appropriately and 
expeditiously. 

RECOMMENDATION NO. 15 

AFR/PD revise the project implementation progress 
reporting procedures to provide for exceptional 
reporting. 

RECOMMENDATION NO. 16 -- 

AA/AFR designate as Mission 
Management Review Officer with the responsibility for 
monitoring mission management improvements in the Sahel 

(and elsewhere if deemed needed) and marshalling 
appropriate assistance for the missions for their 
improvement efforts. 

vii 



RECOMMENDATION NO. 17 -- 

The above named designee prepare a message to the field 
referencing the SMAT proposals on mission management 
improvements and requesting missions to prepare 
Management Improvement Plans. 

RECOMMENDATION NO. 18 -- 
AFR's Mission Management Review Officer designated in 
Recommendation No. 16 prepare a proposal for AA/AFR for 
establishing an OAS-type unit to carry out periodic and 
ad hoc reviews of Sahel mission operations and prepare a -- 
plan for the first year's operations. 

RECOMMENDATION NO. 19 -- 
AA/AFR appoint a task force with representation from 
AFR/DP, AFR/PD, and AFR/PMR to propose means to ensure 
that audit and evaluation reports are reviewed for 
lessons learned and the findings synthesized and made 
available to missions and design and evaluation teams. 

RECOMMENDATION NO. 28 -- 
A/AID approve in principle the use of the no-year 
funding authority in the Sahel beginning this fiscal 
year in accordance with procedures set forth herein. 

RECOMMENDATION NO. 21 -- 
A/AID authorize AA/AFR, in consultation and coordination 
with LEG, to discuss the SMAT recommendation and AID'S 
proposed response with Congressional staffers. 

RECOMMENDATION NO. - 
The Africa Bureau, in collaboration with the Office of 
Personnel (M-PM) design suitable programs for: 

-- Increased French language training 
-- Orientation of personnel assigned to the Sahel 
-- Staff Development Training 
-- Improved incentive and awards program 



RECOMMENDATION NO. 23 

The Africa Bureau request the Assistant to the 
Administrator for Management to initiate, with the 
Department of State, the formation of a joint State-AID 
Task Force to critically review and evaluate the JAOS in 
the Sahel to determine (a) their effectiveness, 
economies, and efficiencies as well as (b) possible 
alternatives where JAOs are not performing as conceived. 

RECOMMENDATION -- NO. 24 

~ndividual AID Missions and offices should give greater 
consideration to using logistical support contracts for 
support of contractor personnel in the Sahel. 

RECOMMENDATION NO. 25 

The Africa Bureau collaborate with the SER Directorate 
to explore the feasibility of: 

a. Standardizing all U.S. financed vehicles in 
Sahel; 

b. ~irect purchase from a manufacturer, in- 
cluding warranty maintenance for all vehicles; 

c. Contracting for all spare parts and main- 
tenance with the manufacturer or an auto- 
motive maintenance firm; 

d. Leasing all vehicles; and 

e. Having a Logistical Support contractor 
provide all automotive maintenance. 



PREFACE 

The Sahel Management Assessment Team (SMAT) assembled in 
Washington in September 1983 under the auspices of the Agency for 
International Development at the Department of Agriculturels 
Development Program Management Center (DPMC). The Team's purpose was 
"to improve the program and program management of the Sahel Development 
program (SDP appropriations and associated assistance activities)" of 
AID'S Bureau for Africa, Office of Sahel and West Africa Affairs. A 
week in September and one in October were devoted to team building, 
research, and preparation for visits to all SDP management elements in 
Washington and the field for discussions with as many AID employees, 
cooperating Sahelians and other donor representatives as limited time 
would allow. DPMC and USDA Office of International Cooperation and 
Development officers and contractors played key roles in facilitating 
the Team's organization, initial planning, and formulation of schedules 
and itineraries. 

The Team's five members, all retired senior AID employees, began 
interviews in the Africa Bureau, supporting central AID Offices, and 
appropriate State Department offices in October. Later in the month, a 
canvass of the SDP field components began: bilateral AID offices in 
Cape Verde, Chad, The Gambia, Mali, Mauritania, Niger, Senegal, and 
Upper Volta; the SDP Regional Office in Bamako; the o~C~/Club 
Secretariat in Paris; the River Basin Development Office in Dakar; plus 
REDSO/WCA in Abidjan. Sahelian agencies visited included the 
Secretariat of the Permanent Interstate Committee for Drought Control 
in the Sahel (known generally by its French Acronym, CILSS) in 
Ouagadougou and the Sahel Institute in Bamako. International agencies 
and other donor offices were contacted by individual Team members in 
nearly every country. The Team assembled in Abidjan in late November 
to review progress, compare notes on findings, and prepare one member 
to brief the Sahel Mission Directors' Council in Timbuktu. The same 
member proceeded from Mali on to Chad, while the remainder of the Team 
returned to the United States at the end of November 

Four members assembled in Washington in early December (joined 
later by the fifth) and began analyzing the results of field visits, 
drawing conclusions, and completing Washington interviews. Again a 
DPMC representative worked with the Team on content and format of Team 
findings and recommendations. DPMC also arranged the Team's 
administrative and support services. The Team broke for the holidays 
and resumed work in early January 1984. Several special tasks were 
undertaken over the following weeks: 

-- A briefing of the Assistant Administrator for Africa 
-- Preparation and submission of a draft Progress Report 

-- Drafting of a summary cable on progress to the Sahel 
Missions, encouraging their comments and suggestions 



-- Representation at the Africa Mission Directors' Conference 
in Kigali to brief and consult with the AA/AFR and the 

Sahel Directors 

-- Preparation of a synopsis of preliminary findings for the 
AID Administrator at his request 

-- Participation in a briefing and dialogue with AID and State 
officers concerned with the Sahel Program 

In mid-February, the Team's ranks were reduced when two members 
completed their contributions; the three remaining members continued 
toward completion of all sections of the Management Improvement Action 
Agenda, which comprises the totality of the Team's activities. 

Unlike the traditional report that teams of this nature prepare 
covering such an undertaking, the SMAT provided oral recommendations 
for improvement to the missions as well as action documents for SWA to 
initiate the process required to bring about change and improvement of 
the Sahel program. The type of documents prepared have been draft 
cables, action and information memorandums which are included in the 
following sections and appendices. 

The approach and depth of the investigation required significant 
contributions of time and effort by members of Office of Sahel and West 
Africa Affairs, Embassies and AID Missions in the Sahel and Staff 
Offices in AID/W. The SMAT appreciates all the assistance provided and 
extends its sincere thanks to those individuals who participated. We 
hope the implementation of the recommendations expressed in this report 
will facilitate the improvement of the content and management of the 
Sahel Development Program. 



March 13, 1984 

ACTION MEMORANDUM FOR THE ASSISTANT ADMINISTRATOR FOR AFRICA 

FROM: Sahel Management Assessment Team 

THRU: Director, Office of Sahel and West Africa Affairs 

SUBJECT: Assessment of the Management of the Sahel Development 

Program - Concept, Strategy, and Organization 

Summary. Improving Sahel Development Program (SDP) 
management demands concerted and integrated efforts by senior AID 
managers on a Management Improvement Action Agenda. The three 
major fronts covered in this memo are: 

-- reconfirm the validity of the Sahel concept as a 
long-term humanitarian and developmental undertaking; 

-- prepare a more diversified and collaborative Sahel 
strategy and program, taking account of the Sahel's 
special challenges; 

-- consolidate all SDP management levels under a field- 
based Coordinator in line with Agency 
decentralization and delegation policies. 



AID'S performance in the Sahel, as well as the principles and 
assumptions underlying the Sahel Development Program (SDP), have 
undergone frequent criticism. Many issues have been raised by the 
Congress; still more have emerged from numerous Inspector General 
audits. Nearly a year ago the Sahel and West Africa ~ f f a i r s  
office (sWA) undertook its own program assessment to review SDP 
relationship to the original objectives and explore any changes 
necessary to meet current requirements. 

In September 1983, the SWA office engaged a Sahel Management 
Assessment Team (SMAT) whose purpose is "to improve the program 
and program management of the Sahel Development Program (SDP 
appropriations and associated assistance activities.)" The Team 
has prepared and distributed a draft Progress Report and a summary 
cable, both containing preliminary results from visits and 
discussions in all Sahel regional offices and missions as well as 
associated Washington central and field support offices. The 
summary cable and a later follow-up, both asked for comments. SMAT 
briefed the AA/AFR and staff here in January 1984 and subsequently 
in February in Kigali with the Sahel Mission Directors (the latter 
were also briefed in December 1983 in Timbuktu); some Mission 
Directors provided preliminary reactions to the Report while in 
Kigali. 

In February, SMAT met with AID and State representatives to 
answer questions, clarify proposals and recommendations, and 
encourage substantive, written comments on the Report. The only 
written commentary was in the form of cables from four field 
offices (received by March 12) whose contents were considered by 
SMAT in preparing this communication. This memorandum is the 
first of a series in which the SMAT will provide recommendations 
to the AA/AFR and AFR/SWA for improving the content and management 
of the SDP. 

The Sahel Development Program was launched with great 
enthusiasm, a new organization, and the formation of relatively 
large AID Missions in countries where the U.S. had 1ittl.e 
experience, other than relief operations. The aura of poor 
performance that has become attached to the Program results as 
much from shortcomings in policy and strategy as from weaknesses 
in management at the operational level. The Program's original 
designers seriously underestimated the policy weaknesses of the 
Sahel countries and overestimated general knowledge about the 
kinds of programs and actions that would promote growth in the 
special circumstances of the Sahel. Programs emphasized research, 
basic human resources, integrated rural development, institutional 
development, and other long-gestating activities, while indicators 
of progress sought to measure short-term successes. In a 
decade--or perhaps two--the fruits of institution building may be 
reflected in much sought-after increases in production, especially 
food. In the meantime, more realistic and relevant yard sticks 
must be developed. 

d 
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Much of the special drive, energy, and idealism which 
inspired the Program at its inception and during its initial 
period has eroded. Many AID people (and some Ambassadors) no 
longer see the SDP as special, in spite of obvious and continuing 
Congressional interest and donor support. Feeling is widespread 
in some U.S. circles that the Sahel is getting too much attention, 
too much money, and too many people. Some think that weaknesses 
of strategy and goals must be identified and replaced with updated 
and relevant targets and objectives. A widespread malaise 
permeates the SDP based on the perception that the Program's 
progress is not consonant with the resources devoted to it, a 
situation not likely to be reversed in the near term. The impact 
of this malaise has been exacerbated by the daily preoccupation of 
mission managers with seemingly unrelenting management crises and 
the aftermaths of previous implementation problems, such as 
responding to audits and evaluations, preparing Section 121(d) 
reports, and redesigning projects. 

Among the principal causes of uneven program success and 
progress in the Sahel have been: 

1. Inadequate priority by AID/W (Africa Bureau and 
elsewhere) to the special Sahelian development challenges 
and support requirements. 

2. Preoccupation of mission staffs with "administrivia" and 
day-to-day crises to the detriment of cooperative 
planning with host governments and institutions and 
collaboration with other donors. 

3. Program mixes containing an excess of unrelated 
individual projects, some overly-complicated; e.g., 
integrated rural development, and most employing 
techniques inappropriate in the Sahel, such as host 
country contracting. 

4. Burdening limited numbers of managerial and technical 
personnel in weakly-organized indigenous institutions 
with people-intensive activities. 

5. A general lack of understanding of the area and, 
consequently, a lack of appropriate development 
techniques and technology for meeting some of the 
Sahelian problems. 

6. Trying to move money too rapidly. The results have been 
projects designed quickly and inadequately with little 
Sahelian collaboration, followed by hastily negotiated 
and signed agreements that postponed or overlooked 
potential implementation problems. 



7. ~nadequate focus on coordination with countries and 
donors as a means for: 

-- cataloging activities already completed and 
underway, and identifying and dividing up future 
programs; 

-- achieving cooperation in intersectoral planning and 
mobilization of domestic resources; 

-- emphasizing macro-economic policies (budget, fiscal, 
monetary, foreign exchange, etc.) ; and 

-- changing systems and policies necessary to increased 
production, especially food. 

8. Staff assigned with inadequate technical and managerial 
experience, marginal language proficiency, and little 
knowledge or specific orientation about the Sahel; e.g., 
francophone public administration, economic planning, and 
finance systems. 

some of the problems cited in the findings above still exist, 
but there has been improvement in the situation in the Sahel 
during the last few years: 

1. Considerable knowledge has been gained of what will and 
will not work in the Sahel. 

2. Regional institutions have evolved and provide a forum 
for a dialogue on development problems and policy issues. 

3. Governments are considering new, more market-oriented 
policies and improvements in pricing, taxes, and 
employment policies. 

4. Donor activities related to food security generally are 
being coordinated by host governments. 

5. USAIDS generally have sufficient numbers of U.S. staff, 
particularly given the large number of personal service 
contractors, but the level of training and experience of 
direct hire personnel does not uniformly meet the Sahel's 
development challenges. 

6. Recruiting, training, and retaining local national staff 
has begun, butrequires and demands far greater emphasis 
than most Missions exert, especially for continuity 
purposes. 



7. USAIDS are fully cognizant of. the need for tighter 
management of financial resources, and are trying hard to 
resolve previous problems and establish and maintain 
adequate financial management systems. 

An Action Agenda for Management Improvement - - 
The Team has concluded that the SDP remains a viable option 

and should form the basis for a new, vigorous, and more effective 
Program. This requires a reaffirmation of the Program at a high 
u .S .  political level, accompanied by policy, organizational, and 
leadership reforms spelled out in the sections that follow. To 
achieve a more responsive, better managed program, and to make it 
clear to critics of the program (in AID, State, and Congress) that 
AID is serious in the pursuit of improvements, the Africa Bureau 
needs to adopt a broad scale Management Improvement Action Agenda 
and establish a mechanism for insuring its implementation in a 
timely and effective way. The essential, first components of the 
Agenda are: 

1. A reaffirmation of the validity of the vision set forth 
by the architects of the Sahel Program, and the 
continuing viability of such a long-range humanitarian 
and development undertaking. 

2. A diversified, flexible AID strategy taking a 20-year 
perspective, while measuring current progress against 
realistic, intermediate goals and targets arrived at in a 
collaborative manner and, foremost in importance: 

-- applying the special authority of "no-yeart' funding 
from accounts free of functional orientation (that 
govern development assistance); and 

-- facilitating a balanced mix of project and non- 
project assistance (in the least management-intensive 
modes) in regional and bilateral programs alike. 

3. A transformation of the various SDP management and 
decision-making components into a new consolidated 
structure: 

-- located in the field in a decentralized mode; 
-- operating with all appropriate delegated authorities; 
-- drawing together existing staff offices in the Bureau 

itself (SWA, PD/SWAP) ; in the Sahel (SDPRO in Bamako, 
RBDO in Dakar); plus some personnel and functions 
from REDSO/WCA. 



The Sahel concept has Congressional justification in 
separate legislation carrying special authority and relating U.S. 
long-term commitments to the mutual and combined efforts of the 
Sahelian countries and a specially formed donor community. 
Reciprocal sahelian/donor and U.S. pursuit of humanitarian and 
developmental goals over the coming two decades implies a 
framework of programs and activities collaboratively selected, 
planned, and implemented with foremost regard for Sahelian 
priorities and coordinated donor, including u.S., responses 
thereto. This linkage carries over into the need for a strong 
u.S. management organization, close to the Sahelian regional and 
bilateral activities for ease of coordination, decision-making, 
and dialogue. The managers need to be armed with the authority 
necessary to move resources, material as well as human, when the 
changing priorities of politics, economics, and human welfare 
demand. 

The Sahel Concept: Valid -- and Viable. 
With the 1973 formation of a Permanent Interstate Committee 

for ~rought Control in the Sahel (generally referred to by its 
French acronym, CILSS), the drought-ridden countries of West 
Africa established the Sahel Region as a composite development 
grouping. The Committee pledged regional collaboration against a 
recurrence of the devastating 1968-1973 famine. The region's 
"special" nature had been implicitly acknowledged by the donor 
community in its concerted relief assistance during the worst of 
the drought. In 1976, a more formal -- Club du Sahel was formed 
within OECD to undertake a long-term, cooperative program called a 
"contract for a generation;" i.e., looking toward the year 2000, 
founded on joint action between Sahelians and donors. 

u.S. legislation in 1977 established a separate Sahel 
Development Program (SDP) and authorized AID to furnish assistance 
under a long- term comprehensive program for the "development of 
the Sahelian region" in conjunction with an international 
coordinating mechanism (i.e., the Club). In May 1977 at Ottawa, 
CILSS and the Club (including the U.S.) endorsed a Strategy - and 
Programme for Drought Control and Development - in the Sahel, 
settiny forth "self-sufficiency in staple foodsn (foodautonomy 
was considered unattainable by the Sahelians) as a major pursuit 
among overall Sahelian social and economic development goals. 

A number of political, technical, and developmental reasons 
confirm the continuing validity of a Sahel concept and support 
treatment of Sahelian problems on an integrated program basis: 

1. The Sahel countries, among the world's poorest, share 
similar (extremely harsh) physical environments; 



2. Political, economic and social systems have many common 
aspects; 

3. Agricultural production and marketing systems are similar; 

4. Sahel governments are under severe pressure to deal with 
similar problems: 

a. slow growth in agricultural production (especially 
food) ; 

b. rising budget deficits, increasingly difficult to 
finance (particularly given monetary agreements with 
France) ; 

c. mounting debt problems, complicated by foreign 
exchange shortages and a stagnation of exports; and 

d. rapid increases in population; 

5. Common regional institutions coordinate donor support and 
research; address critical priorities, e.g., food 
security; and provide a forum for conducting policy 
dialogues in regional or national, bilateral or 
multilateral contexts. 

The concept of a special long-term Sahel Development 
Program remains valid. Lack of significant progress toward some 
short-term goals has been overshadowed by noteworthy gains in 
creating structures and institutions, improving the climate for 
policy changes, and increasing knowledge of what will and will not 
work. These gains offer a base for greater progress if the U.S. 
stays the course. A public reaffirmation of the special Sahel 
initiative will serve mutual U.S. and Sahelian interests. 

RECOMMENDATION NO. 1 - -  

AA/AFR re-affirm the continuing validity of the SDP 
concept, and AID'S commitment to that concept, by 
approving statements to that effect in the forthcoming 
annual SDP report to the Congress (Attachment A), in 
testimony before the Congress, and in deliberations with 
other executive agencies (State, OMB). 

APPROVE 

DISAPPROVE 

DATE 



Sahel Strategy and - proqram: Collaborative Undertaking. 

Concern expressed in various circles with the CILSS/C~U~ 
strategy for the Sahel addresses some of its underlying 
assumptions. "Food self-sufficiency under conditions of 
ecological balance and self-sustaining growth'' is a principal 
target of criticism because of lack of precision. AID has taken 
this "goal" as a basic premise in the Sahel Development Strategy 
statement (SDSS) and developed an identity of interest between 
CILSS-C~U~-AID, despite the fact that the agriculture sectors and 
food production (in some countries) may be areas where AID does 
not have a comparative advantage and where U.S. techniques may 
produce the least incremental difference. Little effort has been 
devoted to research on other sectors, e.g., transport, whose 
development might produce the most immediate, short-term impact on 
agricultural development. Common and collaborative interest 
between Sahelian countries and AID on given projects is not always 
apparent, indicating that policy dialogue may not be as pervasive 
as desirable for full cognizance to be taken of country macro- 
economic policies and capabilities. Inadequate emphasis has been 
placed on intermediate measures of performance that permit 
informed judgment about current status and degree of success of 
ongoing endeavors toward year 2000 goals. 

A two-pronged approach to the issue of a Sahel development 
strategy appears to have merit. On the one hand, AID should 
continue to urge the C1LSS/Club partners to better define regional 
policy and to initiate donor-country dialogue on national 
development programs. "Lead donor'' influence on program content 
in given countries may be such that U.S. resources can be 
concentrated on other mutually agreed development priorities 
( i t  rather than across-the-board), limited to humanitarian 
support (food aid), or addressed to the amelioration of human 
resource constraints. An urgent need exists for C~~ss/Club 
decision-makers and planners to compare and re-examine "food self- 
sufficiency" and "food self-reliance" especially because the 
latter implies that sectors other than agriculture may lead a 
country's development. 

Furthermore, SMAT suggests that the CILSS/Club Secretariats 
be encouraged to name a group of internationally-recognized, 
outside experts to review and update the overall Sahel strategy 
(dating from 1977). The CILSS members and the donor community 
should give such a group a mandate to produce a realistic long- 
range strategy--not just a set of goals--setting down current base 
lines (or making provision for their establishment) and laying out 
intermediate targets for measuring progress at appropriate 
junctures along the continuum toward the year 2000 and perhaps 
beyond. The results should prove most useful in re-structuring 
all donor, and particularly U.S., humanitarian, and developmental 
assistance packages. 



AID's own regional strategy for the Sahel (and the country 
strategies that flow from it) probably needs to complement, but 
not be identical with, the basic CILSS/Club approach. The AID 
strategy should emerge from an expanded, collaborative policy 
dialogue -- regionally and nationally -- involving AID, 
cooperating Sahelian countries and their regional agencies, and 
the other donors (The current guidance message -- 1983 STATE 
186149 -- provides excellent directions.). The objective should 
be soundly-researched alternatives for application of the U.S. 
resources. Country program strategies should take account of the 
diversity of Sahelian politics, societies, and cultures, and the 
state of, and prospects for, national development, yet take 
advantage of the extensive similarities across the region to 
avoid duplication and capitalize on the experience of others, 
donors included. All U.S. activities should be endorsed and 
supported by the participating country(ies) and/or a regional 
entity as a manifestation of the collaborative and cooperative 
dialogue from which they evolve. SMAT has already provided the 
Director, SWA with comments and suggestions for use in the 
upcoming Dakar meeting on the current draft of the SDSS. 

AID's highest priority in the Sahel is the promotion of 
development among the countries of the region through the 
selection and design of appropriate project and non-project modes 
of assistance that will assure the prudent use of monies made 
available by the Congress. In legislating the Sahel Program, the 
Congress provided unique funding flexibility by authorizing 
amounts appropriated "to remain available until expended," i .e., 
without requirement for annual obligation. In addition, the 
functional framework established for development assistance (in 
FAA Sections 103-106) was omitted from the Sahel Program. 
Nevertheless, the Agency's policy makers have not seized the 
opportunity thus offered. SMAT urge.s that the requirements for 
annual obligations and functional limitations be lifted without 
delay, allowing more flexibility in the molding of Sahelian 
programs and eliminating the "move money" syndrome and all the 
extensively documented pitfalls arising therefrom. (SMAT is 
providing a draft document on "no-year" money under separate 
cover. ) 

The program mix in both the regional and bilateral components 
of the Program places a premium on project assistance carried out 
in the traditional technical assistance mode. Some activity is 
generally found in the agriculture, health, and education sectors 
plus a sprinkling of modest undertakings in response to special 
initiatives. From the beginning, most project activity has 
depended for implementation on host country entities which were 
faced with serious shortages of trained, indigenous technical and 
managerial personnel and inadequate financial resources to allow 
for cost sharing. 



Considerably more project activity should focus on 
infrastructure; e.g., transportation, communications, road repair 
and maintenance, and irrigation, carried out via turnkey 
contractors. This approach is less management-intensive (in terms 
of OE-funded personnel) and highly useful in reducing burdens on 
host country civil servants and contractors and in upgrading their 
respective skills. Program assistance should be considered to 
support policy reform; e.g., on taxes, employment, prices, private 
sector involvement, but only in countries where effective and 
reliable planning and budgeting systems exist along with the 
personnel to manage them (or engage OPEX technicians, while host 
country counterparts are trained, preferably in-country and in 
place). While immediate results cannot be expected to flow from a 
modified strategy and program mix, a system of intermediate goals 
and means of measurement will enable a better charting of 
progress. 

RECOMMENDATION - -  NO. 2 

AA/AFR approve the cable in Attachment B which requests 
colnlnents and suggestions from USAIDs Niamey, Banjul and 
Ouagadougou, and the OECD/Club see omission review and update 
of the overall Sahel strategy. 

APPROVE 

DISAPPROVE 

DATE 

RECOMMENDATION NQ. 3 - -  
The Director, SWA, initiate for the approval of the AID 

Administrator, an Action Memorandum authorizing the use of 
"no year" funding authority in the management of the 
Operational Year Budget in the Sahel. 

APPROVE 

DISAPPROVE 

DATE 



RECOMMENDATION NO. 4 - -  
That the AA/AFR instruct the Director, SWA, to initiate 

necessary action to modify Sahel strategy guidance so that 
the functional areas framework (of development assistance 
legislation -- FAA Section 103-106) need not be stringently 
applied in Sahelian regional and bilateral programs. 

APPROVE 

DISAPPROVE 

DATE 

The Sahel Organization: Improved Management and Staffing -- - 

Renewing confidence in the viability of the Sahel Program 
should spark enthusiasm and, if accompanied by evidence of serious 
support and dedication, possibly attract some new faces into the 
ranks of Sahel missions.. Modifying the strategy focus and 
tailoring programs and implementation modes to address the 
realities of the Sahelian political, economic, social, and 
physical environments should produce larger resource transfers for 
collaboratively agreed purposes, yet still support ongoing 
research and institution building. To ensure success, however, 
the existing, disjointed organizational structure must be 
subjected to strong measures of order, discipline, and leadership. 
Critical project evaluations and audit reports, serious design and 
implementation problems, and resulting huge pipelines underscore 
the need for an organization overhaul and improved management. 
Diverse and sometimes competing entities in the Bureau (the DAA, 
SWA, and PD/SWAP) and in the field (the Directors' Council; the 
eight bilateral missions; SDP Regional Office in Bamako; the River 
Basin Development Office in Dakar; 0EC~/Club Liaison in Paris; 
CILSS Liaison in Ouagadougou) are presently tied together loosely 
without clear and well-understood (or well-managed) line and staff 
responsibilities. 

Leadership can stem only from strong management, oriented to 
innovative and imaginative precepts growing out of a commitment to 

program erformance and implementation under guidance of 
qua'i revise ts regiona !? and country strategies. This must be 
accompanied, however, by a conviction that decision-making should 
be as proximate as possible to the scene of action--as enunciated 
in Agency pronouncements on decentralization and delegation. 
Consequently, SMAT suggests consolidation of all SDP management 
components into a Sahel Program Coordinator's Office (SPCO) under 



a Co 
nfric 
Admin 
Dakar 

ordinator with full delegated authority (as spelled out in 
a Bureau statement of Functions for a Deputy ~ssistant 
istrator-Geographic Area). The ideal location wou,ld be 
, separate from the Senegal Mission. 

In order to assure full exercise of functions, the 
Coordinator's staff would comprise: 

-- program/planning (drawn mainly from SDPRO in Bamako); 

-- controller; 

-- management; 
-- regional projects (including RBDO in Dakar); 

-- regional support (mainly from REDSO/WCA); 
-- liaison in Ouagadougou (CILSS), Paris (oEC~/Club), 

and Rome (FODAG) 

-- Sahel Affairs Office (in Washington), working with 
Africa Bureau offices, Central AID offices, and other 
agencies, such as State, OMB and USDA. 

The Coordinator would chair the Mission Directors' Council as a 
policy body advising on all regional and bilateral aspects of the 
program. This Office would not be "another layer" between the 
field and Washington, but would have the authority to make most 
decisions now reserved to various Africa Bureau offices. The 
Coordinator would be responsible for the integration and 
consolidation of the SDSS, CDSSs for AID/W approval as well as the 
preparation of the Congressional Presentation and Annual SDP 
Report. The Coordinator would approve PIDs, regional PPs and 
other PPs that exceed individual Missions' authority, and 
consolidated bilateral and regional ABSs reviewed by SMDC. SPCO 
would also control the allocation of personnel ceilings and OE 
funding among the Missions. 

Some modification of types of personnel and skills will be 
dictated by changes in program mix that encourage non-project 
assistance and infrastructure activities. For example, the latter 
will require the traditional capital development skills, while 
program assistance may call for specialists in macro-economics or 
foreign trade or commodity imports. 

With the SPCO in place, a variety of new approaches to 
development management are conceivable. For example, it might be 
feasible and practical to advertise and award competitively, 
single, region-wide contracts for such goods and/or services as: 



-- project and OE-funded all-terrain and standard 
vehicles; 

-- logistical support for all mission and contractor 
per sonne 1 ; 

-- automotive maintenance; 

-- non-expendable project and OE-funded equipment; 
-- expendable supplies; 
-- project and non-project participant training; 
-- transhipping or forwarding equipment and commodities, 

including PL 480. 

-- training, service and maintenance, and general 
support to mission's automated data processing. 

under a SPCO organization, program improvements might be 
realized by makingcontract awards to a university consortium or a 
single private contractor to undertake Sahe.1-wide activities, such 
as: 

-- research on common agricultural, irrigation, or other 
problems; 

-- building and/or repairing and maintaining intra- 
regional roads and important land links to coastal 
states; 

-- design and installation of agro-hydro-meteorological 
and communications equipment and systems for 
AGRHYMET, including training of all operators and 
technicians. 

Investigation might demonstrate that the regional approach could 
result in savings in funding and personnel through standard 
approaches enabling single individuals to support or train 
counterparts in more than one country. The opportunities for in- 
country or at least intra-Sahelian training might also be enhanced 
by a single contractor having substantive responsibilities for 
several countries. 

Further details of the proposed organization, functional 
statements, organization chart and delegated authorities are 
contained in the attached paper entitled, Management and 
Coordination of the Sahel Development Program (Attachment C). 



RECOMMENDATION 5: 

AA/AFR adopt and approve the establishment of a 
coordinating office located in the field with full 
delegation of authority to implement and manage the 
Sahel Program. 

APPROVE 

DISAPPROVE 

DATE 

RECOMMENDATION NO. 6: -- 

AA/AFR establish a task force under the direction of 
(fill in name) to work out the 

implementing details related to SPCO: coordination with 
the ~ e ~ a r t m e n t  of State; timing; location; personnel 
actions, including selection of key personnel; 
delegation of authorities; and the necessary logistics. 

APPROVE 

DISAPPROVE 

DATE 

Further Agenda Topics. 

Additional action proposals for management improvement will 
be forthcoming under separate cover on various administrative and 
program matters, for example: 

-- strengthened internal mission management; 
-- staff development and training; 

-- management of the Operating Year Budget; 

-- Joint Administrative Office operations and 
alternatives; 



-- logistical services and contracts; and 
-- procurement of vehicles. 

Considering the expanded delegation and significant 
decentralization envisioned in the SMAT recommendations, the 
AA/AFR will probably wish to consider some manner of program 
review to monitor regional and bilateral progress and institute 
changes, when and as appropriate. Suggestions on this matter will 
appear separately in a forthcoming SMAT paper. 

RECOMMENDATION NO. 7 - -  
AA/AFR designates (fill in name) as the 
person responsible for monitoring and following up on 
details of the Action Agenda, and for coordinating the 
implementing actions, both inside and outside the Africa 
Bureau. 

APPROVE 

DISAPPROVE 

DATE 

Attachments : 

A - Foreword to Annual SDP Report 
B - Draft Cable on CILSS/Club Strategy Revision 
C - Management and Coordination of the SDP 



Attachment A 

THE SAHEL DEVELOPMENT PROGRAM: 

1984 ANNUAL REPORT TO CONGRESS 

Foreword: 

This report addresses a full spectrum of events and activities 
undertaken during 1983 under AID'S Sahel Development Program, mainly in 
cooperation with the Permanent Interstate Committee for Drought Control 
in the Sahel (known generally by its French acronym, CILSS) and with 
other donors collaborating through the Club des Amis du Sahel within 
the Organization for Economic Cooperation and Development. 

Ten years ago, a group of West African countries formed CILSS as a 
means for mobilizing their people against the horrors of hunger and 
starvation. Some five years later, the Executive Branch and the 
Congress worked together in the formulation and creation of the Sahel 
Development Program. As this collaborative effort linking the Sahelian 
and donor communities enters its second decade, a review was undertaken 
of the continued validity of the SDP concept. It was found that there 
were a number of political, technical and developmental reasons that 
confirm the continuing validity of a Sahel concept and support 
treatment of Sahelian problems on an integrated program basis: 

1. The Sahel countries, among the world's poorest, share similar 
(extremely harsh) physical environments; 

2. Political, economic and social systems have many common 
aspects; 

3. Agricultural production and marketing systems are similar; 

4. Sahel governments are under severe pressure to deal with 
similar problems: 

a. slow growth in agricultural production (especially 
food) ; 

b. rising budget deficits, increasingly difficult to 
finance; 

c. mounting debt problems, complicated by foreign exchange 
shortages and a stagnation of exports; and 

d. rapid increases in population. 



5. Common regional institutions coordinate donor support and 
research address critical priorities (&.g., food security), 
and provide a forum for conducting policy dialogues in 
regional or national, bilateral or multilateral contexts. 

In the assessment of the program, it was found that progress was 
less than hoped for and identified the need for strengthened 
organizational and leadership arrangements and improved dialogue 
with Sahelian countries and other donors. At the same time, there 
have been improvements in the Sahel that provide a basis for 
expecting greater progress in the future: 

1. Considerable knowledge has been gained of what will and will 
not work in the Sahel. 

2. Sahelian institutions have evolved and provide a forum for a 
dialogue on development problems and policy issues. 

3. Sahelian governments are considering new, more market-oriented 
policies and improvements in pricing, taxes, and employment 
policies. 

4. Donor activities related to food security generally are being 
coordinated by host governments. 

5. USAIDs are better staffed, are fully cognizant of the need for 
tight management of financial resources, and are resolving 
previous problems and establishing and maintaining adequate 
financial management systems. 

Given the foregoing, the importance of the Sahel Development 
Program with its special authorization and appropriations 
structure is reaffirmed. ~t continues to serve u.S. interests by: 

-- demonstrating U.S. adherence to a long-standing commitment; 

-- providing a symbol of U.S. staying power under adverse 
circumstances; 

-- increasing chances of success over a shorter period and with 
fewer outside resources needed because the program is carried 
out in a multilateral context; and 

-- spreading the burden among more donors and limiting the 
pressure on the U.S. for major new resource allocations. 



ATTACHKENT B 

Draft Cable 3/5/84 

ACTION: Banjul, Niamey, Ouagadougou, Paris (OECD for Fell) 

INFO: Bamako (also for SDPRO), Dakar, Ndjamena, Nouakchott, 

~ r a i a  

SUBJECT: c~~ss/Club Development Strategy 

REF: a. ~ i a m e y  00698; b. OUaga 00904; c. 1983 State 186149 

1. Summary. The current CILSS "strategy1' is nearly eight years 
old and should be revised and updated. President Kountche as the new 
CILSS Chairman might wish to propose such an effort by an 
internationally-recognized group of experts. Missions are asked to 
review this approach and offer suggestions. In addition, a number of 
topics that bear examining during the revision have been drawn from 
sMAT analyses and findings; such as possible trade-offs between "food 
self-sufficiency" and self-sustaining growth; alternative allocations 
of resources; the role of parastatals; intra-regional trade. Missions 
are requested to reply by 

2. The Sahel Management Assessment Team (SMAT) in its Progress 
Report and discussions with AA/AFR and SMDC identified a need for 
revision and redefinition of the CILSS/Club strategy for the Sahel. We 
can see how the results of such work in the C I L S S / C ~ U ~  context could 
also prove beneficial to the SWA/SDPRO/SMDC collaboration on regional 
and country development strategy statements. 

3. SMAT recommends that CILSS/Club select a group of 
internationally recognized experts (perhaps three) to undertake this 
assignment. SMAT points out that the May 1977 CILSS/Club "Strategy" 
provides under follow-up "that a second phase effort is required in 
order to finalize a revised, more complete, better structured and more 
coherent programme," Getting this effort underway as soon as possible 
could result in a final version for approval at the next C I L S S / C ~ U ~  
meeting. The new strategy might ultimately be dedicated at the 10th 
anniversary (March 1986) of the CILSS/Club partnership. 

4. It is very important that such an initiative come from the 
Sahelians as an expression of their concern, determination, and 
readiness to concert their efforts toward common development goals with 
collaborative donor assistance. The naming of a new CILSS management 
team--Committee Chairman, Minister Coordinator and Executive 
secretary--offers an opportune time to suggest this much-needed 
revision and update of the basic C I L S S / C ~ U ~  "Strategy." President 
Kountche, Minister Shehe Sabally and Exec Sec Brah Mamane might welcome 
the idea of launching this initiative to emphasize that CILSS has new 
leadership. 



5. One approach would be' to diacuss this 'matter privately with 
President Kountche (or, alternatively, with Minister Shehu or Exec Sec 
Brah) and encourage him to broach the matter with the Club. Any 
discussions should include a U.S. offer to share in the costs of the 
undertaking, perhaps through a special pledge with other donors. 

6. Both action and info addressees are requested to comment and 
propose a course of action for concerting initial approaches and 
follow-up. In this context, SMAT has submitted some observations and 
conclusions on the existing CILSS/Club strategy that appear useful in 
assessing the priority of bringing about this important 
revision/updating and in furthering the dialogue among Sahel Missions 
on matters of improving AID'S Sahel program management: 

A. The original CILSS/Club "strategy" (May 1977) recognized 
its own incompleteness and the crying need for more research, 
particularly in the areas of policy and resource mobilization. The 
discussions concentrated heavily on agricultural and rural development 
issues, leaving intersectoral planning for later. The passage of time 
has changed many things in the Sahel and the rest of the world with 
consequent effects on the underlying situation and assumptions related 
to development strategy. 

B. A major cause of Congressional, public and in-house (AID 
and State) criticism has been lack of progress in terms of improvements 
in agricultural production (particularly on a per-capita basis) and of 
living standards of the majority of the population. "Poor 
implementation and improper design" of projects is the most widely 
accepted explanation for the shortcomings. 

C. Another -- perhaps less widely understood -- important 
factor may be the inadequacy of the process by which the Sahel 
governments and their regional agencies (and the donors) resolve 
conflicts and disagreements about strategy, goals, resource allocations 
and governmental policy. At the heart of this issue lies the 
unresolved question (by states and donors) of the possible trade-offs 
between the goal of "food self-sufficiency" and self-sustaining growth. 
Closely associated are a number of other topics, for example: 

(1) alternative allocation of resources (transport vs. 
increased investment in agriculture); 

(2) appropriate levels of Sahelian resource allocations 
to urban development, education, health and sanitation, other sectors; 

( 3  relative priority of rainfed vs. irrigated 
agriculture; 

(4) the role of parastatals in rural development; 
useful alternatives and plans to develop and implement them; 

(5) pricing of imported agriculture production inputs 
and imports to supplement domestic food production. 



D. A number of topics call for increased attention (perhaps 
through research) from the governments (and the donors): 

(1) domestic resource mobilization for development; 

(2) mobilizing private initiative (domestic and 
foreign) in support of development; 

(3) intra-regional trade; 

(4) trade patterns and potential with neighboring, non- 
sahelian coastal states., 

7. SMAT'S suggestions are illustrative rather than exhaustive. 
Addressees may wish to refer to Ref C (on SDSS guidance) for other 
ideas that may assist in carrying the dialogue forward once an agreed 
course of action has been decided. 

8. Request addressee comments by 



ATTACHMENT C 

Management and Coordination of the Sahel Development program 

Dakar is the hub of the Sahel not only geographically but in terms 
of port facilities, communications, airline connections, diplomatic 
community as well as being a modern metropolitan city. There is also a 
large foreign and an expanding U.S. business community. Senegal is 
bordered by four other Sahelian countries (The Gambia, Mauritania, 
Mali, and Cape Verde), three of which depend on Dakar to a large extent 
as a transit point. The city offers an adequate supply of housing, 
office space, and services necessary to support a relatively large AID 
organization. Logically, Dakar presents many advantages as a Sahel 
regional center providing all of the long-range programming/planning 
and support services to other AID offices and programs throughout the 
Sahel. 

The organization anticipated to carry out the programming, 
planning, and managing of regional projects and support services for 
all Sahel programs would be separate from the USAID/Senegal bilateral 
program. The regional activities currently performed by USAID/Senegal 
would be included within the new organization: River Basin Development 
Office (OMVS and OMVG); Controller functions for Cape verde; and 
transshipments of PL 480 and project commodities to surrounding Sahel 
countries. 

At the present time, REDSO/WCA in Abidjan provides support 
services for the Sahel missions, beyond or supplementing their own 
capability. Long range planning for the Sahel Region is the purview of 
the Sahel Development planning Regional Office (SDPRO) in Bamako. 
Moving SDPRO to Dakar and centralizing the support functions -- Legal, 
Engineering, Contracting, Project Development (including part of 
AFR/PD/SWAP), Food for Peace, and Supply Management -- in the same 
location would result in greater efficiency and improved management of 
resources under a unified authority and strengthening the entire Sahel 
program. 

Sahel Program Coordination Office (SPCO) 

In an attempt to improve program coordination and maximize the 
utilization of available resources in a more efficient manner, 
management functions need to be a consoldated under a single Sahel 
authority or coordinator, responsible for the management and allocation 
of all resources of the Sahel Development Program. 

The Sahel Program Coordination Office (SPCO) would be established 
to perform this role. The Coordinator would be located in Dakar, along 
with his immediate staff (see organization chart) and would be 
responsible for the entire Sahel Program. Reporting directly to the 
Assistant Administrator for Africa, AA/AFR, the Coordinator, a well 
experienced senior officer, would operate with minimal supervision and 

PREVIOUS PAGE BLANK 



represent the Office of AA/AFR and/or exercise authorities on behalf o. 
AA/AFR as delineated in Bureau functional statements (for a Deputy 
Assistant Administrator-Geographic Area), existing delegations of 
authorities, and management directives. The responsibilities of the 
Coordinator would include the following duties and functions: 

- Advise AA/AFR on Sahel-wide policy matters in all aspects of 
economic/social development and economic assistance including 
Sahel Development Program, Development Assistance, security- 
related ESF programs, and PL 480 matters. 

- Plan, coordinate, direct and supervise the activities and 
management of the Sahel missions, the Office of Sahel Affairs 
in AID/W, the OECD/Club Liaison Office in Paris, and the 
CILSS Liaison Office in Ouagadougou. 

- Act as primary AID/AFR focal point for supervision of Mission 
Directors, AID Representatives, and AID Affairs Officers on 
behalf of AA/AFR for the Sahel. 

- Direct, guide, and receive advice from, Sahel field offices 
through the Sahel Mission Directors' Council (SMDC) on the 
development of Regional and Country Development Strategy 
Statements, program and project approval and related budgets 
for all Sahel Programs. 

- Coordinate the preparation, chairs the SMDC review, with 
AID/W representation, and approves a consolidated bilateral 
and regional Annual Budget Submission. 

- Exercise approval authorities on behalf of AA/AFR consistent 
with existing delegations of authorities. 

- Chair field reviews of RDSS and CDSSs prior to forwarding to 
AID/W for approval. 

- Chair Executive Committee for Project Review (ECPR) meetings 
for Sahel PIDs and PPs. Insure that other Sahel missions, 
AID/W and SPCO participate in the PP reviews conducted by 
individual Missions. 

- Participate with AFR/DAAs in the selection and placement by 
AA/AFR of Executive Personnel within the Africa Bureau. 

- Chair the SMDC and provides guidance and direction to SMDC 
regarding AID strategy, policy considerations, program 
implementation, management concerns, and resource allocation. 

- Insure appropriate application of AID and AFR Bureau 
policies. 



- ~ c t  as the principal AID representative coordinating AID 
p~oyrams with other donors at the regional level and provide 
guidance, in collaboration with the SMDC, for such 
coordination at the bilateral level. 

~llocations of sahel Personnel ceilings and administration of 
Sahel operating Expense funds would be moved from AFR/PMR to the SPCO. 
personnel ceilings and Operating Expense funds would then be divided by 
the Coordinator among the individual mission under plans agreed by the 
SMDC. The Sahel missions would justify their requirements to the 
Coordinator who would decide the relative merits and priorities. AS 
programs and projects increased or decreased, corresponding changes in 
personnel and operating expense funds could be made. The Coordinator's 
Management Officer and Controller would administer these two functions. 

Sahel Mission Directors Council (SMDC) 

The Coordinator would serve as the permanent chairman of the 
SMDC. Council members would represent their respective bilateral 
programs in assisting the Coordinator in policy formulation and 
execution, regional development strategies, resource allocations, and 
overall management of the Sahel Development Program. The Council would 
convene semi-annually (more frequently, if required) to determine 
accomplishments, policy directions and strategies for the region. ~t 
least one meeting would include the Ambassadors to the Sahel countries 
and the Minister Coordinator and Executive Secretary of the CILSS. In 
many respects the Council would function as a Board of ~irectors 
managing the U.S. resources in the development of the Sahel, with the 
Coordinator serving as the Chairman of the Board. 

Reqional Program - and Planning 

Within the SPCO a Program Office would be concerned with the 
planning of the long-term development, policy reforms, regional 
strategies, Congressional presentations, and programming of regional 
projects. The nucleus of this staff would be the present Sahel 
nevelopment Planning Regional Organization (SDPRO) plus some of the 
personnel presently assigned to AFR/SWA (the latter to be determined 
after additional analysis). Among the duties and responsibilities for 
the SPCO Program Office are the following: 

- Reviews annual program budget and individual funding requests 
submitted by the Sahel Missions and recommends action to the 
Coordinator. 

- Administers Sahel program budgeting operations and analyzes 
project proposals with respect to their conformity with AID 
and Bureau policies and the respective program strategies. 

- ~dvises Coordinator on PID and PP reviews. 



- Prepares and maintains a Regional Development Strategy 
Statement (RDSS), which defines AID'S strategy for 
participation in a program for region-wide development in the 
Sahel, within the context of C I L S S / C ~ U ~  development programs. 

- Refines on a continuing operational basis the U.S. sectoral 
strategies for Sahel development and the U.S. participation 
therein. 

- Identifies regional projects and as appropriate prepares the 
Project Identification Document (PID). This includes 
proposals for U.S. participation in CILSS/Club regional 
projects. 

- Provides continual flow of sectoral technical planning 
guidance to missions for purposes of their program strategy 
and project planning. 

- Reviews regional project designs and assesses implementation 
progress to provide information for future planning and 
assure that regional and bilateral projects are coordinated. 

- Consults with SMDC members regarding the consistency of 
bilateral CDSS submissions with SDP sector and regional 
strategies. 

- Develops guidelines and suggestions to assist in the 
evaluation of bilateral and regional activity relationships 
and promotes the exchange of information among all the 
missions on all evaluation results; develops an evaluation 
system for the Sahel regional programs; coordinates an annual 
portfolio review synchronized with annual ABS preparation. 

- Drafts the SDP Annual Report to the Congress and coordinates 
the integration and consolidation of the regional and 
bilateral ABSs and the Congressional Presentation. 

- Performs Secretariat functions for the SMDC. 

Sahel Regional Support Services 

Within the SPCO organization a Sahel Regional Support Office would 
provide similar or the same level of services to the Sahel missions as 
does REDSO/WCA presently; e.g., Project Development, Legal, 
Contracting, Engineering, Supply Management, and Food for Peace. This 
would require a shift of responsibility for the aforementioned services 
from REDS0 to SPCO. In addition, some personnel from AFR/PD/SWAP would 
also be moved to the Support Office. This office would insure closer 
coordination and improved response time to the individual Sahel 
missions and thus improve the project design and implementation 
process. This change would permit REDS0 to focus its support 
responsibilities on the non-Sahel West and Central African countries. 



Sahel Program ~iaison Offices/Staffs 

The links required between the Coordinator's Office and AID/W, the 
Club du Sahel in Paris and CILSS in Ouagadougou, would be provided by - -- 
small liaison offices/staffs stationed in each of these locations but 
responsible to and under the direction of the Coordinator. The u.S. 
representation required at the Sahel Institute (INSAH) in Bamako and 
the AGRHYMET in Niamey would also be coordinated by the SPCO staff in 
Dakar. 

Office of Sahel Affairs in the Africa Bureau -- -- 
The roles and functions of AFR/SWA and AFR/PD/SWAP in the Africa 

Bureau would be significantly changed in conjunction with establishing 
the Coordinator Office in Dakar. The functions of reporting on Sahel 
activities, briefing contract personnel, following-up on field request 
with other AID/W offices, preparing briefing papers for the Assistant 
Administrator, and the like would be combined into an Office of Sahel 
Affairs. This office would be an extension of the Coordinator's Office 
and have a liaison role between the Coordinator's Office and the Africa 
Bureau. This Sahel geographic office would be significantly smaller in 
terms of numbers of personnel (five or six senior professionals plus 
secretarial staff) . All of the incumbents should have program 
management experience in one or more of the Sahel countries. The 
Office could be organized either on a geographical or functional line, 
depending upon accumulated knowledge of priorities and workload. 
Additional functions and responsibilities would be: 

- Coordinating and integrating staff office contributions 
to SDP project review and approval. 

- Answering Congressional inquiries, preparing Congressional 
notifications, and assisting in Congressional relations on 
Sahelian matters. 

- ~ollowing-up and tracking individual field missions' 
requests for actions by AFR staff offices and AID/W staff 
and/or service offic'es; providing same service with 
private and public institutional, corporate, or individual 
contractors. 

- Representing the Coordinator with State, OMB, USDA and 
IBRD on matters pertaining to the Sahelian missions. 

CILSS Liaison Staff, Ouagadougou 

The CILSS Liaison Staff would be separate from the bilateral Upper 
Volta mission and would be comprised of probably three professionals 
(Program Officer, Agriculture Economist and a General Development 
Officer), responsible for the following: 



- Manage the Sahel Regional AID Coordination and Planning 
Project (625-0911). 

- Conduct policy dialogue with appropriate members of the 
CILSS Executive Secretariat. 

- Advise and coordinate CILSS actions with Project Officers 
responsible for TNSAH and AGRHYMET. 

- Maintain active liaison with CILSS/Club working groups 
and task forces, and participate directly in their 
activities as requested by the CILSS/C~U~. 

- Participate in donor and CILSS/Club meetings. 
- Contribute and participate in planning-related studies 

supporting CI~sS/club and U.S. SDP planning. 

- Prepare special reports and provide information requested 
by the Coordinator's office. 

0EC~/Club Liaison Staff, paris 

The 0EC~/Club Liaison Staff would be located in the OECD 
Secretariat in Paris. The incumbent would receive guidance 
regarding AID policy and program matters in the Sahel from the 
Coordinator's Office: 

- Serve as the Deputy ~xecutive Secretary of the Club 
Secretariat. 

- Assist the Executive Secretary in the full range of staff 
work necessary for the effective Club functioning. 

- Complete staff papers and agenda items for periodic 
meetings of the Club, coordinating with both donor and 
recipient states. 

- Prepare reports on all donor assistance in the Sahel, 
including bilateral donors, UNDP, IBRD, ADB, the U.N. 
Sahelian Office, and other regional organizations. 

- ~nitiate appropriate sectoral or special studies as 
needed for meetings or for follow-on actions as agreed by 
Club membership. 

Food and Agriculture Organization (FODAG), Rome -- 

The Food and Agriculture Office, FODAG, in the U.S. Embassy, 
Rome, would continue to support the Sahel program by supplying 
short-term consultants to either CILSS or any of the S a t l u l  
missions as provided under the Sahel Regional Project (625-0911). 



Requests for such assistance would be coordinated through the 
project Manager on the CILSS Affairs Liaison Staff. 

Sahel Regional projects Office 

within the SPCO a Regional Projects Office would be responsible 
for policy, coordination, and backstopping all SDP-funded regional 
projects. The same office would be responsible for the actual 
supervision and implementation of some regional activities, e.g., the 
family of River Basin Development projects. The River Basin 
Development Office (including personnel), presently located in USAID 
Senegal, would be incorporated into SPCO's Regional Projects Office. 

The principal projects under Regional Project Office purview, 
either directly or indirectly, are listed below: 

Project Number Project 

625-0012 Gambia River Basin Development 

625-0620 OMVS-Data Institutional Development 

625-0621 OMVS Integrated Development 

Sahel Reg. AID Coord. & Planning 

Demogr. Data Collect. & Analysis 

Regional Food Crop protection-IPM 

Planning Mgmt. & Research 

private Voluntary Organizations 

Sahel Water Data Network & Mgmt. I1 

Niger River Development I1 

Reg. Financial Mgmt. 

Manantali Resettlement 

OMVS Agricultural Research - I1 
Groundwater Monitoring 

African Development Foundation 

Sahel Manpower Development I1 

Regional Food Crop Protection I11 

Human Rights 

Special Self-Help 



Some of the Action Recommendations growing out of the above 
discussion are as follows: 

1. Establish the Sahel Program Coordinator's Office (SPCO) 
in Dakar under a Coordinator with the appropriate rank, 
delegations of authority and staff to effectively manage 
the Sahel Development Program. 

2. Establish a staff office (Regional Programs and Planning) 
within the Office of the Coordinator in Dakar, staffed 
with the personnel from SDPRO and AFR/SWA; abolish the 
SDPRO office. 

3. Provide all of the support services to the Sahel Missions 
from a Sahel Regional Support Staff located in SPCO. A 
corresponding shift of personnel and authorities from 
REDSO/WCA, AID/W and ~ S ~ ~ ~ / S e n e g a l  would be made. 

4. Restructure the SWA office in AFR to perform as the 
Office of Sahel Affairs, (AFR/SpCO/SA) under SPCO. 

5. Consolidate the allocations to individual Sahel Missions 
of personnel ceilings and operating expense funds into a 
single allocation from AFR/PMR to SPCO for further 
distribution to Missions in accord with approved plans. 

Revised 2/28/84 
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March 30, 1984 

IMPLEMENTATION MEMORANDUM FOR THE DIRECTOR, SAHEL AND WEST 
AFRICA AFFAIRS, BUREAU FOR AFRICA 

FROM: Sahel Management Assessment Team (SMAT) 

SUBJECT: Strengthening Sahel Regional Organizations 

In other reports and papers, SMAT has concentrated 
primarily on management improvement of AID'S offices involved in 
the planning and implementation of the Sahel Development 
program. This Memo focuses on the relationships between AID and 
c ~ ~ s s / C l u b  decision-makers at the policy level and on AID'S 
technical assistance to the principal CILSS agencies: the 
Executive Secretariat; the Sahel Institute (INSAH); and the 
Agricultural Hydro-Meteorological Agency (AGRHYMET). The 
following matters have been addressed: 

a. the record of improvement in CILSS/Club activities and 
the need to better correlate AID, i.e., SMDC, programs with 
those of CILSS at the Minister Coordinator-~xecutive Secretary 
level; 

b. some approaches to strengthening the managerial and 
operational capabilities of the CILSS Executive Secretariat; 

c. possible ways and means for concerting AID'S 
coordination requirements among the CILSS agencies. 

The success of CILSS as a regional organization, 
marshalling the collective efforts of its members for the social 
and economic betterment of their populations is certainly in the 
U.S. interest. Preparing the CILSS agencies to do their jobs 
better depends to a large degree on collective support and 
cooperation among AID missions. No other donor commits as many 
resources to technical assistance for the CILSS Secretariat, 
INSAH, and AGRHYMET. 1n these efforts, however, mission 
directors might take more cognizance of the dual nature of their 
responsibilities: on the one hand to conduct bilateral programs 
and share the results with their colleagues; on the other hand 
to reinforce one another as each carries out regional activities 
whose results benefit all the Sahelian countries. 

The Sahel Management Assessment Team (SMAT) found little 
consistency among the views of the managers of the various SDP 
management components on the subject of Sahelian organizations, 
regional and national, and their past and potential future 
contributions to economic growth in the region. Given the 
number of such organizations in operation, some confusion is 
inevitable along with some working at cross purposes; e.g., 
CILSS (including INSAH and AGRHYMET); the Entente Council; the 
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Economic Council of West African States (ECOWAS): the Economic 
Commission for West Africa (French acronym, CEAO); the U.N.9 
Office of Sudano-Sahelian Affairs (uNSSO); the west African 
Monetary Union (French acronym, (UMAO), to mention only the most 
active. While some cooperation exists (e.g., between CILSS and 
CEAO on solar energy), most of the organizations are jealous of 
their own prerogatives and wary of their peers. Among all these 
mentioned, CILSS is unique in its membership (others have more 
or less member countries) and in its primary concentration on 
"food self-sufficiency under conditions of ecological balance 
and self-sustaining growth." CILSS is also unique in its 
relationships with the donor communities, namely OECD and OPEC, 
the former through the Club du Sahel. 

Most AID managers in the field (as well as some 
Ambassadors) are reluctant to recognize the fairly obvious fact 
that the regional unity of the Sahelians in the form of their 
organization, CILSS, has rallied the overall level of donor 
humanitarian and development assistance (and the high level of 
the U.S. share), rather than the political or other importance 
of the countries considered separately. With the latter as a 
basis for u.S. support, two (or perhaps four) countries would 
have sizable development programs, another three receive food 
assistance (plus some participant training), and the last draw 
some reconstruction and relief aid (possibly from ESF). 

Strangely enough, the mutually reinforcing benefits of 
bilateral and regional assistance in each Sahelian country are 
largely overlooked (or decried) in favor of increased bilateral 
activity. Another consequence is the lack of widespread 
interest or concern within bilateral missions with the growth, 
development, and success of CILSS and its regional components in 
their endeavors toward formulation of regional policies, goals, 
and targets as a framework for national development programs. 
What comment missions do generate has a tendency to be negative 
and critical. Little attention is paid to the marked progress 
evident within the CILSS organization, in particular its 
Executive Secretariat and specialized ayencies, as it moves 
toward better social and economic programs for the Sahelian 
population. The Club Secretariat, the SDP Regional Office, and 
a variety of donor-initiated activities have combined in their 
contribution to the advancement, but much work remains to be 
done. 

The CILSS/Club cooperation has evolved through working 
groups, colloquia, and ad hoc seminars, producing policy papers 
and outlines on many fundamental topics: food crops (rainfed 
and irrigated); cereals policies; food strategies; village 
hydraulics; ecology/forestry; and recurrent costs. The CILSS 
Secretariat is changing its mode of operation by refraining from 
project management and solicitation of donor support for 
individual projects. The principal emphasis is shifting to 
policy formulation and research, support of member country-donor 
dialogues, and engagement of short-term expert support. 



 or over a year, a Reappraisal Committee (Comite - de 
Reflexion) has been reviewing CILSS' overall performance and 
seeking ways for future improvement. The Committee submitted a 
report in camera to the January 1984 CILSS meeting in Niamey, 
which wasreturned for further work and deliberation. According 
to some reports, the findings eventually could produce 
widespread changes in the effectiveness of the organization. 
Even more important, the Niamey meeting concluded with 
appointment of a new leadership and management team: the 
president of Niger as CILSS President; The Gambia's Minister of 
Rural Development as Minister Coordinator; and a ~iger cabinet 
member as ~xecutive Secretary. 

The Fifth Club Conference in Brussels in late 1983 forecast 
some of the principles and challenges that face the new CILSS 
managers : 

a. Among the basic principles enunciated by the CILSS/C~U~ 
decision makers were: 

-- development is the primary concern of all 
Sahelians; governments and donors should combine 
and provide the necessary environment for broad- 
scaled participation; 

-- the whole system for allocation and employment of 
natural resources must support development; 

-- the idea of a "contractN between Sahelian and 
international communities should be the spirit 
behind common actions, agreed and taken. 

b. ~ i g h  on the list of common Sahelian/donor priorities are: 

-- more effective technical packages for agriculture; 

-- research on the socio-ecological balance; 
-- essential role of irrigated agriculture to food 

secur ity; 

-- complementarity between irrigated and rainfed 
agriculture. 

c. Wide agreement underscored the necessity for 
harmonization and simplification of aid procedures with the 
objectives of: 

-- accelerating external resource transfers; and 
-- better matching the resources to Sahelian needs. 

A major development atthe Brussels meeting was concurrence on 
the principle of concerted action in the formulation of 
procedures for country-level coordination of donor activities in 



support of planning the development and humanitarian programs of 
the CILSS members (discussed below in another context). 

In its Progress Report, SMAT identified the sporadic and 
unstructured character of the Sahel AID-CILSS relationship as an 
unfortunate case of omission. Bringing the CILSS Minister 
Coordinator and the CILSS (and possibly Club) Executive 
Secretary(ies) together with AID mission directors periodically 
could foster greater mutual understanding and cooperation (the 
hosting AID director should invite the Minister of Rural 
Development as a matter of protocol and courtesy). A proposal 
along these lines might be welcomed by the CILSS leadership just 
taking office. Following up such meetings with expanded contact 
at the country level might be equally and mutually beneficial. 
Opportunities for encouraging the country-donor coordination 
process might also arise. 

The CILSS/Club conference mentioned above approved "the 
principle of strengthened concerted action and coordination 
between donors, on the initiative and under the leadership of 
interested Sahelian governments." The two Secretariats were 
directed to support such "progress reviews." This opening could 
be most useful toward achieving the level and substance of 
coordination originally envisioned for the Club. Eventually a 
more efficient planning and allocation process might emerge for 
donor aid being programmed into the Sahel. Donors could also 
avoid the oft-mentioned accusation of "ganging up" on recipient 
countries. Experience from such meetings could influence the 
SDSS/CDSS process positively through a more equitable matching 
of donor resources, in particular those of the U.S., with 
priority and mutually agreed country requirements. 

RECOMMENDATION NO. 8 - -  

That the Director, SWA (and the Director, 
SDPRO) encourage the Sahel Mission Directors' 
Council to invite the CILSS Minister Coordinator 
and the CILSS and Club Executive Secretaries 
(along with the hosting country Minister of Rural 
Development) to the next-scheduled SMDC meeting 
and to annual meetings thereafter . 

APPROVED: 

DISAPPROVED: 

DATE : 

On the operational level, the mutual cooperation between 
the CI~ss/Club Secretariats has expanded steadily and both 
profit from the deliberations of common working groups and other 
development policy forums. Some policy disagreements persist, 
but this is not unexpected; e.g., irriyated vs. rainfed 



agriculture and regional vs. national food security stocks. A 
standard CILSS project identification document (PID) is a 
reality, however, extended mutual efforts have yet to produce a 
CILSS evaluation mechanism, despite the advantages that could 
result. Changes in management and direction at the Sahel 
Institute promise to induce more Club attention to the staff 
development, organizational, and research needs of that CILSS 
affiliate. 

  gain in its Progress Report, SMAT suggested a series of 
actions geared to improve management of the Secretariats' 
relations with CILSS entities, with donors, and with each other: 

a. ~n order to add both form and substance to the 
continuing dialogue with donors, the two Secretariats should: 

-- outline formally a set of intermediate, five-year 
goals aimed at CILSS/Club objectives by the year 
2000; 

-- define "food self-sufficiency" with more precision 
to enable donors to relate their own development 
strategies more effectively to Sahelian 
requirements (N.B. In its March 13, 1984 Action 
Memo for the AA/AFR, SMAT proposed an initiative on 
CILSS/Club strategy revision that); 

-- use "progress reviews'' to expand donor dialogue and 
participation in the country planning processes; 

-- encourage donors (in "progress reviews" and 
otherwise) to identify sectors or projects of 
preference as part of a negotiating framework for 
improving country planning and eliminating 
duplication. 

b. The Secretariats might schedule some preliminary 
meetings within CILSS for purposes of planning and coordination 
(to be followed by meetings with those donors providing 
technical assistance to the CILSS Executive Secretariat). Among 
the agenda items should be: 

-- two (or perhaps five) year programs for INSAH and 
AGRHYMET, both planned, discussed, and agreed in 
advance among the CILSS parties; 

-- strengthened Secretariat management, e.g., add a 
Deputy Executive Secretary for continuity; 

-- revised staffing pattern, narrowing requirements to 
those essential to primary responsibilities; 
namely, policy formulation and research; and 
support of country-donor dialogue and coordination; 



-- realistic biennial work plans, identifying and 
relating all undertakings to anticipated results as 
back-up for a program budget, allocating (and 
ultimately accounting for) combined CILSS member- 
donor contributions; 

-- standard personnel policies and guidelines (with 
CILSS standard pay scales), linking positions with 
salaries and benefits (see below for further 
commentary on this) . 

By way of background to some of the immediately foregoing 
suggestions, it is important to understand the plight of the 
CILSS Executive Secretary.   his official has been unable to 
control effectively the personnel situation within the 
Secretariat, except for those personnel, seconded by member 
states and governed by rules and regulations approved by the 
CILSS members. Donors, on the other hand, apply a variety of 
standards. The total impact of these has been different 
salaries (usually higher than CILSS, even for the same 
qualifications and work), benefits, and project support (such 
things as vehicles, travel, seminar expenses, research) among 
the "non-c~~SS" staff members and between them and the CILSS 
staff. 

Some examples will illustrate the problem; one 
internationaly-funded expert--a Sahelian--draws an annual salary 
twice that of the Executive Secretary; one donor-funded expert-- 
also a Sahelian--is paid only salary and minimum benefits; 
another donor-funded Sahelian receives an international agency- 
level salary, housing, displacement and other allowances, and 
has a vehicle, a travel budget, and funds for research. Many of 
these "experts" are comparatively free agents because they 
answer only to their sponsors on matters of finance. On matters 
of substance, most have split loyalties, but "he who pays 
normally calls the step." Generally, CILSS' interests are 
served, yet the undermining influence of some of these 
disparities on morale, collaboration, and even discipline is 
obvious. 

After the CILSS/Club Secretariats have completed all 
necessary preparations, an effort could be launched to introduce 
some structure into the annual budget review process and 
negotiating round with the donors. Most important is the 
personnel obstacle that must be hurdled if CILSS' Executive 
Secretariat is to achieve the level of professionalism and 
influence that the member countries and donors anticipated in 
forming the CILSS/Club relationship. As a major donor to the 
Executive Secretariat budget, the U.S. can exert an overriding 
influence on the issues. In fact, one donor representative told 
a SMAT member that AID had to take the lead if change were to 
ensue. Other donors have little individual leverage to induce 
solutions to the problems and the Executive Secretary may have 
even less. 



RECOMMENDATION 9 

1. The ~irector of SWA request the Liaison Officers 
to the CILSS and Club Secretariats to explore with their 
respective counterparts, a number of management 
improvements for consideration by the CILSS Secretariat, 
for example: 

a. developing program budgets for INSAH and 
AGRHYMET; strengthening managerial capability and revising 
staff assignments and numbers; and developing a 
consolidated Secretariat program budget and back-up work 
plans; 

b. Introducing standard procedures and practices 
for the guidance of all donors funding "expert" positions 
within the Secretariat. 

2. The CILSS and Club Lisison Officers report 
expeditiously on the results of their endeavors as a 
prelude to later discussions among donors on the general 
subject of coordinating efforts to improve the management 
and operating capability of the CILSS Secretariat. 

AID'S Sahel Regional AID Coordination and Planning Project 
(625-0911) and Sahel Water Data Project (625-0940) provide a 
major share of the resources suporting CILSS institutional 
development. The Planning Project funds operating expenses and 
long-term U.S. technical advisors for the Secretariat; a part of 
the staff and operating costs of the Club Secretariat; 
operating, equipment, and research costs of INSAH; and short- 
term FA0 consulting services for Sahelian countries and AID 
Missions. The Water Data Project focuses entirely on AGRHYMET 
development (which incidentally receives additional support from 
USAID Niger bilateral projects). 

Reviewing the foregoing summary leads quickly to a 
conclusion that relating AID'S regional concerns and objectives 
to those of CILSS poses problems for both sides. No single 
agency speaks for all AID offices in the Sahel on matters of 
regional or national concern to CILSS. The Executive Secretary 
has correctly observed that conflicting decisions can emanate 
from USAID Upper Volta (CILSS Liaison), Mali (SDP Regional 
Office), and Paris (U.S. Rep to the Club Secretariat) . Dealing 
directly with Washington, particularly on major policy matters, 
would be ideal, but CILSS recognizes the impracticality and 
unlikelihood of such a solution. The Executive Secretary has 
frequently suggested that one among the three principal 
contacts be placed "in charge," although CILSS has no particular 
preference among them. 

Among the possibilities for improving this situation are 
the following: 

a. Incorporate managerial responsibilities for the 



Planning Project into the SDP Regional Office, designating that 
Office as the principal point of contact for all matters 
relating to CILSS regional functions.. (This might have to await 
favorable consideration of establishing this CILSS liaison staff 
in Ouagadougou under SPCO). 

b. Vest in the Planning Project Officer the responsibility 
for coordination among the CILSS Secretariat, INSAH, and 
AGRHYMET on all matters of policy and budget as they affect U.S. 
support. Continuous exchanges of information and periodic 
meetings among the AID liaison officers to these organizations 
would be required. 

c. Develop a better system for use of the short-term FA0 
consulting service by Sahelian countries and AID missions or 
discontinue the service and cancel that part of the project. 

d. Establish operating procedures for the distribution to 
USAIDs and ~mbassies of all major policy documents and studies 
prepared by the CILSS or Club Secretariats and by AGRHYMET. 
Comments could be invited, when and as feasible, and the results 
returned to originators for consideration. 

e. The planning Project Officer should advise all USAIDs 
on a continuing basis of upcoming Country-CILSS or regional 
CILSS meetings on development issues and encourage AID 
attendance and participation. (This could be particularly 
useful to strengthening the roles of the CILSS Coordinators at 
the national level.) 

An evaluation of the Planning Project will soon get 
underway. SMAT members conversed informally with the SWA 
officers directing this activity and shared impressions and 
suggestions, most of which appear in SMAT reports or other 
documents. One point that bears repeating and particular 
emphasis is that of building some form of conditionality into a 
continuation of this Project. Up to now, funds have been 
provided for a variety of legitimate operating costs, however, 
these have not been linked to any tangible product, whether 
improvement in office operations, completion of a certain 
report, conduct of a seminar complete with all follow-up 
actions, or the like. Introducing such a dimension should 
enable the AID-CILSS counterparts to set goals and objectives 
whose achievement could be the trigger for continued support. 
Absent such a requirement, the incentive for improvement hardly 
exists. 



March 23, 1984 

ACTION MEMORANDUM FOR THE ASSISTANT ADMINISTRATOR FOR AFRICA 

FROM: Sahel Management Assessment Team 

THRU: ~irector, Office of Sahel and West Africa Affairs 

SUBJECT: Assessment of the Management of the Sahel Development 
Program - Program Management 

The Sahel Management Assessment Team (SMAT) submitted an 
Action Memorandum through Director, SWA for AA/AFR on March 13, 
1984 covering the concept, strategy, and organization of the Sahel 
Development Program (SDP). This memorandum provides additional 
recommendations and information regarding program management 
processes. 

Moving Money Syndrome 

In response to the "moving money" syndrome and the 
unrelenting pressure to meet obligation deadlines, SMAT proposed 
in its memorandum of March 13, 1984 to AA/AFR that AA/AFR request 
A/AID'S concurrence in using the no-year funding authority 
provided by Congress for the Sahel program. A draft memorandum to 
A/AID has been provided to AFR/SWA (see ATTACHMENT A). 

Mission Management and Staffing - 

Both mission management and staffing have shown some 
improvement during the last three years, but more must be 
accomplished in terms of the job to be done. A detailed 
presentation on Sahel personnel problems, including suggestions 
for improving the situation, is included in ATTACHMENT B. 

Although more experienced, better trained, and language 
proficient personnel need to be assigned to the Sahel, SMAT is 
skeptical that this will take place. The Sahel posts are 
perceived (erroneously in our judgment) to be among the worst 
posts available to AID personnel, so there generally are few 
volunteers. The Sahel is not considered priority by those 
handling assignments--or too many other areas are of equal or 
higher priority. The Special Incentive ~ifferential was expected 
to attract personnel to the Sahel, but the Department of State is 
insisting that the "cap" apply, virtually eliminating the 
allowance as an incentive. The Agency is lowering the French 
language requirements as a prerequisite to entry into the Senior 
Foreign Service because it does not have enough Operating Expense 
funds to finance the needed training, so greater French fluency in 
the Sahel seems unlikely. 



Given the foregoing factors, SMAT has concluded that the 
level of experience of personnel assigned to the Sahel will 
continue at about the same as the recent past. Looking for ways 
to improve the productivity of existing mission personnel, the 
Team's specific ideas fall into the following categories: 

a) streamlining and making mission operations more effective 
(a message has been prepared for transmission by AFR/SWA 
to the field--ATTACHMENT C); 

b) reducing demands on the mission--this is discussed in the 
Financial Management and AID/W-Field Relationships 
sections below; and 

C) increasing short term training in the Sahel for U.S. and 
foreign national direct-hire and contract personnel and 
host country project directors and counterparts. 

The Agency has increased the number of Project Implementation 
Courses (PICs), and these generally have been well received by the 
participants. However, the Sahel is far from obtaining a critical 
mass of PIC-trained personnel. Some of the restrictions on who 
can attend are not aDDropriate in the Sahel--some of the older 
officers need the training, and IDIs and those just out of ID1 
training also should receive it. The latter are often of 
necessity doing project officer jobs. The missions need to make 
more effective use of local national employees. Of equal or 
greater importance is improving the skills, particularly 
managerial, of host country project directors and other 
counterparts, whose effective perforrnance can reduce mission 
workload substantially. 

SMAT recommends that AFR prepare a regional project under 
which stepped-up management training, including project 
management, can be carried out in the Sahel, particularly in the 
countries with large programs. It is recommended further that the 
design team for the project explore the possibility of arranging 
training programs that can be attended concurrently by host 
country officials, mission employees, and AID-funded contractors. 
This would help improve working relations in the country, and 
would permit the training to be financed mostly, if not entirely, 
from program funds. 

The project design team should obtain information from 
appropriate AID/W offices, but should also review on-going short 
term training programs such as the Francophone Seminar in 
Management of African Development, Graduate School of Public and 
International Affairs, University of Pittsburgh. A draft proposal 
for a short term management program was submitted by Denver 
Research Institute to the Malian mission in 1979. The proposal is 



summarized in "Development Is A Joint Effort: A Discussion Paper 
on Improving the Effectiveness of USAID-Funded Technical 
Assistance to ~ali," December 15, 1980. This report and the 
December 1981 evaluation of the Operation Haute Vallee project in 
~ a l i  provide a number of sllggestions regarding training needs and 
ways to improve project and program management. Another useful 
reference would be the working paper, "AID'S Response to the 
~~nplementation Needs of the 1980s," Development Support Bureau, 
AID, June 1981. 

RECOMMENDATION NO. 10 

AFR/PD, in coordination with AFR/SWA, organize a 
design team to prepare a Project Paper for a regional 
project for increasing in-country project and program 
management training for the development team: host 
country counterparts, contract personnel, and USAID 
and project officers. 

APPROVED 

DISAPPROVED 

DATE 

Financial Management 

Some of the factors which contributed to the specific 
problems of financial control and accounting are similar to those 
cited above for program management in general: 

1. Given the pressure to obligate funds, agreements were signed 
which required a certain level of funds accountability, but 
missions did not assure that the capability existed to meet 
the requirements. Since host governments had functioning 
fiscal systems, it was assumed that there would be no 
problem. 

2. Mission Controller's offices did not exist in all countries 
when the rapid bui ld-up began in the 
mid-1970s. Controller's offices generally have not been 
staffed consistently with senior experienced personnel. 
Vacancies of long standing have been common. 

3. The internal audit system initially was ineffective; 
currently, it is essentially an external audit, creating 
workload for missions without commensurate benefits. 

The pressure to obligate funds is still a problem and has 
been addressed above. Direct-hire staffing in Controller's 



offices in the Sahel is better than in the past, but still needs 
attention. The shortfall in direct-hire positions, and general 
shortage of capable local hires, has, led to a substantial number 
of personal service contracts, often with third country 
nationals. With these expedients, the Controllers have gotten 
much more on top of the financial problems associated with their 
programs. They have started doing project financial reviews (or 
contracting for them in some cases), and providing training and 
guidance to host country personnel serving as accountants for 
AID-funded project activities. 

The problems which led to the enactment of Section 121(d) 
could have been avoided if standard procedures had been followed 
at the time of project design and project obligation, and if 
missions had been appropriately staffed with qualified personnel. 
Since they were not, the Agency now has one more barnacle, one 
that has added a heavy workload on the Mission Controll.erls 
office, USAID project officers, and host country Project 
Directors. 

The requirements for 121 (d) certification were made more 
onerous by the internal process adopted in the Africa Bureau 
(which led to delays in obligations) and the reporting 
requirements related thereto. Although the reporting requirements 
were relaxed somewhat in December 1983, a significant workload 
still exists, which adds little of significance to the assurance 
in AID/W that appropriate action is being taken. Situations 
change from day to day in the various projects. Mission personnel 
should be using their time to monitor their projects rather than 
sending reports to AID/W that can be used to generate cables 
requesting more information. It is time to re-delegate the 
Section 121(d) certification to the USAID Director or 
Representative, who is responsible in any case, and discontinue 
all reporting except that required for submission to Congress. 

RECOMMENDATION NO. 11 

AFR/SWA prepare a cable to the field in which AA/AFR 
re-delegates Section 121(d) certification to USAID 
Directors and AID Representatives and revises 
(reduces) reporting requirements on the maintenance of 
Section 121 (d) certification. 

APPROVED 

DISAPPROVED 

DATE 



Given the problems encountered in accounting for 
U.S.-financed local currencies, the Africa Bureau contracted with. 
uSDA, which contracted with Virginia Polytechnic Institute, to 
train host country accountants and project directors. VPI and 
Controller personnel see the VPI activity as marginally related to 
the ongoing requirements for Section 121 (d) certification. 
Furthermore, differences of view prevail on whether AID must 
insist on a system parallel to the host government's own 
accounting system or whether minor additions to the latter would 
suffice for AID'S needs. The VPI project is scheduled for a 
mid-course evaluation in May-June 1984. 

~ o s t  governments were initially angry at the way Section 
121 (d) requirements were imposed, because they applied only in the 
Sahel and because they resulted in the cessation of project 
activity in many cases--some for an extended period. However, it 
appears now that most governments appreciate the need for improved 
financial management and are pleased with the prospect of their 
personnel receiving training in accounting and financial 
management techniques. Nevertheless, some Sahelian project 
directors feel that AID reimbursement procedures and levels of 
advances hamper efficient prcject operations. Procedures for 
handling the local currency accounts and the bases for 
certification vary more between missions than would seem justified 
by the variation in program contents or country situations. A 
timely review appears to be in order of the 121(d) operations of 
the USAIDs, the relationship of USAID requirements for project 
accounting with country financial management systems, and the 
financial management training needs of host countries that AID 
could appropriately provide. Such a study could also incorporate 
the evaluation of the VPI project. 

RECOMMENDATION NO. 12 

AFR/SWA send a message to the Sahel missions advising 
them of the SMAT proposal for a study of 121(d) 
operations and related issues and requesting comments 
on the timing of such a study and on the suggested 
scope of work (SMAT has provided a draft cable for SWA 
--ATTACHMENT D) . 

APPROVED 

DISAPPROVED 

DATE 

In years past, the audit function was essentially for 
producing in-house improvements, and the audit program at 
individual missions took into account the Mission Director's 



concerns. Being used to this system, Directors in the Sahel asked 
for audits. Initially, few auditors were available, and missions 
had to wait for a year or more before an audit could be 
scheduled. Some auditors did not (and do not now) have French, 
nor an understanding of French financial systems. Thus, audits 
have reported that documentation or systems did not exist when in 
fact they did. 

In recent years, the audit system has been seen in the field 
as an external audit system, geared to impressing outside sources 
rather than working for internal improvements. This perception is 
understandable given that execlltive summaries sometimes include 
headlines more harsh than the conclusions in the main text and, 
when summarizing a number of audits a year or two old, do not 
acknowledge this circumstance. 

In such cases the Africa Bureau should have sought to have 
the language modified. Furthermore, in the summary audits, the 
Bureau should have advised the Inspector General of the Bureau 
and/or the Missions' actions taken to deal with the problems 
cited--particularly those from old audits. Some time ago the 
Inspector General asked to meet with AA/AFR to discuss one summary 
audit findings, but no action was taken by AA/AFR. The Bureau's 
unregulated system of responses to audits, many citing Sahelian 
problems requiring attention, has contributed significantly to the 
poor image of the Sahel program both inside and outside of the 
Agency--nearly as much as the audits themselves. 

Mission Directors should be reminded that the audit function 
is not now designed to provide preventive maintenance type of 
assistance; rather, Directors must arrange for their own ongoing 
management and financial reviews and/or build into each project 
provisions for annual reviews by outside, independent sources. 
Further, the Bureau should emphasize to Directors the importance 
of having internal controls to insure that audit reports are 
responded to fully and quickly. Perhaps more importantly, the 
Africa Bureau needs to strengthen its own system for responding to 
draft audits and for monitoring the answering and closing of audit 
recommendations. Either a Deputy Assistant Administrator or a 
Special Assistant in the office of the Assistant Administrator 
should be given the responsibility for reviewing substantively the 
audit responses of the Bureau and monitoring the closing of audit 
recommendations. 



RECOMMENDATION NO. 13 

AA/AFR designates to 
provide a substantive review of responses to draft IG 
audits and to monitor Bureau progress in closing 
audit recommendations, including keeping the AA/AFR 
infor~ned oE delinquencies and action taken by the 
Bureau to rectify the situation. 

APPROVED 

DISAPPROVED 

DATE 

RECOMMENDATION NO. 14 

The aforenamed designee prepare a message to the field 
advising of the new designation, stressing the need to 
arrange appropriate ongoing financial review of 
projects, and emphasizing the importance of good 
internal mission controls to ensure that draft 
audits are answered quickly and fully and that 
audit recommendations are closed appropriately 
and expeditiously. 

APPROVED 

DISAPPROVED 

DATE 

AID/W-Field Relationships 

As indicated in SMAT's Progress Report, the field attributes 
many of its problems to AID/W demands and/or tardy responses. The 
Team found plenty of examples to justify the field's concern, 
recognizing that AID/W and AFR need in many instances be looked 
upon as synonymous. Being so far removed from the action, AID/W 
personnel can lose sight of the real purpose of the AID program: 
to promote development in recipient countries. Thus, the 
priorities in AID/W often do not reflect field needs and 
priorities. AID/W(AFR) must launch a conscious effort toward a 
more supportive role to the field. AID/W needs to reduce its 
reporting and project documentation requirements and to stop its 
second-guessing of the field based on documentation. Instead, AFR 
(and other AID/W offices) should ensure that policy guidance to 
the field reflects the special nature and legislative 
flexibilities of the Sahel program, expedite responses to field 
requests, and set up mechanisms to facilitate providing the 



mission support needed on a timely basis. AID/W should maintain a 
review role, but that role needs to be re-structured and made more 
effective. 

The AID/W(AFR) review in the project review and approval 
process has contributed little to the improvement of projects, and 
at times has even been responsible for inappropriate design which 
subsequently led to the cancellation of projects. SMAT applauds 
the decision to give additional approval authority to the field, 
but regrets that staff offices have subsequently made decisions on 
individual projects to negate the delegations. Project Papers 
should not be seen as documents that respond to every conceivable 
question that someone in AID/W can think of; rather, they should 
present the essential elements of the design of the project and 
summarize the analysis that led to the design. The Project Paper 
then provides a basis for evaluation of the project at appropriate 
times. 

This concept is best realized, and the projects are more 
likely to relate to host country realities, if Project Papers are 
approved in the field. General state of the art technical 
information and evaluative data available in AID/W must be 
provided to missions, as was proposed in the original concept of 
the Development Information Service. This does not require AID/W 
review of the completed Project Paper--that is essentially too 
late to make a useful input in most cases. Of even more 
importance to good project design is the sharing on a more 
systematic basis of project experience and sector analysis in the 
Sahel. The foregoing concepts and ideas should be incorporated in 
the modus operandi of the Sahel Program Coordinator's Office which 
was proposed in the SMAT memorandum to AA/AFR dated March 13, 
1984. 

Besides the reduction in 121(d) reporting already 
recommended, SMAT sees the need for AFR to insist that some, 
selected circular messages to the field need not necessarily go to 
all Sahel missions, particularly the smaller ones. Further, Sahel 
missions should only respond when the subject matter is directly 
relevant to their program or the host country's development 
priorities. AID/W and AFR requesting offices should exercise 
judgment and discretion in monitoring follow-up to many 
circulars. 

The Bureau is commended for reducing the project 
implementation progress reporting from quarterly to 
semi-annually. SMAT suggests that the Bureau go even further and 
require those reports on an exception basis, i.e., only for 
projects whose physical progress is significantly lagging or whose 
pipeline is substantially larger than projected. Even in those 
cases, the AID/W review should be to determine whether AID/W can 
assist in overcoming problems or whether implementation 



problems are showing up consistently in the same mission or in the 
t ; , j~n , .  k i n d  oC projects i t  whether some AID/W direct review 
action or policy guidance is needed). 

RECOMMENDATION NO. 15 

AFR/PD revise the project implementation progress 
reporting procedures to provide for exceptional 
reporting. 

APPROVED 

DISAPPROVED 

DATE 

SMAT suggests that one or more regional projects should be 
set up to facilitate pre-project implementation activities and to 
improve the support of project operations (particularly of 
AID-funded contractors). The same projects could provide Mission 
Directors greater flexibility on initiatives to promote policy 
dialogue or support the indigenous private sector and to respond 
to changes in the local development environment or Washington 
policies. A message on these ideas has been submitted to AFR/SWA 
for transmission to the field for comment (ATTACHMENT E). 

Last year the Mission Director in Niger requested outside 
experts to advise him on ways to improve mission management and to 
prepare a USAID Operations Manual. OAR/Banjul also requested some 
outside management assistance. This should be encouraged and 
facilitated by AID/W. SMAT suggests that a management study 
focusing on streamlining internal clearances and paper flow and 
the monitoring of project implementation and mission management 
improvements is needed in Mali and Upper Volta and possibly 
Senegal. A short review would also be helpful in Niger because 
the follow-up visit originally planned did not occur. The 
foregoing suggestions are included in SMAT's draft message to the 
field on improving mission management (ATTACHMENT C). Missions 
should also update the management improvement plans discussed in 
their responses to the AFR/SWA request for information on 
improvements in the management of the SDP (1983 State 8414, 
1/12/83). AA/AFR may wish to support these SMAT suggestions and 
provide for AFR monitoring of progress. 



RECOMMENDATION NO. 16 

AA/AFR designate as 
Mission Manaqement Review Officer with the 
responsibility for monitoring mission management 
improvements in the Sahel (and elsewhere if 
deemed needed) and marshalling appropriate 
assistance for the missions for their improvement 
efforts. 

APPROVED 

DISAPPROVED 

DATE 

RECOMMENDATION NO. 17 

The above named designee prepare a message to the 
field referencing the SMAT proposals on mission 
management improvements and requesting missions 
to prepare Management Improvement Plans. 

APPROVED 

DISAPPROVED 

DATE 

Another function of the proposed Mission Management Review 
Officer would be to plan periodic team visits to review mission 
operations. In addition, special ad hoc visits would be arranged 
when AID/W begins receiving reports of mission morale problems, 
when mission responses to Agency requirements are consistently 
inappropriate or delinquent, or when recurring problems are being 
reflected in the exception project reporting, audits, or 
evaluations. The Bureau often has not responded quickly or 
decisively in such cases in the past in the Sahel. The proposal 
here is for the establishment of a unit something like the 
Operations Appraisal Staff (OAS) that existed in recent years (and 
similar arrangements earlier which served AID 
Administrators). With the reduced personnel ceilings, the unit 
inay be very small and utilize outside personnel or personnel on 
the complement. When the SPCO is established, as recommended in 
the SMAT memorandum to AA/AFR dated March 13, 1984, the SPCO 
Coordinator probably would wish to have an OAS-type unit. At such 
time, the AFR unit could focus on SPCO operations and less on the 
individual Sahel missions. 



RECOMMENDATION NO. 18 --- 
AFR1s Mission Management Review Officer designated in 
Recommendation No. 16 prepare a proposal for AA/AFR for 
establishing an OAS-type unit to carry out periodic and 
ad hoc reviews of Sahel mission operations and 
prepare a plan for the first year's operations. 

APPROVED 

DISAPPROVED 

DATE 

until such time as the SPCO is operational, AID/w needs to 
assure that audit and evaluation results are being analyzed for 
lessons learned and the analysis provided to project designers. 

RECOMMENDATION NO. 19 

AA/AFR appoint a task force with representation from 
AFR/DP, AFR/PD, and AFR/PMR to propose means to 
ensure that audit and evaluation reports are reviewed 
for lessons learned and the findings synthesized and 
made available to missions and design and evaluation 
teams. 

APPROVED 

DISAPPROVED 

DATE 

ATTACHMENTS: 

A - Draft AA/AFR memo to A/AID on "no-year" funding 
B - SMAT memo to Director, SWA on Personnel 
C - Draft cable addressing Mission Management 
D - Draft cable addressing Financial Management 
E - Draft cable addressing proposed regional projects 



ATTACHMENT A 

DRAFT ACTION MEMORANDUM FOR THE ADMINISTRATOR 

FROM : AA/AFR 

SUBJECT: Sahel Management Assessment 
-- Use of No-Year Funding Authority 

REF : Information Memorandum for the Administrator 
dated February 1, 1984, Subject: Sahel 
Management Assessment 

Referenced Information Memorandum transmitted a synopsis of 
the Sahel Management Assessment Team's (SMAT) preliminary findings 
and recommendations. A particular issue of interest to A/AID was 
the proposal to use "no-year" funding authority in the Sahel. The 
Team has now made that a formal recommendation. The purpose of 
this memorandum is to set forth a procedure for using the 
authority and obtain your approval to move ahead on this 
recommendation. 

In considering the SMAT recommendation, we wanted to be sure 
that any revised system would still require a disciplined approach 
to obligations and that we would not end up with reduced 
appropriations. The procedures set forth below should satisfy 
those concerns. In addition, we propose to discuss the procedures 
with Congressional staffers before implementation. 

SMAT has suggested three ways in which use of no-year 
authority should lead to improved management of the Sahel program, 
either through reducing workload or by improving workload 
scheduling: 

1. Manage the year-end obligation deadlines. Obligation 
deadlines have often produced hastily prepared 
documentation, postponing negotiation of implementation 
issues until after agreements were signed. If funds had 
remained available until negotiations were completed, even 
into the first months of the following fiscal year, much ill 
will and delayed project implementation could have been 
avoided. 

2. Smooth out the obligation cycle. Often no funds are 
available for most if not all of the first quarter of a 
fiscal year. This could be overcome by deliberately 
carrying over a small amount of funds. Greater flexibility 
to meet unforeseen circumstances and permit some smoothing 
out of the obligation cycle could flow from such 
arrangements. 
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3. Forward or fully fund certain. activities. Many projects 
have funds added each year, despite the consequent 
workload. The hand-to-mouth fundins sometimes leads to 

d 

project implementation problems, e .g. in recruitment by 
contractors of long-term personnel. If obligations for new 
activities were to fall short' because of limits on new 
starts or because of the use of the no-year authority, some 
of the otherwise unobligated funds could be used to forward 
fund projects that were operating smoothly. 

We must remind ourselves that the Sahel Program, which 
engages eight beneficiary nations and over 20 donors, poses some 
real and sometimes unique challenges to the process of 
multilateral programming, allocating, and obligating of 
resources. No-year funds could relieve some of the complexity 
introduced by the following factors: 

- -  No Sahelian and few, if any, donor fiscal years coincide with 
that of the U.S.; 

- All but one Sahelian country is Moslem, meaning high holy 
days are currently in the months of July-August; thus, 

-- Religious commitments limit Sahelian decision-makers1 work 
schedules at a critical (to AID) juncture; 

- - Donors dialogue the year round, but at headquarters or their 
capitals, rather than "in country." 

Regarding procedures, we propose to advise the Sahel missions 
that we ,are prepared to use the no-year authority when it is clear 
that it will reduce or smooth out their workload or otherwise 
result in improved mission management or project implementation. 
We will ask for their anticipated obligations for the rest of the 
current fiscal year plus those for the first quarter of FY 
1985. We will advise missions we. are prepared to consider 
requests to carry over specific F Y  1984 allocations into the first 

I quarter of 1985 if the additional time is needed to complete 
negotiations of a project agreement. If any doubt exists, 
however, about meeting the first quarter deadline, we would 
withdraw the funds for use elsewhere or request that they be 
shifted to forward fund other projects. 

Concurrent with requesting anticipated obligations, we would 
ask for information on projects that are running smoothly and for 
which advance funding would make sense from either a portfolio 
management or project implementation point of view. Thus, we 
would be ready to move quickly to shift funds if that became 
necessary. Missions would also be alerted to the possibility of 



forward funding for certain projects. In that way, they could 
plan for such an eventuality and not have to act precipitously as 
has often happened in the past. 

~t has been suggested that our colleagues in State might not 
approve of the use of the no-year authority because of the 
potential impact on annual funding levels. We believe State will 
be concerned only if the recipient countries are concerned. The 
procedures proposed should be acceptable to recipient countries. 
The impact will usually be only a deferral of an obligation by up 
to three months, and the level might not change at all because of 
forward funding of another project(s) in the mission's portfolio. 

The State concern 1s most relevant in the use of ESF, but 
these procedures would not apply to ESF. For the longer run, the 
Agency and missions should focus more on resource transfers and 
less on obligations. Resource transfers reflect program 
implementation and are thus more meaningful indicators of progress 
toward development. Resource flows should increase if these 
procedures are followed because project implementation will be 
accelerated. We will discuss the proposed use of the no-year 
authority with AF. 

RECOMMENDATION NO. 28 

A/AID approve in principle the use of the no-year 
funding authority in the Sahel beginning this fiscal 
year in accordance with procedures set forth herein. 

PROVED 

DISAPPROVED 

DATE 

RECOMMENDATION -- NO. 21 

A/AID authorize AA/AFR, in consultation and 
coordination with LEG, to discuss the SMAT 
recommendation and AID'S proposed ressonse 
with Congressional staffers. 

APPROVED 

DISAPPROVED 

DATE 



\ 

ATTACHMENT B 

March 14, 1984 

MEMORANDUM 

FROM: Sahel Management Assessment Team (SMAT) 

TO: Director, Office of Sahel/West Africa Affairs 

SUBJECT: Personnel 

Attached are two copies of Personnel which will be included in 
Section I 1  of our final report. 

I am transmitting this section to you at this time so you may 
initiate the necessary action on the recommendations immediately 
without having to wait for the final report. 

SMAT has discussed this subject with various members of the Office 
of personnel Management, (M/PM), Deputy Director R. Parsons, Policy 
Development (Evaluation) Division, and Training Division. They have 
expressed an interest in SMAT's findings and are looking forward to 
discussing the subject in detail with members of your staff as well as 
members of Africa's Office of Program Management Resources (AFR/pMR). 
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Personnel 

Staffing the Sahel Missions has always been difficult because of 
the French language requirement, harsh environment, isolated posts, 
lack of education facilities for dependents, inadequate medical 
facilities, and a general preception by most AID personnel that the 
Sahelian countries are some, if not the worst, of all countries that 
AID is working in. This has also resulted in positions not being 
filled for long periods of time. As a consequence, the posts are 
generally staffed with young and inexperienced personnel or individuals 
who accept a Sahel post as a least preferred assignment. Many 
individuals are serving in their first assignment with AID and have 
received little or no orientation on conditions and the environment in 
the Sahel. The combination of these factors has resulted in 
individuals spending the majority Of their tours either learning their 
jobs or exerting less than their full capability by not being 
sufficiently interested, motivated or trained. 

unfortunately, many individuals are more concerned with the 
benefits they will receive: housing; creature comforts; R&R 
destinations; job opportunities for their dependents; allowances, etc., 
than with their job assignment. Many direct hire employees are also 
frustrated in their assignments because of the inordinate amount of AID 
paper work: ~ 1 0 s ;  cables; checking financial reports; etc., which 
detracts from full use of their professional skills and hampers the 
implementation process. Most individuals are painfully aware that 
their careers are subject to carrying out their assigned task, even 
though the majority of the tasks inspire little imagination, 
professional growth, initiative or produce real job satisfaction. 

AID has recognized for more than ten years the need to increase 
French language training of its direct hire personnel to meet the 
language requirements of the Sahel. Yet with each personnel 
assignment, adequate French language is a major stumbling block. One 
of the primary reasons for not qualifying more individuals in French 
has been lack of Operating Expense funds to pay for the language 
training. 

Given the fact that AID has obligated nearly a billion dollars in 
the Sahel, during this same period, there obviously has not been a 
sense of priority to find the necessary resources to equip and 
adequately train the personnel serving in the Sahel. Since there is 
such an overwhelming need to be able to speak French to be effective in 
executing the program in the Sahel, AID should exhaust all remedies to 
train sufficient numbers of personnel in French to administer the Sahel 
program over the next ten years. 

If supplemental funding is required to meet the training needs, 
the Agency should seek relief from Congress to satisfy this special 
requirement. An alternative would be to use SDP program funds for this 
essential requirement of the implementation of the Sahel program. 

Improving the management of the Sahel will motivate personnel with 
a sense of purpose, job satisfaction, and accomplishment. Changing the 
program mix, having better designed projects, receiving timely 
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decisions, reducing the pressure to obligatq funds, reduction of 
paperwork, closer working relationship with host country nationals, 
stronger leadership, will all provide a professional challenge and 
bolster morale. 

~qually important is a need to train, stimulate, and develop the 
Foreign ~ational employees (FSNs). The time invested in training FSN 
employees would improve Mission efficiencies and continuity by 
lessening the frenetic feeling of being over-worked and understaffed. 
Unfortunately too many of the America personnel have forgotten the 
precept of working in a developing country, i.e., to "work themselves 
out of a job". The turnover of American technicians, both direct hire 
and contract employees, disrupts continuity of the implementation of 
the program. Improving the FSN staff would provide the greater 
continuity of staff which is essential in the long-term development 
process of the Sahel. Greater emphasis must be placed upon providing 
staff development training and giving additional responsibilities to 
FSN employees. 

The majority of the technical assistance positions are staffed by 
contract employees, institutional and personal service. The need is 
equally great to insure that each of them has received proper 
orientation about the Sahel and is qualified to do their job. They 
share the same responsibility as direct hire personnel to train FSN 
employees to assume positions of greater responsibility. 

Groups of individuals, even an entire mission, could be recognized 
for their successful accomplishments of improved management and 
improved project implementation. Suitable criteria would have to be 
developed to measure the effectiveness of the groups and their 
accomplishments as well as the types of awards. For example, if an 
entire mission were recognized for its outstanding management; 
successful projects implemented; reduction of waste; improvement in the 
host country economic development; then all members of the mission 
would share in the recognition and be rewarded. If the award were 
cash, each participating individual could receive a "bonus". Group 
awards would foster team building and stimulate personnel into taking a 
greater interest in their assignments. Morale would probably improve 
and individuals might repeat assignments or extend their tours of duty. 

RECOMMENDATION NO. 2 2  -- 
The Africa Bureau, in collaboration with the Office of 
Personnel (M-PM) design suitable programs for: 

-- Increased French language training 
-- Orientation of personnel assigned to the Sahel 
-- Staff Development Training 

-- Improved incentive and awards program 



ATTACHMENT C 

DRAFT CABLE TO SAHEL MISSIONS 

SUBJECT: Assessment of AID Sahel Program Management Capacities 
and Requirements -- SMAT Report on Mission 
Management 

SUMMARY: This message provides: (a) a synopsis of the 
report of the Sahel Management Assessment Team (SMAT) to AA/AFR on 
Program Management; and (b) SMAT suggestions to USAID Directors 
and AID Representatives for improving internal mission 
management. The complete text of the Action Memorandum to AA/AFR 
will be included in the SMAT final report which will be 
transmitted soon. AFR comments re the recommendations in the 
~ c t i o n  Memorandum or this message will be provided separately. 

Synopsis of Action Memorandum to AA/AFR on Program 
Management. The principal contributors to program management 
problems in the Sahel, other than those related to program 
content, have been: 

1. Agency efforts to obligate large amounts of money for too 
great a number and variety of activities, using methods 
(e.g., host country contracting) unsuitable for the Sahelian 
environment, i.e., an extreme shortage of personnel with 
technical, and more importantly, management skills; 

2. U.S. AID missions and officers were not staffed with 
adequate numbers of experienced and qualified personnel; 

3. the Africa Bureau did not respond forcefully and effectively 
when the danger si'gnals began to appear (e.g., in 
evaluations, audits, consistently tardy actions, etc.); and 

4. other Agency off ices were generally unwilling or unable to 
give Sahel missions the priority they needed. 

SMAT cited the results of the "moving money syndrome" and 
recommended the use of the no-year funding authority provided by 
the Congress for more orderly management of the OYB. While USAID 
staffing has improved, the Agency is still sending relatively 
inexperienced people to take on one of its toughest development 
challenges. SMAT has made suggestions for improving the 
situation, but does not have much confidence that there will be 
significant changes in the experience level or French capability 
of personnel assigned to the Sahel. Therefore, SMAT looked for 
ways of improving the productivity of existing personnel and 
prepared specific ideas falling into the following categories: 



1. streamlining and making mission operations more effective 
(covered in the following section of this message); 

2. reducing demands on the mission--SMAT recommendations 
include: reducing reporting on Section 121 (d) maintenance; 
AID/W abiding by the provisions of Delegation of Authority 
140; AID/W reducing the number of circular messages going to 
Sahel posts (especially the smaller ones) and requiring 
responses only on matters directly relevant to the mission's 
program or the host country's development priorities; 
shifting project implementation progress reporting to an 
exception basis; 

3. increasing short term training in the Sahel for U.S. and 
foreign national members of the development team--it was 
recommended that a design team come up with a regional 
project for this purpose; and 

4. strengthening financial management (including audit) which 
is the subject of a separate message. 

Concurrent with recommending less second-guessing of the 
field by AID/W, SMAT recommended that AID/W concentrate its 
oversight efforts on providing policy guidance (insuring that 
general guidance is relevant to the Sahel) , reviewing audits and 
evaluations for lessons learned, and ensuring that the results are 
made available to missions and design and evaluation teams. AID/W 
should also review mission operations by on-site visits rather 
than by requiring reports and other documentation. Such on-site 
reviews would be performed periodically by an Operations Appraisal 
Staff type unit to be created. Ad hoc visits would be triggered 
by reports of poor mission morale, a spate of bad audits or 
evaluations in one mission or in similar types of projects, or by 
consistently tardy or inappropriate responses to AID 
requirements. 

SMAT Sliggestions for Improving Mission Management. The 
suggestions which follow will not necessarily apply to all 
missions, or at least will be of greater importance to some than 
to others. Some of them may already have been mentioned at the 
mission during the Team's visit. Implementation of some of the 
recommendations will be easier and more rapidly carried out with 
outside help. In fact, SMAT suggests that USAIDs Mali and Upper 
volta and quite possibly Senegal, would find it helpful to request 
outside management assistance to focus on streamlining operations, 
developing better internal controls, etc. USAID Niger would also 
likely find it helpful to arrange for a follow-on visit to its 
management study of last year as was originally planned. SMAT has 
urged the Bureau to facilitate rapid responses to USAID requests 
for management assistance. Specific ideas/suggestions for 
improving mission management follow: 



1. Setting objectives and targets. Missions are encouraged to 
update the information provided in their responses to SWA's 
request for information-on improvements in the management of 
the SDP (1983 State 8414, 1/12/83), to use this to prepare a 
Management Impro~ement Plan (MIP), and to use the MIP as a 
management tool. The MIP should include the items mentioned 
below as well as other mission priorities that may be 
established. In establishing priorities and objectives, it 
is extremely important to keep reminding oneself of the 
missions' raison d'etre: host country development. This 
should mean giving priority to assuring that host country 
project directors, AID contractors, and mission project 
officers can do their work effectively. 

2. streamlining mission operations. In line with the 
foregoing, one of the highest priorities should be 
streamlining the document flow. This implies reducing 
clearances where possible, and where clearances are 
necessary, insuring that clearing officers know why they are 
clearing and restrain themselves accordingly. Often the 
English version of documents or letters is impeccable, but 
the French is atrocious. Much routine USAID correspondence 
and documentation should be prepared by foreign service 
nationals, who can draft materials in French (or Portuguese) 
and save considerable time. Their English may need some 
improvement, but it is the local language version that will 
be read by the host country officials. Form letters and 
standardized documentation can facilitate operations since 
forms can be prepared in advance in both languages. If the 
USAID must meet literary standards established externally, 
an official USAID editor should be designated and the burden 
of rewrites removed from the project offices. 

3. Internal controls. It is crucial that systems of follow-up 
be put in place and used. For project implementation, 
improved implementation plans are needed, so that project 
officers know at all times the status of the project in 
relation to planned targets--physical performance and 
expenditure of funds. If good systems are in place, then 
in-house reviews can focus on exce~tions, i.e.- ~rojects 
with problems. With good implementation plans, internal 
project reporting can be reduced. Good monitoring also 
entails frequent site visits; reliance on written reports is 
seldom satisfactory. Mission Directors must ensure that 
project officers and their supervisors have the time for, 
and carry out, project visits and other activities with 
their counterparts. 

4. Policy dialogue and donor coordination. Policy dialogue is 
very important, and not something to be carried out only at 
the- macroeconomic level. projects can provide a useful 



vehicle for policy dialogue. Policy dialogue also should 
not be seen strictly as the province of the M ~ S S ~ O ~  Director 
or the mission economist. Often ideas passed through 
informal channels to the right people are more effective 
than official demarches. The informal channels may involve 
host country national employees of the USAIDs, project 
officers, other members of the Couptry Team, etc. The same 
applies to donor coordination. SMAT has suggested that 
AID/W be more active in donor coordination, but this does 
not relieve the USAID of this function. USAID should be 
providing suggestions to, and monitoring AID/W in this 
area. Management Improvement Plans should include planning 
and implementat ion of pol icy dialogue and donor 
cpordination. 

5. Relations with Counterparts. Good informal working 
relations with counterpart personnel seem to be more the 
exception than the rule:  his could be improved by: 

a. making more informal contact with host country 
nationals a mission priority; 

b. improving post orientation programs on the country 
and the people; 

c. encouraging language improvement at post; 

d. providing leadership in bringing mission, 
contractor, host country, and other donor people 
together; 

e. fostering workshops in different subject areas, 
with planning of and participation in the workshop 
involving all four groups; and 

f. encouraging host country national employees of the 
USAID to facilitate cross-national relationships. 

6. Reviewing the Workload. SMAT found that most missions did 
not have a complete list of the activities for which the 
mission had some responsibility. USAIDs should take a 
complete inventory, of all activities: regional, P.L. 480, 
PVO, centplrally- funded by and AID/W and carried out in 
country, etc. The inventory should include on-going 
activities that may not be a part of the project or 
nonproject portfolio, including items in the MIP. An 
assessment of this type can suggest changes in mission 
structure, composition or level of staffing, level of 
reporting to AID/W, etc. This assessment should examine how 
the project officer can be freed from tasks not contributing 
to the primary functions of support and monitoring of 
project activities. The structures of some missions seem 



overly layered with the project officers at the bottom. 
Sometimes technical personnel are put in operational jobs 
for which they are not prepared or interested. Perhaps 
others should have the line responsibility, and the 
technical personnel serve as technical advisors to the 
project officers. A grouping of multi-disciplined personnel 
with a cluster of projects may provide more effective 
management than the traditional organization by field of 
activity (agriculture, education) . 

7. Use of host country nationals. In other parts of the world, 
host country nationals, especially direct-hire, prepare most 
of the routine paperwork and handle many coordination 
functions carried out in the Sahel by u.S. direct hires. 
NOW that more realistic salaries are authorized for host 
country nationals, missions should recruit more 
professionals locally, within existing ceiling limitations. 
Greater effort is also needed in training host country 
nationals already on board and ensuring that they are being 
used to their fullest. 

I£ missions have any questions about the foregoing, AFR/SWA 
will be able to contact Team members. It is also suggested that 
mission managers refer to "Development is a Joint Effort," an 
assessment of the USAID Mali technical assistance program carried 
out in December 1 9 8 0  and distributed to Sahelian missions in 1 9 8 1  
for discussion at an SMDC meeting. A number of the suggestions 
herein are elaborated in that report. Other management issues and 
ideas for improving project implementation are discussed in the 
report. 



ATTACHMENT D 

DRAFT CABLE TO SAHEL MISSIONS 

SUBJ: Assessment of Aid Sahel Program Management Capacities and 
~equirements -- SMAT Comments and Recommendations on 
Financial Management 

1. SUMMARY. The Sahel Management Assessment Team (SMAT) has 
submitted three recommendations to AA/AFR regarding financial 
management. This message repeats those recommendations, 
provides further elaboration on one of them, and requests mission 
comments within two weeks on the study proposed. The full text 
of the Action Memorandum to AA/AFR will be included in the SMAT 
final report which will be forwarded soon. 

2. Synopsis of SMAT Report to AA/AFR on Financial Management 
Some of the factors which contributed to the problems of 
financial control and accounting in the Sahel are: 

a. Given pressures to obligate funds, agreements were signed 
which required a certain level of funds accountability, but 
missions did not assure that the capability existed to meet 
the requirements. Since host governments had functioning 
financial systems, it was assumed there would be no problem. 

b. Mission Controller's offices did not exist in some 
countries when the expansion of programs began in the 
mid-1970s. Controllers' offices generally have not been 
staffed consistently with senior experienced personnel. 
Vacancies of long standing have been common. 

c. The internal audit system initially was ineffective; 
currently, it serves essentially as an external audit, 
creating workload for missions without commensurate 
benefits. 

The pressure to obligate funds is still a problem (SMAT has 
recommended use of no-year funding authority). Direct-hire 
staffing in Controller's offices in the Sahel is better than in 
the past, but there still are not enough experienced people. 
Controllers have been forced to use a substantial number of 
personal service contractors to get on top of financial problems 
associated with their programs. 

The problems that led to enactment of Section 121(d) could 
have been avoided if standard procedures had been followed at the 
time of project design and project obligation, and if missions had 
been appropriately staffed with qualified personnel. Since they 
were not, the Agency now has one more barnacle, one that has added 
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a heavy workload on the Mission Controller's office, USAID project 
officers, and host country project Directors. 

The requirements for 121 (d) certification were made more 
onerous by the internal process adopted in the Africa Bureau 
(which led to delays in obligations) and the reporting 
requirements related thereto. Although the reporting requirements 
were relaxed somewhat in December 1983, a significant reporting 
workload still exists, which adds little of significance to the 
assurance in AID/W that appropriate action is being taken. SMAT 
recommends re-delegation of Section 121(d) certification to USAID 
Directors and AID Representatives and a reduction of reporting 
requirements on the maintenance of Section 121(d) certification. 

Given the problems encountered in accounting for 
U.S.-f inanced local currencies, the Africa Bureau contracted with 
USDA, which contracted with Virginia Polytechnic Institute, to 
train host country accountants and project directors. Both VPI 
and Controller personnel in the field seemed to see the VPI 
activity as marginally related to ongoing requirements for Section 
121 (d) certification. Differences of view prevail as to whether 
AID has to insist on a system parallel to the host government's 
own accounting system or whether minor additions to the latter 
would suffice for AID'S needs. Some project directors feel that 
USAID requirements for replenishment coupled with limits on size 
of advances hamper efficient project operations. Procedures for 
handling local currencv accounts and bases for certification vary 
more between missions than seemed justified by differences in 
program or country situations. 

Given the foregoing, SMAT recommends a review of 121(d) 
operations of the USAIDs, the relationship of USAID requirements 
for project accounting with country financial management systems, 
and the financial management training needs of host countries that 
AID could appropriately provide. The planned mid-course 
evaluation of the VPI project (Sahel Regional Financial Management 
Project) would be included. This recommendation is discussed 
further in Paragraph 3 below. 

In years past, the audit function was essentially for 
producing in-house improvements, and the audit program at 
individual missions took into account the Mission Director's 
concerns. Being used to this system, Directors in the Sahel asked 
for audits as preventive maintenance. Initially, few auditors 
were available, and missions had to wait for a year or more before 
an audit could be scheduled. Some auditors did not (and do not 
now) have French language capability, nor an understanding of 
French financial systems. Thus, audits have reported that 
documentation or systems did not exist when in fact they did. In 
recent years, the audit system has been seen in the field as an 
external audit system, geared to impressing outside sources rather 
than working for internal improvements. 



The foregoing notwithstanding, the audit reports generally 
have pointed out problems that need to be dealt with and the 
~ f r i c a  Bureau's response has not been good. SMAT recommends that 
Directors arrange for their own ongoing financial reviews and/or 
build into each project provisions for annual audits or management 
and financial reviews by outside, independent sources. Directors 
should also establish internal controls to ensure that audit 
reports are answered fully and quickly. More importantly, the 
Africa Bureau needs to strengthen its system for responding to 
draft audits and for monitoring the response to and closing of 
audit recommendations. Either a Deputy Assistant Administrator or 
a Special Assistant in the office of the Assistant Administrator 
should be given the responsibility for providing a substantive 
review of audit responses and for monitoring the clearing of audit 
recommendations. 

3. Proposed study of Section 121 (d) Operations. SMAT 
suggestions follow regarding its recommended study of Section 
121 (d) operations and related issues; field comments are 
requested within two weeks of receipt of this message: 

a. Suggested Scope of Work for Proposed Study 

(1) Review procedures established by mission Controllers 
for dealing with the control of AID-financed local 
currencies provided to projects, with a view to 
identifying problems needing resolution (e.g- I 
disallowances) , insuring that procedures are not 
inhibiting project implementation, and identifying 
procedures or techniques in one or more missions that 
might usefully be considered by other missions. 

(2) Review the relationship between AID- imposed 
accounting procedures and host country accounting and 
financial management procedures. 

(3) Assess the need for training of host country 
personnel in accounting, and financial management in 
general, and review the activities of the Sahel Regional 
Financial Management Project (SRFMP) in relation to host 
country needs and USAID needs for improved project 
management. 

(4) Upon completion of the review, hold a workshop with 
the Sahel Controllers to review the Team's findings and 
to strive for a consensus on follow-up actions--by AID/W 
and the field. 



(5) Submit a final report, including a separate 
evaluation report on the SRFMP activity and draft action 
documents for AA/AFR if appropriate. 

NOTE: If the evaluation of Regional Project 0911 
does not provide for a review of the financial 
management of that project, the proposed scope 
of work for this study should be enlarged to 
include it. 

b. Suggested Team Composition 

-- Regional Controller for AFR or designee 
-- A retired Controller, preferably with Sahel experience 

-- An officer or retiree with overall mission management or 
project management experience 

-- An officer or retiree with a good knowledge of French 
financial systems 

NOTE: Three people might suffice if one could 
fulfill two of the above experience/knowledge 
requirements. 

c. Suggested Modus Operandi 

(1) One week in AID/W for consultation and reviewing 
files, including the SMAT report, SRFMP documentation, 
and documentation on Section 121(d) and its 
implementation. 

(2) Initiate field review in Dakar, fanning out from 
there to the smaller missions if deemed necessary. 
(Views of the field solicited .) 

(3) Visits to Bamako, Ouagadougou, and Niamey--a visit 
to Ndjamena is not considered necessary for this study. 
The Team may wish to split up for these visits. 

(4) Convene in Abidjan for discussion with REDS0 
Regional Controller to synthesize findings, and to 
prepare for a workshop with other Controllers. 

(5) Hold the 3-day workshop. 

(6) Return to Washington and prepare final report(s). 

Total elapsed time about 8 weeks, 4-5 in field. 



d. Questions: 

(1) Does visit of one week in larger missions seem 
reasonable? 

(2) IS a visit to all larger missions necessary since 
all controllers would be attending workshop? 



ATTACHMENT E 

DRAFT CABLE TO SAHEL MISSIONS 

SUBJECT: Assessment of AID Sahel Program Management Capacities 
and ~equirements -- SMAT Proposal for New Regional 
Projects to Support Mission Operations 

1. Summary. This message transmits SMAT propoals for the 
establishment of two regional projects to support mission 
operations. Mission comments on the proposals are requested 
within two weeks of the date of this message. 

2. During its field and Washington interviews, SMAT learned of 
some needed activities not now easily funded. In some cases, PM&R 
funds might be used, but only by stretching their use. SMAT 
is concerned about funds earmarked primarily for facilitating 
project design being used too flexibly. SMAT proposes 
establishment of a Regional project; e.g., Development 
~nitiatives and Responses (DIR), designed to increase missions' 
flexibility on initiatives related to current Agency policy 
thrusts (policy dialogue, private sector participation, 
technology transfer, institution building) or in responding to 
changing host country political, economic, or general development 
environment. Such activities should relate to the overall 
program situation rather than specific projects or project 
proposals (or nonproject assistance proposals) for which PM&R 
funds would apply. Specific types of illustrative activities 
for DIR financing are: 

a. Surveys or research studies to support dialogue with the 
host country or other donors on the Agency policy thrusts 
mentioned above; e.g., studies related to private sector 
activity in Senegal. 

b. Visits to the U.S. or other developing countries of 
government or private sector officials to improve 
understanding of U.S. policy or development goals. 

c. Conduct or finance seminars or workshops related to U.S. 
policy goals or broad development issues. 

NOTE: All the foregoing can be seen as initiatives, 
but also be very important as responses to changes 
in government or other political or economic 
developments. 

d. Responses to emergency situations not sufficiently 
critical to justify disaster assistance funding. 
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e. Pay the internal transportation costs for P.L. 480 Title 
I1 emergency assistance when needed. 

f. Arrange seminars or workshops or short term training 
programs to respond to project implementation 
problems--particularly where more than one project may be 
involved. 

g. Facilitate the development impact of the Peace Corps by 
funding actions not now possible, e.g., (1) training of PCV 
and staff and in AID'S project design, implementation, and 
evaluation techniques; or (2) training host country nationals 
in PC training programs for PC volunteers. (Both of these 
ideas have been suggested by PC country directors.) 

h. Initiate pilot projects to test a concept, e.g., a small 
loan fund in Upper Volta to facilitate PC volunteers joining 
with Voltans in small scale private enterprise; or initiate 
quickly a new activity favored by a new government. 

3. It is suggested that each mission receive an allotment from 
the DIR project based on a general outline of proposed needs. 
Subsequently, missions would advise when funds had been obligated 
and receive a new allotment in the amount of the obligation. 
Initial funding levels could be based on field responses to this 
message. 

4. Considerable delays have been experienced by missions in 
getting new projects initiated because of long lead times in 
contracting for technical assistance and Stateside procurement 
(particularly for the landlocked countries). Contractor 
personnel often are minimally effective for some months until 
housing and transportation are available. SMAT suggests the 
establishment of a regional project; e.g., Project Initiation 
Revolving Fund (PIRF), which could be used to initiate various 
procurement actions before fllnds are available under projects or 
before arrival of contractor personnel. When the funds became 
available, the PIRF would be reimbursed from project funds. Such 
a project could also be used to pre-position certain common use 
items such as vehicle spare parts, standard items of furniture, 
and possibly vehicles if Sahel missions could agree on some 
standardization. 

5. Handbook 3 authorizes a number of pre-implementation actions, 
but these are seldom taken. One of the problems is that the 
documentation which initiates the action must have fiscal 
citations which are not available ilntil project agreements are 
signed. Sometimes missions are reluctant to initiate procurement 
actions until all conditions precedent have been met, further 
delaying action by three to six months. Availability of the PIRF 



project would assure that funding would be available to pay for 
the procurement even if signature of agreements or meeting of 
conditions precedent were delayed. The PIRF project could be 
managed by a regional procurement officer until the proposed 
 ahe el Program Coordination Office (SPCO) is established. ~t 
should be possible to work out arrangements where the PIRF could 
also be used to pre-position OE-funded. 



March 14, 1984 

MEMORANDUM 

FROM: Sahel Management Assessment Team (SMAT) 

TO: Director, Office of Sahel/West Africa Affairs 

SUBJECT: ~dministration and Logistical Support 

Attached are two copies of Administration and Logistical Support 
which will be included in Section I 1  of our final report. 

I am transmitting this section to you at this time so you may 
initiate the necessary action immediately, without having to wait for 
the final report. This section contains three topics (A) ~ o i n t  
Administrative Office (JAO) , (B) Logistical Contracts, and (C) 
vehicles. 

you will note that Topic A on JAOs contains a recommendation for 
the Africa Bureau to request the Assistant to the Administrator for 
Management to initiate with the Department of State, the formation of a 
joint State-Aid Task Force to critically review and evaluate the JAOs 
in the Sahel. We have prepared a draft memorandum, also attached, 
which will facilitate this action. 

Topic B, Logistical Support Contracts, is self explanatory 
suggesting that individual missions be encouraged to use logistical 
support contracts, as is being done in Chad and Northern Cameroon, for 
support of contractor personnel in the Sahel. 

Topic C, Vehicles, contains some innovative ideas of how to solve 
the age old problem of keeping a fleet of vehicles operating in the 
Sahel . 

We have taken the liberty of sending copies of all three Topics to 
the SER Directorate so they may proceed with taking action as 
appropriate, particularly on the Vehicle issue. We would suggest that 
you designate a member of your staff to work with and follow through 
with members of the Overseas Management ~ivision (M/SER/EMOS/OM) on 
this issue. 
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ADMINISTRATION AND LOGISTICAL SUPPORT 

Joint Administrative Office (JAO) 

The results of JAO operations is spotty at best. Some perform 
well (Senegal, Mali); others less well (The Gambia, Mauritania). 

Generally where the JAO is performing well, the success is in 
large part attributed to the personalities in the Mission. This does 
not necessarily mean however that duplication of services has been 
eliminated nor that the services rendered are less expensive. ~n 
Dakar, for example, the AID Mission entered into a separate support 
contract to provide administrative services for Personal Services 
Contractors. In The Gambia, the AID off ice has contracted, twice in 
the last 12 months, a former AID Executive Officer to assist the P.S.C. 
Management Officer in providing support to the AID staff. Yet, the per 
capita FAAS cost charged to AID by the JAO is the highest in all of the 
Sahel ($25,127 for FY83). 

There are instances where the JAO has become bloated, personnel- 
wise, through the use of individual contracts for personnel by the 
recreation associations. In Niger the JAO has approximately 260 
individuals under contract with the recreation association. Many of 
these individuals and their skills could be supplied by making 
arrangement with local firms to supply carpenters, plumbers, guards, 
etc. Although services are adequate, the process is not necessarily 
the most efficient or most economical. Comparing the JAO per capita 
cost between Niger ($16,749) and Senegal ($2,193), serious questions 
may be raised as to the management, efficiency, effectiveness, and 
responsiveness of the support services provided by the JAOs. 

Considering the experience, approximately ten years, the 
questionable economies, efficiencies, and the dissatisfaction of many 
of those using administrative services provided by JAO'S, it appears 
that the JAO concept should be reexamined in the Sahelian countries. 
There should be no duplication of common services at any post, and the 
services should be provided as economically as possible. The level and 
type of services should also satisfy the needs of all concerned. 

Throughout the Sahel, AID is by far the largest U.S. agency, both 
in terms of individuals as well as programs. AID has had to resort to 
using numerous contract personnel, both institutional and individual 
personal services, to augment its direct hire staff in the 
implementation of its projects. Despite a concerted effort by the JAOs 
to provide the necessary services to the entire American community, 
gaps remain in services necessary to effective AID program execution. 
For example, some of the functions that are notably deficient include 
providing administrative support to AID contractors or direct hire 
personnel away from the capital cities, contract administration, 
project procurement, clearing and transporting project commodities, 
automotive maintenance, warehousing, property management, and arranging 
for housing and transportation of contracting personnel. 
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Since AID is the principal user of JAO services and has had to 
make alternative arrangements for necessary services for contractors, 
it seems logical that AID should manage the JAO and provide the 
services to the entire U.S. community. By so doing, posts could avoid 
duplications of services, which presently exist, and better serve U.S. 
Government interests by having a single support system. AID, if 
designated the responsible agency to provide the support services to 
the other U.S. agency personnel and/or organizations, could utilize its 
expanded contracting authority to handle contractor personnel as well 
as Operating Expense funded personnel. Other U.S. agencies receiving 
services would reimburse AID in the same manner that services are now 
being reimbursed to the Department of State. 

AID and the Department of State should form a joint evaluation 
team to examine thoroughly the concept and operations of Embassy- 
administered JAOs in the Sahel in an attempt to improve services, and 
provide them more economically and efficiently. The team should also 
give serious consideration to the idea of the predominate user being 
responsible for providing and administering the services to all other 
U.S. organizations at the post. The team should have a representative 
from State and AID (USIA possibly), plus a person from outside of 
government with overseas management experience and understanding of 
logistical support and administrative services. 

Recommendation No. 23 -- 
The Africa Bureau request the Assistant to the Administrator 
for Management to initiate, with the Department of State, the 
formation of a joint State-AID Task Force to critically 
review and evaluate the JAOs in the Sahel to determine (a) 
their effectiveness, economies, and efficiencies as well as 
(b) possible alternatives where JAOs are not performing as 
conceived . 
(Draft of Memorandum attached) 



Draft Memorandum 

FROM: AA/AFR 

SUBJECT: Review of Joint Administrative Offices (JAO) 

In September 1983 the Africa Bureau commissioned a team of 
consultants, familiar with AID practices and operations, to make a 
management assessment of the Sahel Development Program. The Sahel 
Management Assessment Team (SMAT) was to suggest improvements in the 
content of the AID program, its administrative and organizational 
structure, and its management practices. 

One of the SMAT findings is that the JAOs are providing inadequate 
administrative support to many of the Sahelian AID Missions (This same 
criticism was raised recently at the Mission Directors' Conference in 
Kigali and the Management Officers' Conference in Nairobi.) The 
complaints range from lack of adequate services (automotive 
maintenance, warehousing, property management, procurement, support of 
contractor personnel) to poorly-managed, inefficient and expensive 
JAOS. There are a few exceptions, however, where the JAO is performing 
well and the costs seem reasonable (Senegal and Mali), but this is 
attributable mainly to the personalities involved, not to the system or 
the concept. 

The Africa Bureau endorses the principle of avoiding duplication 
of services, which only increases costs, but more than ten years of JAO 
experience in the Sahel reveals the principle has not been attained. 
In fact, AID has had to contract separately to supplement inadequate 
JAO services, the result being duplication of service and extra cost. 
A strong case can be made in the Sahel for having that organization 
with the greatest requirement for services, i.e., AID, provide all 
services to other U.S. community members at a post. The incremental 
cost involved would be charged to the receiving agency on the same 
basis that is presently used in the form of a reverse FAAS charge. 

As a function of improving management of the Sahel Program, SMAT 
suggested a Joint State-AID Task Force (possibly including USIA), 
comprising one member from each agency plus a member from outside 
government with requisite overseas management experience in Africa, to 
review the JAO system. You may find that broaching the problem in the 
Sahel context may encourage State to cooperate in acquiring 
representative data that might contribute to ameliorating problems in 
the Sahel and the rest of Africa as well as in other developing regions 
where JAOs operate. 

Enough time has passed and experience accumulated to warrant and 
justify an evaluation and critical review (a) to determine the 
effectiveness, efficiency, and economies (or the converse of all these) 



and (b) to examine alternatives where JAOs are not performing as 
conceived and approved. From the SMAT discussions with State officers 
(AF/EX and JAO Directors), it seems apparent that any meaningful 
solution to the JAO problem will have to be sought at the level of 
State's Under Secretary for Management (Office of Management 
Operations) or the Assistant Secretary for Administration rather than 
the Bureau of African Affairs. 

We would appreciate your initiating such action as may be 
necessary to resolve this issue. The problems of implementing 
development programs are subject to enough difficulties in Africa in 
general and the Sahel' in particular without having to contend with 
inadequacies of JAOS' performance in supplying necessary administrative 
and support services. 



Logistical Support Contracts 

The concept of using a single contractor in each Mission to 
provide administrative and logistical services in support of AID 
contractors was enunciated in a study under REDS0 Contract (REDSO/WA 
80-215) June 1982. The idea was to provide the necessary support 
services to institutional or PSC contractors with a single contract 
rather than having each institutional contractor provide their own or 
overtaxing the limited USAID or JAO capabilities. 

The support contractor could also provide services for the AID 
direct hire staff and/or the JAO if desired; e.g., automotive 
maintenance, procurement, property management, household maintenance, 
etc. By having only one support contractor, the services could be 
managed more efficiently, cost less, and avoid the excessive 
proliferation of individual p.S.C.s, as well as eliminate duplication 
of services between institutional contractors. 

The concept, somewhat modified, has been initiated in Chad where 
there is no JAO. AID has a contract with a U.S. firm to supply the 
full range of administrative services to the AID Mission, supporting 
both AID direct hire and Voluntary Agency contract employees. Thus 
far, the contractor has been performing under most difficult 
circumstances to the satisfaction of the AID Representative. There has 
been no analysis of costs to determine the true economies, but thus 
far, the services are adequate to the needs of the post. 

In the event SPCO is established, there would be increased 
opportunities to effectively utilize logistical support contractors in 
Support of the SDP for bulk procurement, block contracting, maintenance 
of vehicles and appliances, and freight forwarding. 

With the increasing number of AID contractors, limited direct hire 
staff and limited JAO capabilities, it would appear that the use of a 
single contractor for logistical support services should be expanded 
throughout the Sahel. 

Recommendation No. 24 -- 
Individual AID Missions and offices should give greater 
consideration to using logistical support contracts, for 
support of contractor personnel in the Sahel. 

Vehicles 

One of the most aggravating problems that has persisted in 
implementing projects throughout the Sahel is finding reliable vehicles 
and keeping them operational. The harsh environment, extreme 



temperatures, poor roads, shortage of skilled mechanical personnel, and 
lack of spare parts have all contributed to the exasperation of all 
concerned with keeping vehicles running. AID has experimented with 
most makes and models of vehicles and has found that all vehicles, U.S. 
or foreign made, are destined to a relatively short life when sent to 
the Sahel. 

Although AID has, on numerous occasions, discussed the problem 
with the leading U.S. automobile manufacturers, and various attempts 
have been made toward solutions, the problem continues to plague 
project managers and mission personnel. 

The U.S. manufacturers would like to establish themselves in the 
West African market, and AID would like to purchase U.S.-made vehicles. 
However, the small number of vehicles in any given country has not been 
sufficiently attractive for the U.S. manufacturers to expend the 
required capital to provide adequate supplies of spare parts or train 
the necessary numbers of personnel to maintain their products. As a 
consequence, foreign made vehicles have been purchased by AID because 
they are known in-country and the local mechanics are more familiar 
with them. This does not necessarily mean that they can always be 
repaired or that they are more reliable. In fact, some foreign 
manufacturers are having the same support breakdowns as their U.S. 
competitors. Service vehicles are mechanical machines and are exposed 
to very harsh treatment; the foreign made vehicles suffer from the same 
ills as American vehicles. Some foreign-made vehicles are more common 
because dealers have been established to provide limited spare parts or 
cannibalize existing vehicles and keep wheels turning. Efforts by most 
of the AID organizations to standardize their fleets have been valiant, 
but with the change of personnel, dealers' performance or other 
reasons, the standardization plans for each country change and the 
problem continues. Despite attempts to standardize, the number of 
units that are purchased in a given country are not sufficient to 
warrant the manufacturer to establish an adequate stock of spare parts 
or train sufficient numbers of mechanical personnel. 

However, if all of the vehicles in the eight Sahelian countries, 
were standardized, it is conceivable that the total number would be 
sufficiently large to interest an American manufacturer into financing 
a central depot of spare parts as well as train local employees to 
maintain the fleet. Also, there would be sufficient numbers of units 
that AID could, through its procurement specifications, assist in the 
development of a vehicle more suitable for the Sahel, i.e., oversize 
radiators, heavy duty suspension system, no heaters, etc. At the 
present time there are approximately 100 OE funded vehicles and an 
estimated 400 project vehicles in the Sahel. This volume should be 
sufficient to interest U.S. manufacturers. AID could thus benefit from 
competitive procurement by purhasing directly from the manufacturer. 

A possible alternative to procuring the vehicles may be leasing. 
Considering the number of units the idea of leasing could be very 
attractive to a manufacturer or a leasing company such as Hertz or 
Avis. under a leasing contract AID could be spared the grief of down 
time of deadlined vehicles. Depending on the contract, it might be 
possible for the leasing company to absorb and be responsible for all 



maintenance. The rental Per unit would depend on the contract and 
probably be more than i f  the unit were purchased, hut the advantages 
are evident: availability of reliable transportation; avoiding 
expenses of larye stocks o f  spare parts: establishing automotive 
maintenance facilities; and training personnel to maintain the 
vehicles. 

An additional alternative would be for AID to purchase both 
project and OE funded vehicles direct from the manufacturer, and 
contract for the maintenance with an automotive maintenance contractor. 
The funding of such a contract would be attributed to both Operating 
Expense and project funds depending on the vehicles being serviced. 
The initial funding for such a contract could come out of the proposed 
project Implementation Support Fund. 

A variation of the last alternative would be to include all of the 
automotive maintenance within a country under the ~ogistical support 
Contract for that country as described in the preceeding Section.   his 
is currently being done in Northern Cameroon and appears to be 
functioning satisfactorily. 

~ecommendation -- No. 25 

The Africa Bureau collaborate with the SER Directorate to 
explore the feasibility of: 

a. Standardizing all U.S. financed vehicles in the Sahel; 

b. Direct purchase from a manufacturer, including 
warranty maintenance for all vehicles; 

c. Contracting for all spare parts and maintenance with 
the manufacturer or an automotive maintenance firm; 

d. Leasing all vehicles; and 

e. ~ a v i n g  a ~,ogistical support contractor provide all 
automotive maintenance. 



~iographic Sketches of the 
Sahel Management Assessment Team 

(SMAT) 

The team is comprised of Thomas C. Irvin (Team Leader), Walter C. 
Furst, Parke D. Massey, James L. Roush, and Sam C.Thornburg. ~ l l  five 
are former Senior AID Officers with extensive field experience, much of 
it in Africa. 

Irvin: Served with AID from 1967 to 1979, has held senior positions in 
AID Saigon, ~irector, Regional Economic Development Office, Bangkok, 
and AID ~epresentative Beirut. Since 1979 has worked as private 
consultant almost exclusively in the Sahel on AID-CILSS activities. 

~urst: Served 38 years with AID and predecessor agencies mainly in 
Europe, Asia and Washington in program development and management 
positions. Served as Assistant Director for Program with 
USAID/Nigeria. Last AID assignment as Senior Evaluation Officer in 
AID/W involved several brief Sahel assignments for program evaluation 
and design. Since retirement, served on an evaluation team in Mali. 

Massey: Originally with Department of State, opened first Consultate 
in Abidjan in 1957. With AID from 1963 to 1979, holding positions as 
Financial Analyst, Economist, Capitol Development Officer, Deputy 
Director and AID Representative, mostly in Latin America and AID/W. 
Has had two previous consulting assignments in the Sahel, which 
entailed visits to Senegal, Mauritania, Mali, and Upper Volta. 

Roush: Served 25 years with AID and predecessor agencies, including 
over six years in Africa (opened AID Mission in Cameroon). Has also 
served in senior positions in Asia (Vietnam), Latin America (Deputy in 
ROCAP and Director in Chile) and AID/W. Since retirement in 1979, has 
done consulting (evaluations and management assessments) in ~ a l i ,  
Niger, and Senegal in the Sahel plus evaluations of AFR/RA regional 
projects and the evaluation system of the African Development Bank. 
Has served as trainer in a project documentation workshop, a workshop 
on the impact of agricultural policies on food consumption, and a 
technical assistance workshop in Cameroon for USAID contract experts 
and their counterparts in agricultural and rural development. 

Thornburg: Served with AID from 1956 to 1978 in management positions 
in Bolivia, Nigeria, Vietnam and AID/W. As Director of SER/MO in 
AID/W, Thornburg participated in SMDC meetings and was concerned with 
the problems of logistics and JAO oreganization throughout the Sahel. 
Since retirement, he has worked for AFR/DR, the AID Affairs Office in 
Burundi, conducted a study of administration and logistical support for 
contractor personnel in Mauritania, The Gambia, Niger and Liberia, and 
continued to be involved in Sahel administrative management issues. He 
has also had eight assignments with the Office of Foreign Buildings in 
Department of State. 
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APPENDIX 



March 14, 1984 

MEMORANDUM 

TO: See Distribution 

FROM: 
EL 

AFR/SWA, Dennis M. Chandler 

SUBJECT: The Sahel Development Program and Its Legislative 
History 

The following information is provided for general background 
purposes but also to assist in discussions with representatives 
of OMB which would like to eliminate beginning in FY 1986 the 
separate account for the Sahel Development Program, 

The Agency for International Development has operated a special 
program for the Sahel in western and central Africa since 1973. 
The United States assistance program, which is aimed at making 
the Sahelian region self sufficient in food production by the 
year 2000, was established following a devastating drought 
which struck this region in 1972-1973, The overall program is 
coordinated with an international donors consortium, the Club 
du Sahel, and an association of recipient governments, CILSS, 
The United States contribution represents about 10 percent of 
the total effort of the Club, which now approximates $1.7 
billion annually. 

Following the great drought in the Sahel region in the early 
1 9 7 0 ' ~ ~  the Congress expressed its support for international 
consultations and planning for a comprehensive, long-term 
development program for that region, In late 1975, the Congress 
authorized $5 million for planning, consultation, and program 
development, and called on the President to develop a proposal 
for long-term development of the Sahel and other drought stricken 
areas of Africa. These provisions became Section 494B of the 
Foreign Assistance Act o f  1961, located in the Disaster Relief 
Chapter of that Act, 

In 1977, Congress amended the Act to transfer Section 494B to 
the Development Assistance Chapter where it became Section 120 
("Sahel Development Program - Planning"), and the Congress 
added a new Section 121 (RSahel DevelopmentbPtogram - 
lmplementationw).L/ When the Congress enacted the Sahel Develop- 
ment Program (SDP) legislation, the Legislature History notes 

1/ See attachments A, B, and C for the text of FAA Section 120 - 
and 121, as amended; and excerpts from the Conference Report 
which accompanied HR6714 and the Legislative History of 
PL 95-88. 



t h a t  t h e  C o n f e r e n c e  Committee p l a c e d  t h e  S a h e l  program i n  
C h a p t e r  1 of P a r t  1 o f  t h e  F o r e i g n  A s s i s t a n c e  Act i n  o r d e r  
t h a t  t h e  program be  governed  by t h e  g u i d e l i n e s  f o r  A , I . D , ' s  
Development A s s i s t a n c e  p rograms ,  However, t h e  Congress  f u l l y  
r e c o g n i z e d  t h a t  t h e  S a h e l  i s  one  o f  t h e  w o r l d ' s  l e a s t  d e v e l o p e d  
a r e a s  and t h a t  t h e  S a h e l  Development Program, t h e r e f o r e ,  
r e q u i r e s  more f l e x i b i l i t y  t h a n  i s  n o r m a l l y  t h e  c a s e ,  F o r  
example,  C o n g r e s s  n o t e d  t h a t  w s p e c i a l  a c c o u n t  s h o u l d  be  t a k e n  
o f  t h e  need  t o  promote  e c o l o g i c a l  b a l a n c e  and d e v e l o p  an  
e f f e c t i v e  i n f r a s t r u c t u r e ,  i n c l u d i n g  t r a n s p o r t a t i o n , , . .  While  
t h e  F o r e i g n  A s s i s t a n c e  A c t  o f  1 9 6 1  d o e s f c o n t e m p l a t e  t h e  oc-  
c a s i o n a l  f i n a n c i n g  o f  ma jo r  i n f r a s t r u c t u r e  u n d e r  C h a p t e r  1, 
t h e  o v e r a l l  e m p h a s i s  i s  away from f i n a n c i n g  s u c h  i n f r a s t r u c t u r e ,  
and it w a s  t h e r e f o r e  deemed a p p r o p r i a t e  t o  e n a c t  t h e s e  s p e c i a l  
p r o v i s i o n s  f o r  t h e  S a h e l  program, The s p e c i a l  p r o v i s i o n s  a r e  
n e c e s s a r y  b e c a u s e  soma m a j o r  i n f r a s t r u c t u r e  p r o j e c t s ,  i n c l u d i n g  
t h o s e  needed f o r  w a t e r  b a s i n  deve lopment  a r e  p r o p o s e d  f o r  t h e  
Sahel, , ,",  

To p r o v i d e  t h i s  f l e x i b i l i t y ,  Congress  e s t a b l i s h e d  a s e p a r a t e  
l i n e  i t e m  a p p r o p r i a t i o n  f o r  t h e  S a h e l  a s  w e l l  as s e v e r a l  u n i q u e  
f e a t u r e s  f o r  t h e  SDP. These  i n c l u d e :  

-- t h e  commitment o f  t h e  C o n g r e s s  t o  t h e  long- te rm d e v e l o p -  
m e n t  o f  t h e  S a h e l ;  

-- t h e  i n t e n t  o f  C o n g r e s s  t h a t  s p e c i a l  a c c o u n t  s h o u l d  be  
t a k e n  o f  t h e  need  t a  pLomote e c o l o g i c a l  b a l a n c e  and t o  
d e v e l o p  m a j o r  i n f r a s t r u c t u r e ,  i n c l u d i n g  t r a n s p o r t a t i o n ;  

-- t h e  p r o v i s i o n  f o r  One y e a r m  f u n d i n g ;  

-- t h e  e x p e c t a t i o n  t h a t  the U n i t e d  S t a t e s  and  o t h e r  d o n o r s  
f i n a n c e  some l o c a l  r e c u r r e n t  c o s t s  a t  l e a s t  d u r i n g  t h e  
e a r l y  p h a s e s  o f  t h e  program; and 

-- t h e  o p p o r t u n i t y  t o  t e s t  a  new model f o r  deve lopment  co- 
o p e r a t i o n  and  t o  b e  f l e x i b l e  i n  t h e  a d m i n i s t r a t i o n  o f  t h e  
program. 

The A.1.D. p rogram i n  t h e  S a h e l  h a s  e v o l v e d  o v e r  t h e  p a s t  d e c a d e  
f r o m  d i s a s t e r  r e l i e f  and  r e h a b i l i t a t i o n ,  t h r o u g h  s t u d i e s  and 
s t a r t - u p  a c t i v i t i e s ,  t o  r e a c h  i t s  p r e s e n t  p h a s e  o f  emphas i s  on 
f o o d  p r o d u c t i o n  and p o l i c y  d i a l o g u e ,  Because  o f  numerous imple -  
m e n t a t i o n  p r o b l e m s  t h e r e  i s  now renewed e m p h a s i s  on  c o n s o l i -  
d a t i o n  i n t o  fewer  s e c t o r s  and p r o j e c t s ,  The s p e c i a l  l e g i s l a t i o n  
f o r  t h e  S a h e l  Development Program, and w i t h  i t  t h e  enhanced 
A. r ,D .  mandate ,  p e r m i t s  A-1.D.  t o  mold t h e  program t o  t h e  d i r e  
c o n d i t i o n s  i n  t h e  S a h e l  and t o  d e v e l o p  and implement  t h e  l o n g  
xange program e n v i s i o n e d  by t h e  C o n g r e s s ,  I n  t h i s  r e g a r d ,  t h e  



L e g i s l a t i v e  H i s t o r y  i s  e l o q u e n t :  

AS a  r e s u l t  o f  t h e  s p e c i a l  n e e d s  o f  t h e  c o u n t r i e s  i n  
t h e  S a h e l  and t h e  u n i q u e  c o o r d i n a t i n g  mechanism t h a t  
i s  p l a n n i n g  t h e  development  s t r a t e g y  f o r  t h e  r e g i o n ,  
t h i s  program a f f o r d s  a n  u n u s u a l  o p p o r t u n i t y  t o  t e s t  
a  new model f o r  development  c o o r d i n a t i o n ,  Because  o f  
t h e  s p e c i a l  c h a r a c t e r  o f  t h i s  m u l t i l a t e r a l  u n d e r t a k i n g ,  
some f l e x i b i l i t y  may be  n e c e s s a r y  i n  t h e  a d m i n i s t r a t i o n  
o f  t h i s  program. 

1t s h o u l d  a l s o  be  n o t e d  t h a t  t h e  SDP l e g i s l a t i o n  i s  more t h a n  
a n  economic development  s t r a t e g y ;  it i s  a p o l i t i c a l  s t a t e m e n t  
showing long- te rm U. S, s u p p o r t  f o r  t h i s  r e g i o n  o f  sub-Saharan  
A f r i c a .  It a l s o  h e l p s  a t t r a c t  s u p p o r t  of  t h e  Congress  f o r  t h e  
e n t i r e  A , I , D .  a p p r o p r i a t i o n .  With i t s  r o o t s  i n  t h e  d i s a s t e r  
r e l i e f  l e g i s l a t i o n ,  t h e  SDP i s  a h u m a n i t a r i a n  s t a t e m e n t ,  ass is t -  
i n g  t h e  p o o r e s t  r e g i o n  o f  t h e  wor ld ,  With i t s  m u l t i d o n o r  p l a n  
f o r  t h e  f u t u r e ,  i t  i s  a  p a r t n e r s h i p  commitment f o r  l o n g - t e r m  
deve lopment  i n  t h i s  r e g i o n  o f  A f r i c a .  

~ l i m i n a t i o n  o f  t h e  S a h e l  Development Program l e g i s l a t i o n  would 
go beyond t h e  c o n c e r n s  o f  t h e  U n i t e d  S t a t e s  and  e i g h t  West 
A f r i c a n  n a t i o n s ,  W e  c o u l d  e x p e c t  t h a t  s u c h  a c t i o n s  would b e  
t a k e n  i n t o  c o n s i d e r a t i o n  hy t h e  e i g h t e e n  major  d o n o r s  i n  t h e  
Club a n d  by t h e  many s t a t e s  i n  A f r i c a  o u t s i d e  o f  t h e  S a h e l  a s  
a n  e q u i v o c a t i o n  o f  t h e  long- te rm deve lopment  commitment made 
by t h e  C o n g r e s s  i n  1975  and  r e s t a t e d  by t h e  E x e c u t i v e  Branch  
from t h e  f i r s t  Club c o n f e r e n c e  i n  Ottawa i n  1 9 7 7  t h r o u g h  t h e  
f i f t h  c o n f e r e n c e  i n  B r u s s e l s  i n  1983. To e l i m i n a t e  t h e  S a h e l  
a c c o u n t  w i t h  i t s  s p e c i a l  f e a t u r e s  would a l s o  r e d u c e  g r e a t l y  t h e  
f l e x i b i l i t y  needed t o  i n c r e a s e  food  p r o d u c t i o n  a n d  b r i n g  a b o u t  
more r a p i d  deve lopment  i n  t h i s  most  d i f f i c u l t  a r e a  o f  t h e  wor ld .  

~ i s t r i b u t i o n :  
M r ,  P. Lyman, DAS/AF 
M r .  A. Love, DAA/AFR 
M r .  J, J o h n ~ o n ; ~  DAA/AFR 
M s .  H, Johnson ,  AAA/AFR/DP 
M r .  N, Cohen, AFR/PD 
M r .  L. H o l d c r o f t ,  AFR/TR 
M r .  L, Rogers ,  PPC/PB 



. .. ... L -  I,. -.. -. .... . ...- ..,"..b. - V  .... . . V U . L I  -U C . , . J C . I L L U ,  

lo lhc* ecol~o~llic g1.ow111 of drvelr~p~ng couolrics. 
( 2 )  'I'llc co~lcc~.llu exl~~.esscd in  pnrngraph (1) and the rccolnmen- 

tlt~tions of llle United Slntcs Interugency Task Force on Tropical 
1"orcsts s~lall  bc co~\sidcrcd by the President- 

( A )  i l l  I 'or~l)~rIil~l.~i: und cnrrying out progl.ums and policies 
with ~.eul)ecl to dcveloj)ing cou~ltr i t?~,  including those relating 
to bil;~lcrol and rnultilatcral a~~is to r tce  a r ~ d  lllose relating to 
~ ) ~ ' i v ; ~ l c  sector ~~clivit ics,  ond 

(1 ) )  i l l  sectking o(~porlunities to coordinate public nntl private 
tlcvclol)llle~l t I I I , ~  i~lvesln,ent ~clivit ies which ul'f'ect forcsts in 
dcvclopi~lg counb.ics. 

I:O 11 is the sense of the Congress that lhc President should in- 
struct tllc rej)resentntives of the United States to the United Na- 
tions ant1 lo other appropriate internatio~lul org~r~izat ions  to 
llrgt!- 

( A )  tllnt I~igher priority be given in the programs of thcse or- 
gn~liziltion~ to the problems or tropical forest nlteration und 
loss. 

( U )  thut thcrc be improved cooperation and coordination 
. ~ l ~ l l o ~ l g  lhesc organizations with respect to t r~picnl  forest activ- 

ities. 
Ser. 1 I!)." Itencwablc and Unconvenliunnl Energy Technologiea. 

Ille1~1lletl-l!)801 - ,  
~ e c . '  1 iksm Sithe1 1)evcloprnent I'rogrum-I'Innning.l*-(a) The 

Congrcss renl'lirms its support ofU the initintive of the United 
Stiltcs Govern~ne~lt  in undertaking consultations and planning 
with tllc C O I J I I ~ I - ~ C Y  concerned, nnd with other nntions PI-ovitling ae- 
sislar~cc, with t l ~ c  United Nntions, and with other concer~lcd inter- 
ncltio~lul r~nd regionul orgnni7tltions. toward lhe dcvelnp~ncnt and 
suppot-1 or o cor~lprehe~~sive long-term African Suhel development 
progrunl. 

(b)" ?'he Prcsidcnt is outhorized to develop a long-term compre- 
tlc~lsivc develol~~~,cnt  program for the Snhel and o t h x  drought- 
stricken notions in Africa. 

(c) *' 111 develul)ing this long-term program, the President shnll- 
( 1  consiclc-r inler~lationnl mordinulion for the planning and 

i n l l ) l c ~ ~ ~ c ~ ~ t o t i o n  of such program; 

" SIW. 1 I!). w11icI1 IIIWI lm1v.1 11lItlt~11 I IV  I'dvlic 1 1 1 1  96-WH I U I  ,91111. h!Hl I I I I ~  U I I I ~ I I ~ U J  by LYE. I I t  
111 1114. I I I I U ~ I ~ ~ I I ~ I I I I I I I  O~.V~.II I~I~II~~II~ I ~ I I ~  Fwd AM&.IK* Act of lWn (VL Slut .  9IHl s sd  by w. IWI 
III l l ~ v  I I I I ~ . I . I I I ~ ~ ~ U I I I I I  I ~ . V I - ~ I I ( I I I I L . I I ~  C w l u r a l k  A+* d In*1!l (83 SLIIL. BliZl, r u n  a l r n l d  by we. 
: l t ld~g~ t*l' t l ~ r  I I I ~ ~ ~ ~ I I I I I ~ ~ I I I U ~  .b?r.uvit> end I ~ ~ O ~ ~ I W I I L  Cuolm~-nt iu~~ Acl of I9y U);l'ublic Luw Wi- 
5:I:l. ?I4 St191 :11571. S . e 7  wc. IlWi or llria Acl lor I r r l  nwnrrtria~. caber *y lac1111ul .. L- ., 11 s 1:. : ! ~ ~ l r .  .'jx lab. oril:i.;r~~y IIILM Ir - ~ ~ I ! I I I  oQt~t ia  kct 11 m '%Z the FA ACL o~ 
l!17:1 I B I I ~  l a t t a ~  ~ t ~ l t ~ i ~ ~ ~ u t w l  18" IIIN.. 4!l~lll 11' - 111116, d l'ul~lic IAIW J4-1til IWJ Slut. H.191. w~t. 

IO:IIIII r t ~ c l ~ ~ t 1 : 1 1 1 ~ 1 ~ ~ 1  1111 maw.  120 1.y IN... I l t d h  I ~ , I Y I  I I I ~ ~ I I I I L ~ U I I I I I  I ~ I V O ~ O I I I M I ) ~  nncl F a 4  ir.lmi&- 
cwrar Act 1.1 I:~'ll t l ' t~l l ic  I J I W  !lL W, !lI ShL bJsl 

*'l'l~c t i t l u  c ~ ~ l ~ t i u ~ ~  "SIIIIUI I)uvt~lu I I I I V I I ~  1 'r~r.m-IVunni~~g" rau il~aorlud in lieu ul "rifricnn 
I L v a r I t t l l l ~ ~ t . ~ ~ t  I ' r t * r ~ ~ ~ n "  I B ~  aLT. I I~JI of t ~ m  l ~ t a n a t i u n n l  ~ b v e l o p ~ n u ~ ~ t  and F ~ * I  Aauir tn~~m A C ~  
of 1!)77 0'1111Irc l a w  95-HH. !II SLII~: 639). 

-'l'lrc w111t1n " r c t ~ l ' f i r r ~ ~ a  ibi au I tort or' wars n u b d i l u l d  i l l  lieu or "ruyporta" by wc. IOl(7WC) 
,.r I ~ I I I I I I ~  I A I W  94- 1 t i1  tw sLtll. NI&. 
" Sr~Im~.ra 111). (cl. 1111cl It11 wrru  111ltlc4 IT rr. lOl17lDl ul  Public l a w  !I4-II;: (89 SLII~. 849). 

S111rr I* l l  w n r  a t ~ h + t ! * ~ ~ r ~ ~ l l y  rt*\w!ltvl IIJ .r r&AdRll uf l11e I111cra111lionul 1kvelupnuM and 
I.'ur*l An? l in l~~ t~c .o  A c l  1!17H (l't111 ic IJIW 5-424; 9L Sbl. !lS!ll. 

tries and ~ i ~ a n i z a l i o n s  in determining developrnerlt priorit~es; 
and I 

(3) begin such planning immediately. 
I 

4 I 

(d)al  [Repealed-19781 
Sec. 121. *' Sahel 1)evclopment Progrnm-lmplemen1ntion.-(a) 

The President is authorized to furnish assistance, on such terms 
and conditions a s  he may determine, for the long-term develop- 
ment of the Sahelian region. Assistance furnished under this aec- 
tion shall be in accordance with a long-term, multidonor develop- 
ment plan which calls for equitable burdensharing with ,o ther  
donors and shall be furnished, whenever appropriate, in coopera- 
tion with an international coordinating mechanism. I I 

(b) The President shall prepare an  annual report on t h e l ~ a h e l  
Development Program concerning the allocation of the United 
States contribution to the Program, the extent of the contributions 
from other donor countries, the effectiveness of the integrated 
effort through the  Club des Amis du Sahel, and the progre 
in achieving the objectives of the program. 

7 made 

(c) There a re  authorized to be appropriated to the President for 
purposes of this section beginning in the fiscal year 1978, in addi- 
tion to funds otherwise available for such purpose,  $200.000,000. 

Q except that not to exceed $50,000.000, may be appropriatelunder 
8 this section for the  fiscal year 1978. I n  addition to the  amount au- 

thorized in the preceding sentence and to fun& otherwise available 9 for such purposes, there are  authorized to be appropriated to the 
President for purposes of this section $25,000,000.aa In addition to 3 the amounta authorized in the  preceding sentences and to funds 

I otherwise available for such purposes, there are  authoriz-eQ to be 
T appropriated to the President : for purposes of this wction 
C' $86,558,000 fur the fiscal year 1982 and $86,558.000 for the fiscal 

year 1983.@. Amounts appropriated under this section a re  
ized to remain available until expended. 

B ~ ~ ~ ~ ~ -  
(d)" Funds available to carry out this section (including foreign 

currencies acquired with funds appropriated to carry out this sec- 
tion) may not be made available to any foreign government for dis- 
bursement unless the  Administrator of the  Agency for Internation- 
al Developmznt determines that  the foreign government will main- , tain a system of accounts with respect to those funds whiph will 
provide adequate identification of,and control over the  rece pt and 1 expenditure of those funds. 3 

I ) .  

I 
- 

-!ZZ U.S.C. 21511. Sec. 121 was added by nee IlQS) o f l h  lnbma l i a~a l  Development and 
Food Atmiilrrnce 1.d of 1977 (Public LIW 95-88; 91 Sbt. 99) .  

al l~i* aunloncc wnr ncltlml bv ar*. 108 of the Inhrnatlonal bve lopmenl  &operation Act of 
I W ~ ( I ' & %  Lar* 9s-Ki; 93 stat: YliJ) 

-1Im uull~urlu~t iwra fur fiwol yulrm 19H2 nnd 1983 worn nddod b DOC Sown) of tho 1nkrn11- 
tionul SccuriQ ahld Development k p c r u t i o n  Act of 1981 (I'ublie e w  ~ T - I I Y ;  96 Ylnl. IQL). 
This amrndnnrnt rcnluccd on authorization of $88.142000 for r-1 yenr 1981, .s d d c d  by s r r  - . . -- - . . . - . . - . . . . . . . . . - . . .  
306 d Public Lnw gkij(94 )4t.  363). 

-~ 

See. IOl(b)ll) of the Further Continuin Approprialiom A& 1983 (Public IJIW 97r377) P r P  
v i d a  the rullowing:, "193,757,000 Tor ~ o t l e l  development program, of which not lean &an 
S2 MU 000 alrnll be nvailnble only for the African Developmen1 Foundation." --. ...- - -  -. - 

-Subroc. (dl wnm added by &. 3ONb) of the Inlernotional Spcurity and Development &pya- 
tion Act or 1981 (Public h w  97-1 13; 95 Sbt. 1636). 
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Develo~nrenf  Proarunl 
This  .section r v ~ I ~ ~ i p ~ , i l t r s  sectio~l 49413 of tlic FOI'PIFI~ i\s~i'til~lcc 

,\ct. of 19G1. ~vl~ic l ,  tlcnla \\-it11 1)!;11ini11= for 11 1o11g-tc1.1t1 tlevclop~lient 
~ j r ~ g r n n l  for tlic s:l]lrl. ns 5cc.f ioll 1 I!) of t i n t  ilrt, ; I I I ( ~  i~tItIs Iiciv Set.- 
ti011 120 dcil;i~ig wit11 iliiplcnlc1itntiol1 of n S;111(*1 Di.\~clol)mcnt 
Progrnn~.  
. . Follo~\*inp tlir ,orcat tlrougllt in tllc Snhel ~l-cgioti of -1fricii four 
yrnrs ugo. tl~ca C o n g r ~ s j  esp~*rssl;il.. its i~ lp~)nr t ' . fo~ .  ilrtc~.nntiol~nl con- 
sultntions.nn~l p lnl i i~ i~lp  for  11 comprellcnsi\-e, long-te1.m cle~elol,nlcnt. 
~wog~-nm for  thtlt region. 

111 lnte 1975, tlie C o ~ i ~ ~ . e s s  ~)~.o\.illccl $5 niillion for ~,ln~rnilrg. co~ l .~u l -  
tation. n~lrl  propl.nlll dcvelol)~~irnt ,  nntl callctl on tlic Prcsitlcllt to 
develop a proposnl f o r  101ig-tel.nl tlevelop~iicnt. of the Sallcl nt~il  otlicr 
d r o ~ ~ p l ~ t - s t r i c l r c ~ ~  nrens of Afl-icn. 

These provisions I~ecnnle section 4.94B of t l ~ e  Forcirli ,\ssistn~ice 
,kt .  .of 1061, located in tllc tlis;istcr rclicf chlll,ter of that act. This  

[page 341 
amendment transfers tha t  section to thc long-tern dcveloprnent. chap- 
ter of the act, where it would become section 119 ('&Snhel L)e\-eloprnent 
Program-Planning':) . 

This  amendment also odds a ncn- section 120 ("Snhel Dcrelopment 
Program-Implementtaion") to that  act, containing provisions - 
erning the participation of the United States in the Sahel deve f v  op- 

- .  

- T h e .  .club--has established nine specialized working teams, and a -  --- - 
- .  ..-thesis - .  group to ca r ry  out the planning and programing activities. 
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pour  of these tcnllls ~ r ( !  ~ 0 n c c i i t r ~ t 1 1 1 ~  on sectors basic to food self- 
sufficient?. : livestock, rainfed apiculture,  i r r i e k d  ngriculturr, and 
fislleries. TIIC otllcr fiw - d m ~ F o r k i n g  o n  the  i)rlncipnl Ilumali ,  itruc- - 
turn], llld tc~llllical uspeCtS of development ill the region: ecology, 
tecllnolog~ a(lnptnti~ll,  ilulllan resources and I~dl l tb ,  transportailon 
and infrastnlcturc, and pricing policy, stern e, and mnrketjn . 

- i t  tile end of -\by. tllc club ~vi l l  mert in 8 t t a u n  t o  lnnkc feeisions 
nbollt the ore l r l l  derrlo1)nlent strnteg-y and tile pmject pmpsa l s  for 
thc  first. 5 Tears of the program. . . 

The provisions of tllc nclr .section 120 a t t en~p t  to denl Ivith a nulnber 
of tlie irslllls tha t  llnre 1 ~ ~ 1 1  i2iscd ahoat the Ballel pmgrnln nlld 
Unitcfl Stntcs pnrricil)iition in it. 

F i a t ,  the new section lins I x e n  1)lnFedill c lupter  1 of pnrt I of 
thc Foreigi  -bsistnncc . k t .  Tltnt c l~ap tc r  cstnl)l~sl~cs glidelincs for 
.lID's ~ l c v ~ l o p l ~ ~ c ~ ~ t  nssistnncc progrnllls. The c o ~ ~ ~ ~ l l i t t e c  l)]nced tllr 
S i l l l~ l  lwogl.nlll in cllnptcr 1 in onler  to  111ukc cle11r tllnt tllc propnil,  
sl~or~lrl Ix covcrnc~l 11y tllow legislntive g!irlrlincs (ns \vcll as  otllpr 
pmviiiolu i f  l n ~ v  al)l)lirnl~le to d c v r l o p ~ ~ l m t  nssistiinc~~ ~ n e ~ a l l y ) ,  
~jnlcss ~t \ V a l ;  1nnr1e r l rar  either in lerislntion 01. jn ]c,rrisl;ltl\-p ]listorl. 
t.1inr gl~i(lclincs'npplic:~l~lc ,--. --. to otllcl. ( ~ c ! ~ ~ - I I J ~ I I ~  ass is tnnc~ \!-c~c.t$& 
marllticd lv l t l l  rcsl)C(rt to t ~ S a h c 1  p r ~ ~ t . n a l . ~ ~ ~ i ~ ~ ~ ~ l i t i ' c e ' s  llncfcr- 
stnntlt~~,mj 111 tliis real7cct arc not~fL I)elo~f-. - S~~luc( . t ion  ( a )  of nc\v .wction 110 1)l.ovitlcs gc~lera l  nlrtllority to 
f11r11ish : i c . ~ i ~ t i l ~ i c ~  for the Snllcl l )rogrrt~t~. 'Thc sectiorl cl.rccifics tllat.-- 
I lic n==ist n I I C P  is tn l ~ c  f i ~ ~ ~ t ~ i s l ~ c r l  i 11 nc-cordanrc wit11 a long-tcr~n. n~li l t i -  
do~lor  ( ~ c \ - P I o ~ ) I I I c I ~ ~  ! ) : n~ l  calling for  cqi~itnhlc 11i1rdc11sllnri1iq ~vitll  
otlicr tlonor.; nntl c.~jol)cratio~~ .with rill i~i tcmntionr~l coa~.ilinnting 
~ncc.hanic,li. T11c r s ~ r ~ ~ t i v e  l ) r a~~c l l  l l n s  stntcrl tllnt the I'lliteil State= 
contsil~\ltion wo111tl not nonlially cscccrl I.? pcrccnt of total rolltril)l~- 
tinrls in ally ycnr and 1vo111d 1111dct' no C ~ ~ C I I I ~ I S ~ ~ I ~ C P S  ~ s c c e d  '10 per- - - - -. .. - cent. . . 

~ r l l ~ . c ~ c t i n ~ l  ( a )  al=o 1't.nridcs t l~nt .  i n  vie\\- of tlrc ~;pccial contlitiol~:: 
in tllis 1.egio11 of lcnst tic\-eloped col~ntl-ics. spccinl nccol~nt shol~ld be.. 

[page 351 
take11 of t!ie ncctl to 1)ro111ote,ccologicnl LHI:IIICC ant1 tlcvclop an cdec- 

Ifo\\~cvrr. t11c l~crcentngc 
nder this section that. 1s 

us2tl for ,llajor i n f x s t ~ - ~ i ~ . t ~ ~ i ~  cnnliot exceed tllc 1)crccntage of the 
total fu l l& centribute(l 1,y all donors to the Sallcl prognull that. is 
tlsetl for 111njor infrn:t:.ucturc. 
--satr:.,-~ 1 1 1 w - w  nroiect that  11-ou14 

775 

. - 
BEST AVAILABLE COPY 



LEGISLATIYE HISTORY 
P.L. 9 H 8  

higher g a i n  yields, provitlc so111c 11rotectio11 against erratic rain fall. 
nnd fill-thcr tlic ovcn~l l  tlc\.rlopl~lent of tlic ~.cgio~l.  C ; ~ r r  s l~o i~ l i l  bc 
taken! I~o\verer, tllnt infl.n:tl.uctllrc projects I I C  tlcsignctl ant1 cilrrird 
out wit11 'a view to pre\-enti~ig i~nncccptable en\-ironlilcntnl t la~~lngc 
and to ensuring l)roatl sharing of their benefits. 

S~~bsect ion ( b )  of new section 1.10 reqt~irc~s the P~.csiilrnt to prc- 
pal-c an nllnlral report oli the Snllel progl.illli! conce~mi~ic clic nllocn- 
tion of tllc L-nitctl Stiites cont r ib l~t  ion to the program, tllc cont r i l~u-  
tions fro111 other donol.s, the effect ivcnes of thc Club tles Anlis du 
Sahel nlodcl, and the progress 111nc1c in ~rcliic~.ilr;r tllc oljcct il-i.- of tllr 
i)roglnm. Tllr report shoultl incli~dc? but not IIC lin~itccl to. the fol- 
lon-~ng co~isitl?r,itio~is.: inc~*e;~secl !)or cnpitn inco~nc. incl-cnctl l i f r?  
espectnncy, 1.rt111ccil iiifnnt ~nortnlirv, i~rlpro\.ctl l i t e r n c ~  rntca. more 
c uitnblc dist ~ . i b ~ ~ t i o n  of I-c~ourccs, 'increnwtl p~.odt~cti\-it\- per illlit. 1 o I i~~li l :  nlensul.cs to rc t l~~cc  tlic effects of f u t i ~ r ?  cl~.oupl~ts. and re- 
pionnl cfl'ol-ts t o  1.11tio11nlizc nlurkcts ilntl rec\uct* t~; ldc  b;~l.rier.c. 

Subsection ( c )  of sevtin~l 1.20 nutliorizes t l ~ e  n l , l )~ .op ' i i~ t io~~  of P.-'r)O 
~iri l l io~l for thc Snllcl prrigrnm, ~ ~ i t l l  it $.;O ~ l ~ i l l i o n  l i ~ i ~ i r  011 appro- 
1)rintions for fi.scnl year 107s. 

Tllc. !30 rnillio:~ r:r;u?rtetl f o r  fisciil year :97.< is i ~ l t c ~ : . ; ~ d  LS ~ : I C  
first. 1l.S. contril)l~tion to  i rnp lc~nc~~tn t io~ i  of this  1111ilti1nte1'al effort 
to liclp drvclo~) ollr of tllc ~ o o ~ r s t  ~vgiol,- of tllr \\-or.ltl. .I $.>~-II! 111il- 
lion nutllo~.ization nils I-eqnested I)y the I'i.csit1~11t i111il rccorn:1ie11rlccl 
by the comlliittcc in o~.clcl- t o  indicnte c l e ~ ~ r l y  tlrilt nlldi~ iol\i\l nrnollllts 
lire colitcm lnted for ~ I I ~ I I I P  fiscal vents. - 

Y As a RSII t of rlic spccinl nrrcls of tlic c o ~ ~ n t ~ * i t - ~  ill tllv Snl1r1 and tlic: 
r~niqtw coo;.(liniiti~ig ~ircchanis~il tliilt is plnr~niirg r l l c a  tlcvcio~)riicnt 
stntcp,? for tlic I ' C ~ I O I ~ .  this nrolrrnnl affords 1111 i i ~ ~ i i s ~ r i ~ l  opl.)olti&~ 
to test rr ~ i e w  model for deve lo~)~~icn t  coonct-ntiok. I3ecn11se of . . .  the 
speclnl chtrmcte~. of this nir11tiltitcl.iil untle~-t:il;ing, sollle Ak i&h .&  
nln?- be necessnry in tlic :~t l~ninis t~nt iou o f t l l i s u  
T o r  csnmple. Lecnrisc of thc tlevnstat.ing effect tlic tl~nuglit.  I~ns llad 

on Go\*eninien t reven~ies in t lie :I ffcct~d co~irit 1.it.r;. :I ncl tlic s i l l>s t~r l~ic~~t  
[page 361 

drnin on their 1-eso~irces cnlrsed by liigh oil aiid food prices and de- 
-.+eriordtioq of thc ter~il.; cf trade for thcir prilnary conllllod:tics. they 

mill be tinable t o  beor certnin local costs that  nl-e normally borne by 
recipients of de\-elopment. nssistnnce, rind i t  is espected to be neces- 
wry for  donors to  fnnnce so~nc  local recurrent costs a t  leiist during 
the early phases of the program. 

Finally, coordinntio~l ainoug all the major donorj  will be lieccssary 
on-procurenrent policy under thc progrnm, so thnt the Unjtetl States 
and tlie other do~iors  call adopt the flexible olicies thnt  ill be neces- 
sary to insure regional ~L-tndardizntion o equipnlent and  effective 
mnli~tenniice ant1 use! of tllnt equipment. 

P 
- 

Section 116-American Schools and Hospitals Abroad 
This pro\-isioii nmeilds section 914 of the Fo ta ig i~  Assistailce - k t  in 

two WS cts: ( I )  I* autllorizil~g funds fo r  tllc American schools nnd Y -hospitn s pmpnm 1 or  fiscal yeer 1978 and (2)  by limiting tile number 
and kind of institutiolis ill nny one couiltry that  - may - A  receive funds 

. in any fiscal year. 
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progranls? the Presidcnt shall take into nccount their effect on the 
l~at~lrnl  resource base of the nid-receiring countries. The conferees also 
agreed not to specify s let-el of funding. 

The Hou* bill provitlcd two diffcrcnt enrnlnrkings for p r o g n n ~ s  in 
~~o~lcon\-oltion:lI energy tecllnolopies. I t  provided that not ] e s  tllnn 
$10 million of thc f\\ilrls rnnde nt-ailnble for fiscnl yenr 1976 for wction 
1123 of the Foreign ,iscistnnce Act coulcl be used for propaills in 
~.cscnrcll, dc\-elop~nolt, arltl 11% of sinnll-scale. decentrnlizecl, renewable 
cncrq- sources for 1.111.nl nrens. I t  ~ l ~ o  proridecl thnt not less thnrl S9 
n:Illioll of the nnloilnt mnde nvnilnble for tiscnl Tear 197s for section 
!OR nf the Fol.cigl hs.ji~tnnce Art would k a\-nilnble for activities 
tlesigned to ~llilble i111~i cncolimge C O \ ~ I ~ ~ I . ; ~ S  tu use nonnuclear clergy 
coilrccs of energy. 

Tlie Senate niile~~clinent nuthorized nssiaance under part I of the 
Foreign -4ssistnnce Act for cooperati~e p r o g ~ a n ~ s  of e n e r g  produc- 
riot1 and conscr\-at ion wit11 developing countries. I t  f~ir ther  nuthor- 
ited studies to identify the e n e r F  needs. uses. nncl resourced which 
esist. in developing countries. nnd di~.ected the estnblishment of an 
Intemntional Ene l -p  Institute to stimulate the applicntion of renew- 
:iblc and uncont.entionnl cnerG to developing countries. 

The coinmittee of confei-ence agreed to a coinpromise PI-ovision 
\\-ll;cll autho~.izcd I I ~ )  to $IS million of the funcls nvnilnble for fiscal 
war  197s under cliapter 1. part I of the Foreign -Assistance Act to b 
bsed to CRI'~? out cooperatire programs with cle~eloping countries in 
rri~etrnble nnd unconventional e n e r E  production and conservation. 
~ r i t h  particulnr emphasis on programs In l-escnrch. development, nnd 
use of s~nnll-scnl~, deccntmlized. rencwnble e n e r p  sources for  rural 
: ~ r e a ~ .  I t  ~ I I I ' L I I ~ I  31itll01 ized studies to idc-ltify the energy needs. uses. 
i~nd reFourccs rrhicll csist in clel-eloping countries. the results ot  rrllicil 
are to be reported to the Congress by March 1. 1979. I t  requested the 
Pl~esjdent nlld the ,Agency for Inter~lationill Derelopmel~t to reriew the 
options for implementing the 3urposes of this section. one option being 
n ~lorlprofit corl>o~-ation-the 'I nterhntionrl Erler? Tnstitute-and to 
submit. a report of such re~ie\\-  to the Congress b~ J a n u a q  31. 1958, 
together wit11 a recolnlnendation as  to which option should be 
implemented. 

MHEL DEtTMPSIEST 

The House bi]] provided that the President. in furnishing assistance 
for the Snhel Development Ppgram,  - 
!leeds in the - region . -. for ~ r o m , o ~ n g ~ e c 9 ~ 0 ~ ~  
I ~ Q  an . Funds all* 
r : ~  te(i f o f e  percent.$ 
of funds contributed by all countries t~hich Rre nllocpted for major 
i n f r ~ s t r ~ ~ c t a ~  projects in the trorld\ridc Sahel DerelopmmtProgram - 
The Housc bill also directed the President to prepare an annual report 

-03 the Snhel Developnlent Program. 
The Senate-amendmcnt did not-contain a ampamble  p.ro?isio!!:-: 
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Tile comlllittee of conference agreed to tlelcte tile House pro\.ision 
relating to the promotion of ecological bnlnncc rind develop~l~ent of nn 
effective infmstl-ucturc. inclutling tmnapol-tition. I t  also ngreed to 
the HOIIF~  nro~iaion requiring the P~.csidcnt to prepare an unnual 
report on the Sahel Developmcnr Program. The cornlnittec of confer-' 
ence c e c o g n i z h g t k ~ - c i r \ 1  co11diti011- Sahelinn region suppests 
that the Pmident, i n  hi: nun;~nl report. on the extent to ~ v h i c h  the: 

rTc\- t ~ \ p c ;  nf t w ~ l  DP - ' C I  - 
m J x i n p  m ~ D s E c a l l e n t f f o t x l l e , n e e ~  
p x ~ l ~ t '  cnl balance a l d  for cle~eloni~la infmstx-ucture. Spe- I 
c i a l a ~ ~ s . n ~ n t t e t i , ~ ~ c c e ~ c ~ ( ~ r ~  b e c s u s c s o ~  ' .a~tl'ur- : 
t u e a r e  . for t- The Prcside~lt?%$% J ~ o u l d :  
inclnde c o r & d , ~ ) g j y - , t h e  i n f i g s t r u c t u r e n e e h f  . t b e a g h  
gre Ixinr nddresecl and wh~t- the C.S. contril,ution. if ant-. skouldJ~e 

Iir any event. the percentale of an:. U.S. 
fr:lstrucrure projccts under this section is 

not to-exceed the rcentage of funds contl.ibutecl by all countries 
\rlljcl~ are allocate cr for  mnjor infrastructure projects in tile world- 
wide $ahel Dei-eloprnent Program. 

. r .  . - 
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March 9 ,  1984 

MEMORANDUM 

FROM: Sahel Management Assessment Team (SMAT) k' 
TO : Director, Office of Sahel/West Africa Affairs 

SUBJECT: Sahel Development Strategy Statement (SDSS) 

YOU are aware that SMAT devoted considerable attention to the 
draft SDSS and its predecessor as well as the relationship between 
AID'S strategy and the strategy formulated several years ago by the 
CILSS/Club Secretariats. 

In the first attachment (Attachment A) hereto are a set of 
findings and recommendations growing out of suggestions contained in 
SMAT's Progress Report. These suggestions were developed more fully 
during the Kigali meeting (the dates in the memo were those selected 
in a meeting that you chaired during one of the SMDC rump sessions). 
TWO things have gone a bit awry for unforeseen reasons: 

a. The March 1 meeting did not materialize, primarily 
because the new CILSS Exec Sec has not assumed office 
(the meeting has been tentatively rescheduled for later 
in the month). 

b. The "main concepts" may not be discussed with C I L S S / C ~ U ~  
representatives before AID's Dakar meeting. We strongly 
recommend, however, that this loop be closed at the 
earliest possible date (any outcomes or results might 
still find their way into the draft SDSS). 

The second attachment (Attachment B) -- actually in draft cable 
form if you wish to so use it -- contains SMAT comments and 
observations on AID's Sahel Strategy that may prove useful in the 
drafting sessions scheduled for Dakar. 

AS we had earlier indicated, some of our findings might take 
various forms and be submitted in irregular fashion. Before this 
material is overtaken by events, we place it in your hands for such 
action as you may decide. We will include this material in the 
appendix to our final report. 

Attachments a/s 



Attachment A 

SMAT ~ecommendations and Action Initiated: Preparation and Submission 

of a Sahel Development Strategy Statement 

IA. Finding: 

The Sahel Program lacks a current Regional Development Strategy 

Statement, although work was begun months ago. 

IB. Recommendation: 

TO accelerate the preparation of the RDSS now in draft, the SMDC 

and SWA might designate two or three mission representatives and 

an SWA representative to meet for an intensive drafting period 

with the Director, SDPRO. 

IIA. Finding: 

The draft RDSS has not been reviewed or discussed in detail with 

the CILSS or OECD/Club Secretariats (beyond the U.S. member of the 

latter) . 
IIB. Recommendation: 

AFR should consider circulating the revised draft RDSS through the 

CILSS and Club Secretariats for comments. This could prompt a 

further review and update (last done in 1979) on the CILSS 

strategy and refinement of same (e.g., the concept of food self- 

sufficiency) . 
111. Action Completed/Initiated: 

On January 29, 1984, the SMDC-SWA-SDPRO meeting in Kigali, Rwanda, 

approved the following courses of action with target dates as 

indicated: 

a. All Sahel Missionsand Director, SWA, will provide the 



Director, SDPRO with annotated copies of the RDSS draft, 

reflecting the views and recommendations of their staffs. 

Due date: February 25, 1984 

b. SDPRO will prepare a revised draft incorporating comments 

received. The main concepts only (not the full draft) 

will be discussed and reviewed with representatives of 

the CILSS and Club Secretariats for their comments and 

critiques. 

Due date: o/a March 1, 1984 (at a scheduled Ouagadougou 

meeting) . 
c. Mission Directors from Mali and Senegal and AID Rep from 

The Gambia will meet in Dakar with the Directors, SDPRO 

and SWA (or designee of latter) and prepare a final RDSS. 

The mission representatives listed were designated by the 

SMDC to act on the Council's behalf in approving such a 

document. 

Due date: Mid-March 1984 (several days in Dakar) 

d. The RDSS will be submitted to the Director, SWA to 

initiate the review and approval process in the Africa 

Bureau, 

Due date: April 1, 1984. 



Attachment B 

Draft Cable 3/5/84 

ACTION: Bamako, Banjul, Dakar, Ndjamena, Niamey, Nouakchott, 

Ouagadougou, Paris (OECD for Fell) , Praia 

SUBJECT: Sahel Development Strategy Statement (SDSS) 

REF: A. State 018698; B. 1983 State 186149 

1. In ref A (3/III c), the Sahel Management Assessment Team 

(SMAT) discussed the SDSS in the context of the latest draft now 

approaching completion: Quote Strategy preparation process, 

SWA/SDPRO/SMDC might appoint a small task force (two or three 

representatives from SMDC, one representative from SWA and Director, 

SDPRO) to work intensively for a week on the Statement End Quote. 

Circulation of the draft through CILSS/Club was also suggested. 

2. The SMDC meeting in Kigali on January 29, 1984 took up this 

proposal and agreed on a course of action asking each Mission Director 

and the Director, SWA to provide SDPRO with annotated copies of the 

SDSS draft on/about February 25, 1984. SDPRO would produce a revised 

draft and discuss its main concepts -- not a draft -- with CILSS/Club 

representatives. In mid-March, the Mali, Senegal and The Gambia 

Directors/Rep, representing the entire SMDC, and the Directors, SDPRO 

and SWA (or designee of latter) would meet in Dakar to prepare and 

approve a final SDSS for submission on about April 1, 1984 for Africa 

Bureau review and approval. 

3. In the paragraphs that follow are some observations and 

suggestions submitted by SMAT based on a review of the draft SDSS and 



discussions with various AID and State representatives during SMAT'S 

Washington and field visits. This material is forwarded for such use 

as the SWA/SDPRO/SMDC group may decide and with a suggestion that all 

addressees may wish to comment (to Dakar) on the ideas set forth. SMAT 

suggests that it may also be useful to review the SDSS guidance (ref B )  

for additional points that should be considered. 

A. The effort to prepare a SDSS has been under way for some 

time. Much important work has been done but the present draft does not 

in our opinion sufficiently reflect some gaps and open questions left 

by the CILSS/Club strategy. For example, there is little discussion of 

the domestic financial resource constraints now impeding development -- 
and in many cases current government operations. If the donors come to 

the conclusion that the Sahel countries are doing everything possible 

to mobilize domestic resources for development (which is doubtful), 

then they will have to show a much greater willingness to finance local 

costs, including recurrent costs. 

B. The Team was pleased to see that the draft SDSS takes a 

20-year perspective, while proposing intermediate, shorter-term goals 

and measurable targets. To increase public and Congressional 

understanding of the program, the Team recommends formulation of goals 

and targets that relate to (a) the emphasis of the current development 

effort on institution building (regional and national institutions), 

research and experimentation, and the provision of basic services; and 

(b) the areas of future emphasis, such as improvement of agricultural 

price policies (outputs and inputs) and the role of the private sector. 

C. It may well turn out that the agriculture and rural 

sectors should be the single (or main) focus for U.S. assistance 

programs, but they cannot be the only principal focus for analysis. 



The SDSS should in our opinion give increased attention to other areas 

such as transport in which complementary action must be taken (not 

necessarily by the U.S.) to permit agricultural development programs to 

come to fruition. Given the high cost of transport, consideration 

might be devoted to infrastructure projects, taking account of world 

Bank findings regarding high rates of return in some Sahel countries 

for maintenance of roads and appropriate use of labor intensive 

approaches. 

D. ~t is also clear that the change of what is essentially 

subsistence agriculture into more productive market agriculture depends 

heavily on demand for Sahelian food products in urban markets which are 

turning heavily toward higher quality imported food (some of it coming 

in at subsidized prices) and on the availability at reasonable prices 

of both producer and consumer goods needed by the rural population. 

E. The proposed increased focus on matching AID-financed 

programs more closely with available resources, indigenous management 

capability, and policy reforms also requires an increased effort at 

collaborative programming with host governments and closer coordination 

with other donors. In particular, the World Bank and the IMF have 

considerable capability for economic and technical analysis, policy 

advice and forward planning as well as evaluation. The Team recommends 

greater use of the flexibility in the Sahel appropriation (no year 

funds of non-functional character), not only for projects which can 

support policy reform (such as increasing reliance on the private 

sector and the adoption of market-oriented policies in general), but 

also for other changes in the program mix. 

F. The result of such program changes carried out gradually 



as existing activities phase out, can be fewer projects overall and 

increased reliance on turn-key projects employing AID contracted 

managers and technicians in operational positions within cooperating 

Sahelian institutions. (Greater use of AID-financed managers and 

technical personnel in operational positions should also be considered 

for existing projects.) This approach would reduce the burden on the 

limited management capability of host countries, provide needed 

training, and probably reduce requirements for OE-funded AID personnel. 

G. Some ~issions have indicated that past U.S. strategy 

statements for the Sahel have not made sufficient allowance for the 

dissimilarities among the different Sahelian countries in their 

physical and human endowment and the relative state of their 

development. The Team recommends that the SDSS provide a broad 

framework for the u.S. financed programs in the Sahel region. It 

should give particular attention to areas which lend themselves to a 

joint or to a cooperative approach, but should provide sufficient 

latitude so that individual country Missions are able to develop 

programs to suit the particular needs of their country. The SDSS 

should provide a rationale for regionally funded programs. 

H. Some of the CILSS/C~U~ Working Groups have been examining 

problems of common interest and those that might be attacked either on 

a common or coordinated basis, such as research and food security. 

These need to be integrated into the strategy which also should be 

extended to cover other subjects such as intra-regional trade and 

migration and economic relationships with neighboring, especially 

coastal, countries. 

I. The country programs should take into account not only 

the needs of the countries themselves and the state of their 



development but also the state of political relations. Senegal, ~ i g e r ,  

Mali, and upper Volta probably have the resources and potential to 

justify a full-fledged U.S. developmental effort, Mauritania, The 

Gambia and Cape Verde may have neither the resource base nor the 

governmental infrastructure to justify such extensive programs. 

Consideration might be given to a gradual reduction of u.s.-financed 

activities to humanitarian concerns (food aid) and to ameliorating 

human resource constraints through expanded training opportunities. 

Such programs could be carried out with a limited AID presence (one or 

two persons attached to each Embassy and operating with direction and 

support from Dakar). Chad is a special'case which would ordinarily 

call for a limited approach but current circumstances seem to justify a 

special approach limited to relief and rehabilitation activities, while 

political tides continue to ebb and flow. 

J. Finally, the SDSS needs to deal with the requirements for 

regional projects in a way which persuades U.S. Ambassadors and the 

Sahel countries themselves of their utility, even though allocations 

for some regional projects may not benefit all countries equally, For 

example, current guidance (ref b, para 3B) suggests under political 

factors that the political impact of AID programs be strengthened by 

identifying the "national benefits of regional programs." Too little 

attention has been given to the mutual benefits realized among Sahelian 

countries from all regional activities, especially in view of the broad 

similarities of political, technical, and socio-cultural systems and 

the great potential for replicabilhy and avoid the need to unnecessary 

duplication. 

SMAT - 3/5/84 



I I 
U N C L A S S I F I E D  

I t l f l E D I A T E  BAf lAKO- BANJUL I I I M E D I A T E I  DAKAR I n n E D I A T E -  NDJAMENA 
IPIMEDIATEI  NIAMEY I ~ ~ M E D I A T E I  NOUAKCHOTT I U H E D I A T E I  

A I D A C  D A 3 U R l r f f l D R m m M R ? c A  

T A G S :  

S U B J E C T :  SAHEL RANAGEflENT ASSESSUENT PROGRESS REPORT 

REF: STATE OLdb9B 

1. I N  REFTELI SAHEL RANAGEMENT ASSESSHENT T E A n  i S t I A T 1  
SURRARIZED I T S  PROGRESS REPORT FOR A L L  ADDRESSEES. AS A 
FOLLOW UP, COPIES OF F U L L  REPORT WERE FORWARDED D I R E C T L Y  
TO A L L  SAHEL n I S S I O N S  AND/OR G I V E N  TO I l I S S I O N  REPS AT 
K I G A L I  DIRECTORS'  CONFERENCE* 

2. SKAT WOULD APPRECIATE COflflENTS AND SUGGESTIONS 
EREQUESTED BY FEBRiJARY L5 I N  REFTEL)  FROt l  USAIDSI  
E I I B A S S I E S ,  REDSO/WCA AND SAHEL REGIONAL O F F I C E S *  Y Y  
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ACTION PRECEDENCE: OUAGADOUGOU I ~ ~ ~ E D I A T E I  P R A I A  I R n E D I A T E -  
AeIDJAN I f l f l E D I A f E  



AGENCY FOR LNTEm'ATIONAL D E \ C E L O P W  
Office of the Executive Secretmy 

F e b r u a r y  6 ,  1984 

TO: J a y  F. Morris, DA/AID 

FROM: P a t t y  P e t t i t ,  ES 

SUBJECT: AFR Memo re S a h e l  Nanagement 
Assessment  

The a t t a c h e d  w a s  r e t u r n e d  t o d a y  from 
P e t e r  McPherson w i t h :  

" J a y .  . . . you  s h o u l d  r e a e .  Thzaks. " , 

cc: Glenn P a t t e r s o n ,  DAA/AFR i 
F r a n k  D o n a t e l l i ,  AA/AFR i 



AFR: Sahel Management Assessment 

' r e l im inary  f indings and recommendations o f  the  Sahel Management Assessment 

Team. 

k o f e d  f&p,,; 



SUBJ AFR/GEK 

UNITED STATES INTERNATIONAL DE'dELOPMENT COOPERA'TION AGENCY 

A G E N C Y  F O R  I N T E R N A T I O N A L  D E V E L O P M E N T  

W A S H I N G T O N  D C 2 0 5 2 3  

mw 
INFO R / ~ F _  , - . . 

. .. 

INFORMATION MEMORANDUM FOR THE ADMINISTRATOR 

FROM : AA/AFR, Glenn 0. patterson (Acting 

SUBJECT: Sahel Management Assessment 

REF : Discussions Held January 19, 1984 in Conjunction with 
Senegal Director Designate Sarah Jane Littlefield's 
Visit 

A S  you had requested in the referenced meeting, AFR/S~?A is 
providing you a synopsis of the Sahel Management kssessment 
?e~a's preliminary findings and recomm~ndations, along with 6 
copy of their cable, State 018635, which solicited Sahel 
ilission's comments on their report. 

The Team's synopsis addresses issues you had raised at the 
recent meeting, e.g., the issue regarding "no yearw funding 
authority. 

AS indicated earlier, the Team is available to meet and discuss 
with you in greater detail their initial findings. 

Attachments: Sahel Management Assessment Team 
'Summary of Principal Findings/~ecommendations\ 
and State 018698 



sahel  Management Assessmeqt Team LSBSLL 

Swmaru nf r r i n c i e a l  EindLsssLBncnrnmendatf~n~ 

The f o l l o w i n g  h i g h l i g h t s  t h e  f i n d i n g s  and recommendations o f  most 

concern t o  A / A I D  and/or most r e l e v a n t  t o  d i scuss ions  o f  t h e  SDP w i t h  

t h e  Congress: 

1. The concept o f  a  spec ia l  long-term Sahel development program 

remains v a l i d  and A I D  management should r e c o n f i r m  i t s  v a l i d i t y .  

2. The SDP r e g i o n a l  s t r a t e g y  now i n  p r e p a r a t i o n  shou ld  cons ider  

f o r m u l a t i o n  o f  i n te rmed ia te  goa l s  and t a r g e t s ,  t a i l o r i n g  p r o j e c t s  

and programs t o  suppor t  p o l  i c y  o b j e c t  i ves and deve l  opment o f  an 

a1 t e r n a t i v e  program m i x .  

3. AID/W should  reduce t h e  p ressure  on miss ions  t o  meet o b l i g a t i o n  

t a r g e t s  and use t h e  no-year fund ing  a u t h o r i t y  p rov ided  by 

Congress. 

4. AFR should re -o rgan ize  and d e - c e n t r a l i z e  t h e  management o f  

t h e  SDP. 

5. AFR and o the r  A I D / W  o f f i c e s  and t h e  USAIDs should  mu tua l l y  

suppor t  t h e  process o f  s t reng then ing  and improv ing SDF 

management. 

6. Management i n  t h e  f i e l d  s h o ~ ~ l d  be s t rengthened by M iss ion  

developed i n f o r m a t i o n  and c o n t r o l  systems and increased 

manageri a1 t r a i n i n g .  

These f i n d i n g s  a r e  discussed i n  more d e t a i  1  below. 

1. SQP Cgqceet -- Most people  i n t e r v i e w e d  i n  A ID /W d i d  n o t  see t h e  SDP 

as s p e c i a l  ? i n  s p i t e  o f  obv ious and c o n t i n u i n g  Congressional  i n t e r e s t .  

They thought  t h e  Sahel was g e t t i n g  t o o  much a t t e n t i o n ,  t o o  much money. 



and t o o  many people. USAID D i r e c t o r s  and fimbassadors a l s o  seem t o  have 

l o s t  t h e  v i s i o n  o f  t h e  SDP designers.  The Team be1 i e v e s  t h e r e  a re  a  

number o f  p o l i t i c a l ,  t e c h n i c a l ,  and developmental reasons f o r  t r e a t i n g  

Sahel ian problems on an i n t e g r a t e d  bas is .  The lack: o f  s i g n i f i c a n t  

progress i n  i n c r e a s i n g  incomes and p r o d ~ t c t i o n  and t h e  spate o f  

~ ~ n f a v o r a b l e  audi  t 5  have overshadowed t h e  s i g n i f i c a n t  ga ins  i n  c r e a t i n g  

s t r ~ t c t ~ t r e s  and i n s t i t u t i o n s ,  t h e  improv ing c l i m a t e  f o r  p o l  i c y  changes. 

and t h e  j.nclPeasing knowledge of Sahel ian conditions and o f  what w i l l  

and w i l l  n o t  work there .  These ga ins  o f f e r  a base f o r  g rea te r  progress 

i n  t h e  f u t u r e  i f  t h e  U.S. s tays  t h e  course as a  f u l l  pa r tne r  i n  

Sahel ian development. The fo r thcoming  annual r e p o r t  t o  t h e  Congress on 

t h e  SDP might  be a  u s e f u l  v e h i c l e  f o r  r e c o n f i r m i n g  p u b l i c l y  t h e  

v a l i d i t y  o f  t h e  s p e c i a l  Sahel i n i t i a t i v e .  

3 sIlE s&ra&egy -- The Team reviewed t h e  d r a f t  Regional  Development 

S t ra tegy  Statement now i n  p r e p a r a t i o n  i n  t h e  f i e l d  and was pleased t o  

see t h a t  i t  takes  a  20-year perspec t i ve ,  w h i l e  propos ing i n te rmed ia te  

s h o r t e r  term s t r a t e g i e s .  To inc rease  pub1 i c and Congressional 

unders tanding o f  t h e  program, t h e  Team recommends t h e  ' f o rmu la t i on  o f  

i n t e r m e d i a t e  goa l s  and measurable t a r g e t s  which r e l a t e  to :  (a) t h e  

emphasis o f  t h e  c u r r e n t  development e f f o r t  on i n s t i t u t i o n  b u i l d i n g  

( r e g i o n a l  and n a t i o n a l  i n s t i t u t i o n s )  and t h e  p r o v i s i o n  o bas ic  

serv ices :  and (b)  t o  areas of  f u t u r e  emphasis, such as improvement of: 

a g r i c u l t u r a l  p r i c e  p o l  i c i e s  (ou tpu ts  and i n p u t s )  and i n c r e a s i n g  t h e  

r o l e  o f  t h e  p r i v a t e  sec to r .  

The team recoanizes t h e  d i f f i c u l t i e s  a r i s i n g  f rom poor hos t  count ry  

p o l i c y  environment i n  t h e  Sahel i n  t h e  p a s t  and t h e  uneven pace of 

ongoing p o l  i c y  improvements i n  t h e  v a r i o u s  coun t r i es .  Nevertheless,  



the '  team b e l i e v e s  t h a t  programs and p r o j e c t s  should  i n c r e a s i n g l y  be 

t a i l o r e d  t o  suppor t  p o l  i c y  o b j e c t i v e s ;  e. g . ,  i n c r e a s i n g  r e 1  iance  on 

p r i v a t e  i n i t i a t i v e s ,  adop t iny  market o r i e n t e d  p r i c e  p o l i c i e s  and 

improv ing  mobi 1  i z a t i o n  o f  domestic resources.  

The Team a l s o  s ~ l g q e s t s  a  rev iew of t h e  program mi:.:, w i t h  cons ide ra t i on  

t o  a d d i t i o n a l  i n f r a s t r u c t u r e  t y p e  p r o j e c t s  (e.g., maintenance and 

be t te rment  0.1: t r a n s p o r t a t i o n  1  inks ,  i r r i g a t i o n )  and program ass is tance,  

when i t :  can suppor t  d ia logue  t o  e f f e c t  p o l i c y  changes. Country 

proc~rams shoul cl g i v e  greater ,  a t t e n t i o n  t o  t h e  management c o n s t r a i n t s  

r e s ~ 1 1  t i r r g  f rom human resource  1 i m i t a t i o n s .  The r e s ~ r l  t should  be fewer 

p r o j e c t s  i n  fewer s e c t o r s  and more t~1rnC::ey p r o j e c t s ,  employing AIP- 

con t rac ted  t e c h n i c i a n s  and managers i n  o p e r a t i o n a l  p o s i t i o n s  w i t h i n  

implement ing Sahel i a n  o rgan iza t ions .  T h i s  approach cou ld  p r o v i d e  

needed t r a i n i n g  and such p r o j e c t s  u s u a l l y  can be admin is te red  w i t h  

fewer d i r e c t - h i r e  personnel .  

SDF funds a r e  n o t  governed by t h e  p r i o r i t y  areas o f  t h e  e x i s t i n g  

f~.\nc..t ionaI. accounts (FA4 Sec t ions  103-106). T h i s  f l e x i b i l i t y  o f f e r s  

ql-.eater latitude i n  t h e  f olr.nrulation o f  bo th  r e q i o n a l  and coun t r y  

s t r a t e g i e s  t h a t  Cocus e f f e c t i v e l y  on t h e  s i m i  l a r i t i e s  and d i v e r s i t i e s  

arnonq t h e  Sahel i a n  na t ions .  SMAT b e l i e v e s  t h i s  f 1e:c ib i l  i t y  has n o t  

been +ul 1 y  appr-eci a ted and used. 

7 ._. . "Movinq -. Mo~ey>~yndre!?!z and NszYeay Eundj-nq A u t h ~ r i L y - - T h e  Team 

f.ound t h a t  t h e  u n r e l e n t i n g  push t o  meet o b l i g a t i o n  dead1 ines,  coupled 

w i t h  r e q u i r i n g  a l l  o b l i g a t i o n s  be fo re  t h e  end o f  August, has r e s u l t e d  

i n :  

CI Fi~~stied PI -o jec t  design, r e s u l t i n g  i n inadequate d i  a1 ogLle w i t h  the 



hos t  coun t r y  d u r i n g  design, i n s u f f i c i e n t  a t t e n t i o n  t o  l o g i s t i c a l  

and a d m i n i s t r a t i v e  requirements,  and Miss ions '  acceptance o f  

i n a p p r o p r i a t e  A I D / W  reques ts  f o r  i n c l u s i o n s / d e l e t i o n s  o f  p r o j e c t  

elements o r  requ i rements .  

o  Hasty nego t j  a t  i o n  and s i g n i n g  o f  p r o j e c t  agreements, thereby 
/ 

postponing o r  ove r l ook ing  p o t e n t i a l  implementat ion problems. 

o  I n s i s t e n c e  t h a t  hos t  government o f f i c i a l s  s i g n  o b l i g a t i n g  

documents w i t h o u t  adequate rev iew  w i t h i n  t h e i r  o rgan i za t i ons .  

o  L a s t  minute  reques ts  f rom AID/Washington t o  o b l i g a t e  funds  f o r  

p r o j e c t s  f o r  which no ob l  i g a t i o n  had been planned. 

1-he team recommends t h a t  AID/AFR be encoul-aged, t o  use t h e  no-year 

f und ing  a u t h o r i t v  p rov ided  by t h e  Congress. T h i s  c o u l d  reduce t h e  

unnecessary o b l i g a t i o n  pressures; on t h e  miss ions  a t  y e a r ' s  end, p r o v i d e  

funds d u r i n g  t h e  f i r s t  q u a r t e r  when they  u s u a l l y  a r e  n o t  a v a i l a b l e ,  and 

smooth t h e  f l o w  o f  o b l  i g a t i o n s  and n e g o t i  a t i o n  worl.::l oad. 

The p r imary  o b j e c t i o n  g i ven  t u  u s i n g  t h e  "no-year" a u t h o r i t y  i s  a 

r i s k  t h a t  a  lower l e v e l  o f  o b l i g a t i o n  woulcl r e s u l t  i n  r e d u c t i o n s  i n  

a p p r o p r i a t i o n s  i n  t h e  subsequent f is jca l  year.  SMQT doubts  t h a t  

o b l i g a t i o n s  would drop 5 ign i . f  i c a n t l  y, except  p o s s i b l y  i n  t h e  f i r s t  year 

t h e  no-year a u t h o r i t y  was used. QID" h i g h e s t  p r i o r i t i e s  i n  t h e  Sahel 

are t h e  s e l e c t i o n  and des ign  o f  good p r o j e c t s  and p ruden t  use o f  monies 

a l ready  a v a i l a b l e ,  n o t  o b l i g a t i n g  ever - inc reas ing  amounts o f  money. 

Should a  sma l l  r e d u c t i o n  i n  o b l i g a t i o n  a c t i v i t y  occur f o r  a year, i t  

would l i k e l y  be f o l l o w e d  c l o s e l y  by inc reased  resource  f l o w  as funds 

were handled more e f f i c i e n t l y ,  p r o j e c t s  designed b e t t e r  and p i p e l i n e s  

reduced. We would expect  t h e  Congress t o  respond poc - ; i t i ve l y  t o  t h i ~ ;  



improved management performance by i n c r e a s i n g  a p p r o p r i a t i o n s  i n  

subsequent years  i f  so requested. 

o r g a n i z a t i o n a l  u n i t s  d i r e c t l y  i n v o l v e d  i n  SDP p lann ing  and 

implementat ion i n c l u d e  AFR/SWA, t h e  Sahel Development F'1 anning 

Regional O f f  i c e  (SDF'RO) i n  Ma1 i , t h e  Sahel M iss ion  D i r e c t o r s '  Counci 1  

(SMDC), USkID Upper V o l t a 7 s  L i a i s o n  O f f i c e  w i t h  CILSS ( t h e  Sahel ian 

c o o r d i n a t i o n  agency), t h e  R iver  Bas in  Development O f f i c e  (KBDO) i n  

Seneqal, and LJ.  S. repr-esenta't j .  on on t h e  donor-.sponsored Club du Sahel 

S ~ + ~ r e t a r - i a t  i n  OECD irr P a r i s .  Whi le  a1 1  a r e  pe r fo rm ing  ~ r s e f u l  

f~ . r r lc t ions,  t h e  Team b e l i e v e s  t h a t  they  a r e  n o t  ach iev inq  t h e i r  

p o t e n t i a l  nor  p ruv id i r rg  t h e  sy r re rg i s t i c  e f f e c t  needed, p r in ra r i  1  y f o r  

l a c k  o f  d i r e c t i o n  and inadequate coo rd ina t i on .  

The Tearrt recomrr~ends t h e  e s t a b l  ishment i n  Dakar o f  a  Sahel Program 

Coordj.na.trion O f f i c e  (SF'CO) headed by a  Coord inator  w i t h  t h e  rank: o f  

Deputy Ci!i i~;istant Admin i s t ra to r .  SDF'RO and KBDO would be i n co rpo ra ted  

i n t o  S13CCl, and s t a f f  added t o  pertnit: SF'CO t o  perfor-m t h e  s e r v i c e  

f urlctii on5 i n  t h e  Sahel t h a t  a r e  curl-ent. ly p rov ided  by HEDE;O/WCA. The 

Coord inator  wo~11.d t a k e  d i r - ec t  r e s p o n s i b i l i t y  far- t h e  l i a i s o n  w i t h  

CILSS and t h e  Club du Satlel. The Team would x e n v i s i o n  t h e  t r a n s f e r  t c !  

SF'CO of a number o f  f i . \nc t ions now perr+ormed i n  AID/W such as budget 

managem~nt ancl a1 l o c a t i o n ,  approval  o f  p r o j e c t s ,  a1 l o c a t i o n  o+ 

personnel  c e i l  i n g s  and ope ra t i ng  expense funds, and p r e p a r a t i o n  o f  t h e  

Conpl-essi onal  F'r-esentat i on and t h e  annual r e p o r t  t o  t h e  Congress on t h e  

SDP. Conseq~rent ly ,  i t  s h o ~ r l d  be p o s s i b l e  f o r  AFF? t o  dea l  w i t h  t h e  

Sahel g e n e r a l l y  as a s i n g l e  u n i t  r a t h e r  tharr as e i g h t  countr- ies,  



t h e r e b y  r e d u c i n g  AFH's w o r k l o a d  s i g n i f i c a n t l y .  

5 .  H e a d q ~ g r t e r s / F i e l d  l33lationsihiez --The f i e l d  m i s s i o n s  f e e l  t h a t  

" W a s h i n g t o n  is t h e  enemy"  a n d  t h w a r t i n g  f i e l d  e f f : o r t s  t o  i m p l e m e n t  

p r o j e c t s .  By t h e  same t o k e n ,  FIID/W e x e r c i s e s  a g e n e r a l  s e n s e  o f  

s C . : e p t i c i  s m  a b o u t  w h e t h e r  f i e l d  m i s s i o n s  a re  u s i n g  t h e i r  a u t h o r i t y  

a d e q u a t e 1  y  a n d / o r  m a n a g i n g  t h e i r  m i s s i o n s  a n d  r e s o u r c e s  e f f e c t i v e l y .  

SMAT f o u n d  e v i d e n c e  t o  s u p p o r t  t h e s e  c o n c e r n s :  

o U n r e l e n t i n g  p r e s s c . ~ r e  t o  meet o b l i g a t i o n  t a r g e t s  ( o f  t e n  

a r t i f i c i a l  a n d  a r b i t r a r y ) ,  

o U n d e r c u t t i n g  o f  t h e  s p i r i t  of f i e l d  d e l e g a t i o n s  b y  

requiring: ( a )  F ' r o j e c t  P a p e r  (F'P) l e v e l  o f  a n a l y s i s  i n  P r o ~ e c t  

I d e n t i f i c a t i o n  D o c u m e n t s  (F ' IDs)  ; a n d  ( b )  PP a p p r o v a l  i n  AID/W 

e v e n  t h o u g h  t h e  p r o ~ e c t  f a l l s  w i t h i n  f i e l d  a u t h o r i t y .  

o D e l a y s  i n  or i n a d e q u a t e  r e s p o n s e s :  w a i v e r  d e c i s i o n :  S e c t i o n  

121 ( d l  cer t i f :  i c a t i  o n ;  p r o j e c t  a n d  n o n p r 0 , j e c t  a s s i s t a n c e  

a p p r o v a l s ;  f e e d b a c k  o n  b u d g e t  r e v i e w s ;  a n d  s t a f f i n g  a c t i o n s  

( p o s i t  i o n 5  ~ ~ n f i l l e d  +or m o n t h s ,  i n a d e q u a t e  t r a i n i n g  

p o s s i  b i  I. i t i  es, a s s i .  g n m e n t  o f  m i n i  m a 1  1  y qua ] .  i f  i e d  p e r s o n n e l  ; 

o T o o  many AID/W I - e q u e s t s  +or. conrrnent a n d  i n f o ~ ~ m a t i o n ;  

o L i m i t e d  u s e f u l n e s s  o f  most AID/W r e v i e w s :  CDSS, ASS, 

F ' I D ,  F'F'. 

o A u d i t o r s  lacl:: o b j e c t i v i t y  a n d  f a n l i l i a r i t y  w i t h  AID a n d  it.-; 

d e v e l o p m e n t  g o a l  s. 

I m p l e m e n t a t i o n  o f  r e c o i n m e n d a t i n n s  u n d e r  3. a n d  4. above w o u l d  g o  f a r  

t o w a r d  a l l e v i a t i n g  some o f  t h e  f o r e g o i n g  c o n c e r n s .  I n  a d d i t i o n ,  SMAT 

r .ecornme~-)ds grea.t,er PI-, iori  t y  t o  f  i 1 1  i n g  Sahel. direct h i  r e  p o s i  t.i on5 o n  a 

more t i m e 1  y  b a s i s  w i t h  e x p e r i e n c e d ,  w e l l  q u a l i f i e d ,  a n d  l a n g u a g e  



p r o f i c i e n t  personnel .  

6. S t reng then ing  Miss ion  Management--Most M i  s s i  ons need t o  s t reng then  

i n te l - na l  mechanisms f o r  f 01 low-up, mon i to r ing ,  and c o n t r o l  o f  p r o j e c t  

inrplementationl=;. The suppor t  o f  hos t  coun t r y  development e f f o r t s  

should  be g i ven  qreat.Fr weight by bo th  AID/W and USAIDs i n  s e t t i n g  

day-to-day PI-i 0 1 - i t i e s  and est.ab1 i s h i n g  of. procedures. Furthermore, 

SMfiT i s  a l s o  cons ide r i ng  recommendations f o r  t r a i n i n g  o f  managers a t  

t h e  M i  s s i u n  l e v e l ,  AFR estab l ishment  o f  an "Operat ions Appra isa l  

S ta f f  ", and t h e  des ign of two s p e c i a l  p r o j e c t s :  

o A r e v o l v i n g  -fund t o  f inarlce pre- implementat ion p r o j e c t  

e:.:pendi t u r ~ ! ~ , .  

o An i n i t i a t i v e s  p r o j e c t  t o  pay f o r  s t ~ t d i e s ,  t r a v e l  .o f  hos t  

coun t ry  o+ f  i c i a l s  and smal l  p r o j e c t s  r e l a t e d  t o  p o l i c y  

d i  alngue, promot ion o f  t h e  p r i v a t e  sec to r ,  p r e - p r o j e c t  t e s t i n g  

o-f technolog ica l .  i nnova t ions ,  o r  o the r  non-pro jec t  o r  plr.e.- - 
p r o j e c t  i n i  t j . a t l v e s .  

Attachments: 

A -- B i o  Sketches o f  SMnT Members 

Ec - Summary Cable on ~ssessment  of A I D  Sahel Program 
Management Capac i t i es  and Requirements 
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Attachment A 

E l o g r a p h i c  S k e t c h e s  o f  t h e  
S a h e l  Management  A s s e s s m e n t  Team 

l - h e  . t e a m  is  comprised o f  Thomas C. I r v i n  (Team L e a d e r ) ,  Walter F u r s t ,  
Far\::,= M a s s e y ,  J a m e s  Housh ,  a n d  Sam T h o r n b u r g .  A1 1  f i v e  are f o r m e r  
S e n i o r  A I D  O f f i c e r s  w i t h  e x t e n s i v e  f i e l d  e x p e r i e n c e ,  much o f  i t  i n  
A f r i c a .  

I r v i n :  S e r v e d  w i t h  AID f r o m  1 9 6 7  t o  1 9 7 9 ,  h a s  h e l d  s e n i o r  p o s i t i o n s  i n  .----- 
AID S a i g o n ,  D i r e c t o r ,  R e g i o n a l  Economic  D e v e l o p m e n t  O f f i c e ,  BanqkoC::, 
a n d  AID R e p r e s e n t a t i v e  B e i r u t .  S i n c e  1979 h a s  w o r k e d  a s  p r i v a t e  
c o n s u l t a n t  almost e:.:c:lusivel y  i n  t h e  S a h e l  o n  AID-CILSS a c t i v i t i e s .  

Ey--t: S e r v e d  38 y e a r s  w i t h  AID a n d  p r e d e c e s s o r  a g e n c i e s  m a i n l y  i n  
E u r o p e .  A s i a  arid W a s h i n g t o n  i n  . p r o g r a m  d e v e l o p m e n t  a n d  management  
p ~ s i t i u n s .  S e r v e d  a s  A s s i s t a n t  Director f o r  P r o q r a m  w i t h  
U S f i I D / N i p e r i a .  L a s t  AID a s s i g n m e n t  a s  S e n i o r  E v a l u a t i o n  O f f i c e r  i n  
AID/W i n v n l  ved  s e v e r a l  b r i e f  S a h e l  a s s i g n m e n t s  f o r  p r o g r a m  e v a l u a t i o  
a n d  d e s i g n .  S i n c e  retirerrle17t, F u r s t  s e r v e d  o n  a n  e v a l u a t i o n  team i n  
Ma1 i . 
flasqey: O r i g i n a l  1 y  w i t h  State? o p e n e d  f i r s t  C o n s u l  t a t e  i n  A b i d j a n  i n  
1357 .  W i t h  AID f ron t  1963 t o  1 9 7 9 , .  h o l d i n g  p o s i t i o n s  a s  F i n a n c i a l  
A n a l y s t ,  . E c o n o m i s t ,  C a p i t o l  D e v e l o p m e n t  O f f i c e r ,  D e p u t y  Director a n d  
AID R e p r e s e n t a t i v e ,  m o s t l y  :in L a t i n  h m e r i c a  a n d  AID/W. H a s  h a d  t w o  
p r e v i o u s  c o n s u l  t i . n g  a s s i g n m e n t s ;  i n  t h e  S a h e l ,  wh ich  e n t a i l e d  v i s i t s  t o  
S e n e g a l ,  Maur i  t a n i  a ,  Mal i , a n d  Upper' Vol t a .  - 
Rgwsh : S e r v e d  25 y e a r s  w i t h  AID a n d  p r e d e c e s s o r  a g e n c i e s ,  i n c l u d i n g  
over-. si :.: y e a r - s  i n  Af r i  c:a ( o p e n e d  A I D  M i s s i o n  i n  CarnerGoon . H a s  a 1  so  
s e r - v e d  i n  s e n i o r  p o s i t i o n s  i n  R s i  a  ( V i e t n a m ) ,  L a t i n  America (Dep i r ty  i n  
ROCAF-' a n d  Director i n  C h i l e ) ,  a'nd FIID/W. S i n c e  r e t i r e m e n t  i n  15'79, h a s  
dni-1~ col-15~11 t i  n g  ( e v a l  u a t  1 on$  a n d  management  a s s e s s r n e r ~ t s )  i n  Ma]. i , 
n i g e r ,  a n d  S e r ~ e g a l  i n  t h e  S a h e l  p : lu s  e v a l u a t i o n s  o f  AFR/RA r e g i  a n a l  
p r o j e c t s  a n d  t h e  evaluation sys t :em of the 4 F r i  c a n  Development B a n k .  
I-ias !zerved  a s  t r a i  r ~ e r  i r l  a d a c u n t e n t a t i  nr).  w o r k s h u p ,  a w o r k s h o p  
on  t h e  i m p a c t  of: a g l - i c u l t u r " a 1  p o l i c i e s  o n  f o ~ d  c o n s u m p t i o n ,  a n d  a 
t e c h n i c a l  a s s i  s t a n c e  w o r k s h o p  i n  Cameroon f  n r  LJSAID c o n t r a c t  e ; . : p e r t s  
arid - t l ie i  I-. c o u n t e r p a r - t s  I. 1-1 a g r i c u l t u r a l  a n d  r u r a l  d e v e l o p m e n t .  

Thornbctr-y: ---. ! se rved '  w i t h  AID flront 1 9 5 6  t o  1 9 7 9 i n  B o l i v i a ,  ' N i g e r i a ,  
' J i e t n a n ~  a n d  AID/W. A s  Director of SER/MO I n  AID/W, T h o r n b u r q  
p a r t i c i p a t e d  1.n SMDC m e e t i n g s  a n d  w a s  c o n c e r n e d  w i t h  t h e  nf 
1oy i s t i c : s  a n d  J A O  o r e g a n i i a t i o n  t h r - o u g h o u t  t h e  S a h e l  . S i n c e  
r e t i r e m k n t : ,  h e  has worked f o r  AFR/DR, t h e  A I D  A f f a i r s  0 . f f i c e  i n  
Euru r id i  , c o n d u c : t e d  a !s tudy o f  a d m i . n i c j t r a t i o n  a n d  1  oui =;ti c a l  s u p p o r t  f n r  
c o n t r a c t o r  pe l - . sonne l  i n  M a u r i t a n i a ,  ' The Gambia ,  , N i q e r  a n d  L i b e r i a ,  and  
c a l . ~ t i n u e d  t o  be i n v o l  vecl i n  S a h e l  a d m i n i s t r a t i v e  management  i s s u e s .  He 

a l s o  h a d  e i g h t  a .= ,s i .ynments  w i t h  t h e  O f f i c e  of F o r e i g n  B u i l d i n g s  i n  
State. 
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300092 ( C >  STATE 6377 

* v  

A B I D J A N  FOR REDSO/WCA 

1. THE SAHEL MANAGEMENT ASSESSMENT TEAM I S M A T >  HAS 
SUBMITTED A PROGRESS REPORT F O R  F I E L D  AND A I P I W  REVIEW.  
C O P I E S  W I L L  BE HANDCARRIED TO K I G A L I  CONFERENCE. THE 
TEAM ALSO PREPARED THE ABRIDGED V E R S I O N  B E I N G  
T R A N S U I T T E D  BY T H I S  CABLE. T H I S  V E R S I O N  OflITS f lOST OF 
THE QUOTE WHAT THE TEAM HEARD UNQUOTE S E C T I O N  THAT UAS 
REPORTED TO SMDC X I I I .  THE QUOTE OBSERVATIONS AND 
PROPOSALS/XDEAS UNQUOTE S E C T I O N  I S  ALSO A B R I D C E D -  BUT 
S E T S  FORTH I D E A S  UNDER C O N S I D E R A T I O N  TO ALLOW SAHEL 
D IRECTORS AN OPPORTUNITY TO D I S C U S S  T H E 1  AT POST BEFORE 
K I G A L I .  THE SFlAT R E P R E S E N T A T I V E  HOPES TO R E C E I V E  
FEEDBACK AT THE R E E T I N G .  I N  AD~ITION- AS I N D I C A T E D  R E F  
I C I -  SORE OF THE PROPOSALS R E L A T E  TO THE PROPOSED AGENDA 
FOR THE S ~ C  METING WITH AAIAFR. THE T E A n  A L S O  

EDA 

T I  kt:, 
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WELCOMES CABLED COf lRENTS FROf l  U S A I D S q  E M B A S S I E S 1  SAHEL 
R E G I O N A L  O F F I C E S 1  AND REDSO/WCA { B Y  FEBRUAEY 151. 

2 .  S f l A T  B R I E F E D  A A / A F R l  DAAS L O V E  AND JOHNSON AND SWA 
ON JANUARY It3 ON GENERAL CONTENT OF PROGRESS REPORT. 

3 .  THERE FOLLOWS THE ABRIDGED V E R S I O N  OF THE S f l A T  
PROGRESS REPORT. 

I. I N T R O D U C T I O N :  SMAT I N T E R V I E W E D  A I D 1  STATE AND OTHER 
DONOR REPS I N  WASHINGTONq AND U.S. AND NON-U,S. 
PERSONNEL I N  U.S. M I S S I O N S / U S A I D S i  HOST GOVERNf lENTS i  AND 
DONOR O F F I C E S  I N  THE S A H E L I A N  COUNTRIES  DURING THE 
P E R I O D  SEPTEUBER-DECEIIBER 3 9 8 3 .  V I S I T S  ALSO I N C L U D E D  
THE C I L S S  E X E C U T I V E  S E C R E T A R I A T  I N  OUAGADOUGOUq C L U B  DU 
S A H E L  S E C R E T A R I A T  I N  P A R I S -  REDSO/WCA* AND A I D  R E G I O N A L  
O F F I C E S  I N  THE SAHEL.  ONE f lE f lBER OF S n A T  ATTENDED SMDC 
X I 1 1  AND PRESENTED A  S Y N T H E S I S  OF WHAT S f lAT  I IEMBERS HAD 
HEARD I N  WASHI>!GTON AND THE F I E L D  AND OFFERED A  FEW 
T E N T A T I V E  OBSERVATIONS.  T H I S  SUMflARY REPORT OFFERS 
F I E L D  M I S S I O N S  AND AFR O F F I C E S  SOf lE OBSERVATIONS AND 
T E N T A T I V E  C O N C L U S I O N S 1  AND PRESENTS SELECTED I D E A S  THAT 
HAVE BEEN SUGGESTED TO OR DEVELOPED BY THE TEAf l  FOR 
I f l P R O V I N G  THE f lANAGEf lENT OF A I D P S  SAHEL PROGRAfl.  T H I S  

,REPORT I S  I N T E N D E D  TO E L I C I T  FURTHER D I A L O G U E  W I T H  
' U S A I D S 1  E f l B A S S I E S ?  S A H E L  R E G I O N A L  O F F I C E S *  REDSO/WCAq 
AND I N T E R E S T E D  WASHINGTON O F F I C E S .  COf l f lENTS ARE 
REQUESTED BY FEBRUARY 2 5 .  DURING JANUARY AND F E B R U A R Y -  
THE TEAM U I L L  DEVELOP I D E A S  FURTHER AND I I A Y  SEEK 
COMMENTS ON S P E C I F I C  PROPOSALS.  
I I a  S Y N T H E S I S  OF WHAT THE T E A f l  HEARD 

A .  I N  WASHINGTON (BOTH A I D  AND STATE) 

L a  REGARDING THE SAHEL  DEVELOPMENT PROGRAfl {SDP) -- 
NOT SEEN AS S P E C I A L  BY MOST I N T E R V I E W E E S  ALREADY 
G E T T I N G  TOO f lUCH A T T E N T I O N ,  TOO f lUCH PIONEY- TOO 
MANY PEOPLE.  

2. D E L E G A T I O N S  OF A U T H G R I T Y  -- THE R I G H T  HAND 
G I V E T H  AND THE L E F T  WAND TAKETH AWAY. 
A U T H O R I T I E S  ABUSED. 

3 .  AFR PlANAGEtlENT -- TO0 C E N T R A L I Z E D *  I N S U F F I C I E N T  
DELEGATPONI S T A F F  OFFICES CANNOT HANDLE MORKLOAD. 

b -  IN THE F I E L D  CBOTH A I D  AND ST.ATE) 

m UASHINGTON I S  THE ENEf lY  -- SOtlE L? C I T A T I O N S .  
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2 .  PROJECT MANAGERS ARE FRUSTRATED -- WITH REASCN, 

3. S A H E L I A N  REGIONAL  I N S T I T U T I O N S  ARE WEAK/D IFFUSE.  

4 .  A I D  DOES NOT RESPOND TO COUNTRY P R I O R I T I E S .  

5. A U D I T  REPORTS ARE NOT O B J E C T I V E ,  I IANY A U D I T O R S  
ARE R E L A T I V E L Y  I N E X P E R I E N C E D  AND U N F A R I L I A R  d I T H  
A I D  AND I T S  GOALS. 

L .  S E C T I O N  2 2 2 C D l  C O n P L I A N C E  I S  D I F F I C U L T *  I T  
CAUSED C O N F L I C T  I N I T I A L L Y  WITH GOVERNPlENTS, BUT 
BETTER NANAGEIENT SHOULD RESULT.  

7. TOO MUCH E M P H A S I S  ON R E G I O N A L  STRATEGY. 

8. FACTORS DETERRING A I D  SUCCESS I N  THE S A H E L  -- 
MOST PRESENTED AT S I D C  X I I I .  

9 .  TOO WANY R E G I O N A L  P R O J E C T S  ABSORBING MONEY FOR 
LOWER P R I O R I T Y  A C T I V I T I E S .  

LO. SOME NEEDED CHANGES I N  STRATEGY AND T A C T I C S :  

- A. PROGRAM E M P H A S I S  -- MORE F U N D I N G  TO HUMAN 
- RESOURCEv QUOTE P E O P L E  ORIENTED UNaUOTE 
- PROJECTS,  f lANAGEf lENT T R A I N I N G  € I N C L U D I N G  
- ECONOMICS AND B U S I N E S S  A D M I N I S T R A T I O N ) ,  
- RESEARCH, I N F R A S T R U C T U R E  € E S P E C I A L L Y  FOR T R A F F I C  
- A R T E R I E S ) ,  NONPROJECT A S S I S T A N C E ,  SUPPORT OF 
- I N D I G E N O U S  P R I V A T E  SECTORS. 

. *  

- 0 .  NEW T A C T I C S  -- I N C R E A S E  C O N D I T I O N A L I T Y  OF A I D  
- TO PERFORMANCE, MORE RIGOROUS A N A L Y S I S  AND 
- HONESTY I N  P R E S E N T A T I O N ,  RECOGNIZE  S A H E L I A N S  
- nus t  DEVELOP THE SAHEL. 

11. SWAI Sf lDC, SDPRO- CLUB/OECDv  C I L S S  COMPLEX: 

- A. DONOR A I D  TERf lS  AND STANDARDS CREATE - PERSONNEL AND PROGRAM PROBLEMS FOR C I L S S  - S E C R E T A R I A T .  

- B e  C I L S S  S E C R E T A R I A T  H A S  NO CLEAR CONCEPT OF 
- CHANNELS FOR D E A L I N G  U I T H  A I D  ON PROJECT - 625-0911. 

- Cm L A C K  OF C L A R I T Y  ON R E L A T I O N S H I P  AND MUTUAL 
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R E S i J O N S I B I L I T I E S  OF S A H E L  R I S S I O N  D I R E C T O R S  
C O U N C I L  CSMDC) AND T H E  S A H E L  DEVELOPUENT 
P L A N N I N G  R E G I O N A L  O R G A N I Z A T I O N  C S D P R O I  HARPERS 
P R E P A R A T I O N  AND APPROVAL  OF A  R E G I O N A L  
DEVELOPMENT STRATEGY STATEMENT.  

D. SDPRO SHOULD BE:  1) A B O L I S H E D ,  11) 
TRANSFORMED I N T O  A S E C R E T A R I A T  FOR St lDCq 1 1 1 3  
MOVED TO OUAGA C I N  REDUCED NUMBERS) AND S E R V E  
ONLY AN A D V I S O R Y  F U N C T I O N  TO C I L S S i  I V )  B E  G I V E N  
EXPANDED R E S P O N S I B I L I T I E S  I N  BOTH R E G I O N A L  AND 
B I L A T E R A L  PROGRAM/PROJECT DEVELOPMENT AND 
I M P L E M E N T A T I O N ;  V) B E  A L L O C A T E D  SORE T E C H N I C A L  
PERSONNEL  CE.G.r  L A W Y E R *  CONTRACT O F F I C E R ,  
E N G I N E E R )  AND BECOME A  S A H E L  REDSO. 

- E.  SMDC SHOULD E X E R C I S E  [ORE P O L I C Y  A U T H O R I T Y  - V I A  T H E  RESOURCE A L L O C A T I O N  PROCESS. FOLLOW-UP 
- O M  A L L  SMDC D E C I S I O N S  SHOULD B E  VESTED I N  
- SDPRO. Sf'lDC H A S  TOO MANY M E E T I N G S ;  DOES NOT 
- R E G U L A R L Y  I N C L U D E  AMBASSADORS I N  SMDC S E S S I O N S .  

C. FROM S A H E L I A N S  AND OTHER DONORS ( I N  WASHINGTON AND 
F I E L D )  -- NEW 

1. SDPRO -- H A S  DONE U S E F U L  C A T A L Y T I C  WORK ON MANY 
- S A H E L  P O L I C Y  I S S U E S ;  REDUCE TO 3 OR 4 PERSONS 
- AND R E L O C A T E  TO OUAGA TO WORK W I T H  C I L S S  
- S E C R E T A R I A T  AND P A R T I C I P A T E  I N  C I L S S  WORKING 
- GROUP A C T I V I T I E S .  

a .  U . 5 -  MANAGEMENT S Y S T E M S -  P A R T I C U L A R L Y  I N  
- F I N A N C E  HAVE B E N E F I T E D  C I L S S ,  T R A I N I N G  SHOULD '  
- BE MORE S Y S T E R A T I C  AND W I D E L Y  A V A I L A B L E .  

3. C I L S S - C L U B  R E L A T I O N S  H A V E  I IYPROVED S T E A D I L Y .  
- SOME P O L I C Y  D I S A G R E E M E N T S  P E R S I S T :  I R R I G A T E D  
- VS. R A I N F E D  A G R I C U L T U R E ;  R E G I O N A L  VS. N A T I O N A L  
- FOOD S E C U R I T Y  S T O C K S *  

'4. f lORE CONTACT SHOULD E X I S T  A T  N A T I O N A L  L E V E L S  
BETWEEN C I L S S  COORDINATORS AND AID M I S S I O N S .  

5 .  B E C A U S E  U.S. P R O V I D E S  f lOAE RESOURCES D I R E C T L Y  TO - THE C I L S S  E X E C U T I V E  S E C R E T A R I A T  THAN ANY OTHER 
- DONOR, A I D  SOflETPDES TENDS TO T A K E  A QUOTE HERE - I S  T H E  P lONfY  AND HERE I S  UHAT Y O U  D O  M I T H  I T  - UNPUOTE APPROACH. 
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b. CLUB S E C R E T A R I A T  COtdTINUES TO R E F R A I N  F R O n  
- ENDORSING C I L S S ' S  E V A L U A T I O N  METHODOLOGY 
- PROPOSALS AND FROM SUPPORTING f l O R E  S Y S T E M A T I C  
- DEVELOPMENT OF THE SAHEL  I N S T I T U T E .  

7 .  S A H E L I A N  F I N A N C I A L  SYSTERS CAN WORK FOR PROJECT 
- A C T I V I T Y  ACCOUNTING BY ADDING DOUBLE S I G N - O F F  
- PROCEDURE BETWEEN HC AND DONOR f lANAGERS. 

8. C I L S S  S E C R E T A R I A T  HAS I f i P R O V E D  MARKEDLY: 
- CONCENTRATING flORE ON P O L I C Y  I S S U E S I  D R O P P I N G  
- I N V O L V E f l E N T  I N  PROJECT MANAGEMENT; R E F R A I N I N G  
- FROM D I R E C T  CONTACT W I T H  DONORS TO SUPPORT 
- I N D I V I D U A L  PROJECTS.  

9.  U S A I D  R E L A T I O N S  W I T H  HC ARE INADEQUATE.  

LO. ONE HC R E P R E S E N T A T I V E  THOUGHT THAT DONORS COULD 
- B E T T E R  ALI-OCATE D I F F E R E N T  AREAS OF A C T I V I T Y  
- AMONG THEM. 

111. P R E L I M I N A R Y  OBSERVATIONS BY SMAT: PROPOSALS AND 
I D E A S  UNDER C O N S I D E R A T I O N  

A. THE CONCEPT OF A  SAHEL DEVELOPMENT PROGRAM R E M A I N S  
V A L I D ;  RESULTS TO DATE DAY BE D I S A P P O I N T I N G  I N  TERMS 
OF I N C R E A S E D  INCOMES AND PRODUCTIONI BUT G A I N S  
A C H I E V E D  P R O V I D E  A  BASE FOR FUTURE PROGRESS. U.S. 
SHOULD STAY THE COURSE AS A  F U L L  PARTNER I N  SAHEL  
DEVELOPMENT. TO ENSURE MORE E F F E C T I V E  
P A R T I C I P A T I O N I  A I D  NEEDS TO: - 7 

-- RECONFIRM THE V A L I D I T Y  OF THE V I S I O N  OF THE SDP 
- AS A  LONG-TERM DEVELOPMENT UNDERTAKING WORTHY OF 
- I T S  SUPPORT. 

-- f l A I N T A I N  THE SDP A P P R O P R I A T I O N  AND USE THE 
- S P E C I A L  A U T H O R I T I E S  P R O V I D E D  THEREIN .  

-- UPGRADE, I N T E G R A T E ,  AND STRENGTHEN THE 
- RANAGEMENT OF SDP AS SUGGESTED BELOW. 

-- RECOGNIZE  THAT SAHEL HAS S P E C I A L  DEVELOPMENT 
- CHALLENGES AND P R O V I D E  BETTER SUPPORT TO F I E L D  
- n I s s I o N s  T O  DEAL MITH t H c n .  

- - EXPAND AND STRENGTHEN P O L I C Y  AND P L A N N I N G  T I E S  
- BETWEEN A I D  AND S A H E L I A N  A G E N C I E S  AND OTHER 
- DONORS. 
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0 .  A I D / W  A T T I T U D E  TOWARD SUPPORT FOR THE SAHEL  PROGRAM 
SHOULD BE I f l P R O V E D .  AA/AFR SHOULD G I V E  F I E L D  t lORE 
AUTONOMY. AT SAME T I M E ,  A A / A F R  SHOULD E S T A B L I S H  A 
QUOTE O P E R A T I O N S  A P P R A I S A L  S T A F F  UNQUOTE U N I T  TO 
REVIEW F I E L D  O P E R A T I O N S  AND RESPOND TO S P E C I A L  
f l I S S I O N  REQUESTS.  

C. A  MORE C O L L A B O R A T I V E  S D P  XTRATEGY I S  NEEDED. 
SUPPORTED BY f l O D I F I E D  PROGRAM CONTENT AND B E T T E R  
PERFORMANCE MEASUREMENTS. 

-- Sf lAT  SUPPORTS SDPRO/Sf lDC EFFORTS I N  P R E P A R A T I O N  
- OF A  R E G I O N A L  STRATEGY STATEPlENT THAT  T A K E S  P 
- 2 0 - Y E A R  P E R S P E C T I V E  AND E X T A B L I S H E S  SHORTER T E R f l  
- S T R A T E G I E S  AND I N T E R I M  GOALS AND MEASURABLE 
- TARGETS. S f lAT  SUGGESTS STRATEGY S T A T E f l E N T  
- C O N S I D E R  A L T E R N A T I V E  PROGRAM M I X E S .  GENERAL 
- f lANAGEf iENT WORKLOAD AND HURAN RESOURCE 
- L I M I T A T I O N  OF HOST C O U N T R I E S  AND U S A I D  SUGGEST 
- FURTHER PROGRAf'l COI iCENTRATION {FEWER SECTORS, - FEWER PROJECTS) .  

- SMAT S E E S  THE R E G I O N A L  STRATEGY S T A T E R E N T  A S  A  
- B A S I S  FOR E V A L U A T I N G  R E G I O N A L  P R O J E C T S  AND 
- P R O V I D I N G  G U I D A N C E  i B U T  NOT S T R A I G H T - J A C K E T )  FOR 
- CDSSS. L A T T E R  W I L L  NEED TO R E F L E C T  V A R I E D  
- C O U N T R I E S  BEVELOPPIENT S I T U A T I O N  AND U.S. P O L I C Y  
- O B J E C T I V E S .  

- RE STRATEGY P R E P A R A T I O N  PUOCESSI SWA/SDPRO/Sf lDC - M I G H T  A P P O I N T  A SMALL  TASK FORCE {TWO OR T H R E E = *  - R E P R E S E N T A T I V E S  OF S f l D C a  ONE R E P R E S E N T A T I V E  FROM 
- SMA AND D I R E C T O U r  SPDROP TO U R K  I N T E N S I V E L Y  FOR 
- A UEEK ON THE STATERENT.  ALSO, T H E  R E F I N E D  
- DRAFT flIGHT BE C I R C U L A T E D  THROUGH THE C I L S S  AND 
- CLUf3  SECRETARIAT^ FOR COtl f lEMTS. T H I S  COULD 
- PROMPT A FURTHER R E V I E U  AND UPDATE OF THE C I L S S  
- STRATEGY AND R E F I N E R E N T  OF S A f l E  {CONCEPT OF FOOD 
- S E L F - S U F F I C I E N C Y  I S  MOT WELL D E F I N E D > .  I T  COULD 
- ALSO L E A D  TO AN I f l P K O V E D  D I A L O G U E  W I T H  OTHER - DONORS* 

-- S n A T  SUGGESTS A NEW LOOK AT I N F R A S T R U C T U R E I  
- I e E e ,  ROAD R E P A I R  AND RECONSTRUCTIONI  
- I R R I G A T P O 4 r  P O S S I B L Y  OTHER TRANSPORT AND 
- C O n R U N I C A T I O N S e  ROADS P A R T I C U L A R L Y  CAN SERVE TO 
- I R P R O V E  R U R A L  A c c e x i  T O  JIARKETS A N D  LINK 
- LAYDLOCKED S A H E L I A N  C O U N T R I E S  TO O%E ANOTHER AND 
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- C O A S T A L  NE IGHBORS.  I N C R E A S E D  TRADE W I T H  L A T T E R  
- MAY P R O V I D E  I n P O R T A N T  C A T A L Y S T  TO S A H E L I A N  
- DEVELOPMENT,  I R R I G A T I O N  I S  E S S E N T I A L  TO M E E T I N G  
- S A H E L  FOOD S E C U R I T Y  NEEDS. I N F R A S T R U C T U R E  
- P R O J E C T S  CAN BE HANDLED ON A  TURN-KEY B A S I S -  
- M I N I M I Z I N G  HOST COUNTRY AND U S A I D  MANAGEMENT 
- R E B U I R E M E N T S I  U H I L E  P R O V I D I N G  ON-THE-JOB 
- T R A I N I N G  TO S A H E L I A N S .  

- - HUMAN RESOURCES WEAKNESSES OF THE HOST C O U N T R I E S  
- AND THE U S A I D S  DEMAND GREATER A T T E N T I O N .  T H I S  
- SUGGESTS FEWER P R O J E C T S -  MORE TURN-KEY 
- I N F R A S T R U C T U R E  P R O J E C T S -  NONPROJECT A S S I S T A N C E -  
- AND P R O V I D I N G  O P E R A T I N G  €NOT J U S T  A D V I S O R Y )  
- PERSONNEL  TO PROJECTS.  

-- PROGRAM AND SECTOR A S S I S T A N C E  SHOULD B E  
- C O N S I D E R E D  WHERE I T  CAN BE EXPECTED TO R E S U L T  I N  
- S I G N I F I C A N T  P O L I C Y  CHANGES. HOWEVER, P O L I C Y  
- D I A L O G U E  DOES NOT NECESSARIL' I '  R E Q U I R E  SUCH 
- A S S I S T A N C E  TO B E  E F F E C T I V E .  P O L I C Y  D I A L O G U E  
- COULD B E  STRENGTHENED BY T O T A L  M I S S I O N  
- I N V O L V E M E N T  { I N C L U D I N G  THE EMBASSY AND P O S S I B L Y  
- OTHER MEMBERS OF THE  U.S. R I S S I O N )  I N  T H E  
- F O R M U L A T I O N  OF P R I O R I T I E S  FOR D I A L O G U E  AND THE 
- STRATEGY AND T A C T I C S  FOR A C H I E V I N G  PROGRESS, 
- SUCH P O L I C Y  I N V O L V E M E N T  P L A N  SHOULD ALSO 
- C O N S I D E R  THE USE OF C I L S S  N A T I O N A L  C O M M I T T E E S -  
- OTHER DONORS AND AID/Wm 

D, THE O R G A N I Z A T I O N  FOR V A N A G I N G  THE SDP NEEDS MORE 
L E A D E R S H I P  AND I N T E G R A T I O N  AND CLEARER L I N E S  OF ' q  

R E S P O N S I B I L I T Y  AND A U T H O R I T Y .  

I. SMAT O B S E R V A T I O N S  ON T H E  F U N C T I O N I N G  OF THE  
- O R G A N I Z A T I O N A L  COMPONENTS: 

- A .  NO ONE I S  C L E A R L Y  I N  CHARGE-  E X C E P T  P O S S I B L Y  
- A A / A F R  MHO DOES NOT H A V E  T I f l E  TO FOCUS ON S A H E L  
- DEVELOPMENT OR NEEDS. 

- Bw THE D I R E C T O R  OF AFR/SWA I S  N O M I N A L L Y  
- R E S P O N S I B L E -  B U T  H A S  NOT BEEN P R O V I D I N G  T H E  - L E A D E R S H I P  NEEDED TO SDPRB AND S f l b C  AND H A S  B E E N  
- U N A B L E  TO GET ADEQUATE A T T E N T I O N  I N  A I D / W  TO T H E  
- NEEDS OF THE SAHEL  HISSI'ONS. 

- C. SDPRO H A S  DONE SORE GOOD WORK, B U T  N E I T H E R  
- THE T E A M ' S  S T U D I E S  NOR I T S  I N D I V I D U A L  f l E f l B E R S  
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HAVE BEEN U T I L I Z E D  F U L L Y  BY THE f l I S S I O N S ,  THE 
S R D C i  SWA. OR C I L S S .  SDPRO'S ROLE HAS BEEN SO 
D I F F U S E ,  AND THE GUIDANCE P R O V I D E D  TO I T  SO 
M I N I M A L i  THAT I T  HAS NOT ACHIEVED THE I M P A C T  
P O T E N T I A L L Y  A V A I L A B L E  AND NEEDED, 

D *  THE SRDC HAS P L A Y E D  A USEFUL ROLE, BUT I T  
HAS NOT R E A L I Z E D  I T S  P O l E N T I A L l  I N  PART BECAUSE 
OF I T S  RODUS OPERAND11 I N  PART BECAUSE NO ONE I S  
I N  CHARGE TO ENSURE T H A T  D E C I S I O N S  OF THE 
C O U N C I L  ARE IMPLEf lENTED.  NOR HAS SflDC SEEN F I T  
TO VEST SUCH FOLLOW-UP I N  SDPRO I N  ANY FORf lAL  
MANNER. 

Em L I A I S O N  W I T H  C I L S S  I S  FRAGMENTED BETWEEN 
U S A I D  UPPER V O L T A ' S  L I A I S O N  O F F I C E 1  THE SDPRO I N  
BAMAKO, AN2 CLUB S E C R E T A R I A T  I N  P A R I S ,  NONE OF 
WHOSE ROLES I S  CLEAR. IMPROVED COORDINATION I S  
NEEDED. 

F. ALTHOUGH P~ISSION D'IRECTORS D E A L  WITH REGIONAL 
I S S U E S  I N  THE S R D C i  THEY SEEM OVERLY B I L A T E R A L L Y  
ORIENTED.  I T  RAY BE NATURAL THAT THEY WOULD 
F E E L  L E S S  R E S P O N S I B I L I T Y  FOR THE OVERALL 
PROGRAM; HOWEVER1 T H E I R  F A I L U R E  TO FOLLOW1 I N  
T H E I R  B I L A T E R A L  P R O G R A f l S l  D E C I S I O N S  AGREED TO I N  
THE SMDC I T S E L F  I L L U S T R A T E S  THE LACK OF 
FOLLOW-UP ON SflDC D E C I S I O N S  AND THE LACK OF 
L E A D E R S H I P  ON THE P A R T  OF SWA. 

SOBE I D E A S  FOR I M P R O V I N G  THE O R G A N I Z A T I O N A L  *., 

ARRANGEMENTS FOR MANAGING THE SDP FOLLOW: 

R E G I O N A L I Z E  A L L  NECESSARY SUPPORT S E R V I C E S  FOR 
THE SAHEL COUNTRIES I N T O  A SEPARATE SUPPORT 
O R G A N I Z A T I O N  LOCATED I N  DAKAR. E S T A B L I S H M E N T  OF 
SUCH A  O R G A N I Z A T I O N  WOUL3 L E A D  TO A 
CORRESPONDING REDUCTION O f  S T A F F  AND A U T H O R I T I E S  
F R O M  REDSO AND U S A I B / S E N & G A L .  REDS0 WOULD THEN 
FOCUS I T S  EFFORTS O M  THE BALANCE OF THE IdEST 
A F R I C A N  COUNTRIES.  

COnBPNE THE AFR,'PD/SUAP O F F I C E  WITH AFR/SWA TO 
STRENGTHEN AND RORE E F F E C T I V E L Y  I A N A G E  THE 
PROGRAHS AND PROJECTS THROUGHOUT THE SAHEL.  
SOf lE  S A V I N G S  I N  PERSONNEL SHOULD RESULT.  

-- CONSIDER f l O V I N G  PERSONNEL AND A U T H O R I T I E S  OF 
- AFR/SWA AND AFR/PD/SUAQ TO THE F I E L D  (DAKAR I S  
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THE MOST L O G I C A L  ? L A C E 3  AND C O M B I N I N G  THEM WITH 
THE ABOVE PROPOSED SUPPORT O R G A N I Z A T I O N  TO 
E S T A B L I S H  A QUOTE SAHEL PROGRAf'l C O O R D I N A T I O N  
O F F I C E  CSPCOI  UNQUOTE. WITH CLOSER P R O X I P I I T Y  
AND I M M E R S I O N  I N T O  THE R E G I O N *  THE SPCO SHOULD 
P R O V I D E  RORE T I M E L Y  AND E F F E C T I V E  RANAGEPIENT AND 
PROGRAM D E C I S I O N S .  TO IMPROVE THE C O O R D I N A T I O N  
AND EXECUTION OF SAHEL P L A N N I N G -  SDPRO WOULD BE 
ROVED FROM BAMAKO AND INCORPORATED I N T O  THE SPCO. 

CONSIDER ROVING THE A L L O C A T I O N  OF SAHEL 
f l I S S I O N S 1  PERSONNEL C E I L I N G S  AND OPERATING 
EXPENSE FUNDS F R O 1  AFR/PRR TO AFR/SWA COR 
SPCO). AFR/PMR WOULD P R O V I D E  A  BLOCK OF 
PERSONNEL C E I L I N G S  AND A  BLOCK OF OE FUNDS TO 
AFR/SdA COR SPCO) TO D E T E R f l I N E  THE I N T E R N A L  
A L L O C A T I O N  ARONG THE SAHEL M I S S I O h S  I N  
CONJUNCTION W I T H  THE SflDC. 

3. W H I L E  THE FOREGOING ARE UNDER REVIEW AND 
- C O N S I D E R A T I O N 1  THE FOLLOWING A C T I O N S  CAN BE 
- I N I T I A T E D  TO STRENGTHEN THE I N T E R F A C E  BETWEEN - THE E X I S T I N G  U.S. AND S A H E L I A N  E N T I T I E S :  

-- FORMALLY I N C L U D E  THE C I L S S  M I N I S T E R  COORDINATOR 
- AND E X E C U T I V E  SECRETARY ON THE SRDC AGENDA CAT 
- L E A S T  ONCE EACH YEAR); 

-- SAf lE  FOR U.S. Af'lBASSADORS TO SAHEL COUNTRIES 
- €ALTHOUGH NOT N E C E S S A R I L Y  AT THE SAf lE  f l E E S I N G I ;  

d .  - - U S A I D S  D E S I G N A T E  L I A I S O N  O F F I C E R S  AND E S T A B L I S H  
- REGULAR AND CONTINUOUS WORKING R E L A T I O N S  WITH 
- C I L S S  N A T I O N A L  COORDINATORS. 

-- SflDC/SDPRO REVIEW C I L S S  P O L I C Y  I S S U A N C E S  AND 
- NORKING GROUP PAPERS FOR RELEVANCE TO A I D  
- R E G I O N A L  AND N A T I O N A L  S T R A T E L I E S s  PROGRAf lSs AND 
- PROJECTS.  

E. A I D / V  f lANAGERENT OF SDP FUNDS CONTRIBUTES TO 
RANAGEflENT PROBLEf lS  I N  THE SAHEL 

1. EVEN THOUGH SDP FUNDS ARE AUTHORIZED AND 
- APPROPRIATED ON A NO-YEAR B A S I S ,  THE AGENCY HAS 
- REQUIRED THAT SbP PlANAGERS n E E T  ANNUAL 
- O B L I G A T I O N  D E A D L I N E S  { O F T E N  A R T I F I C I A L  AND 
- ARBITRARY;. S I f l I L A R L Y a  T H E  AGENCY'S F U N C T I O N A L  
- AREAS OF E t l P H A S I S  AND S U C C E S S I V E  dUQTE RANDATES 
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UNdUOTE HAVE BEEN I f l P O S E D  UPON SAHEL PROGRAMS 
WITHOUT REGARD TO A P P L I C A B I L I T Y  OR 
A F P R O P R I A T E N E S S i  EVEN THOUGH L E G I S L A T I O N  DOES 
NOT S P E C I F I C A L L Y  R E Q U I R E  SUCH A P P L I C A T I O N .  

THE A ID /W PUSH TO MEET O B L I G A T I O N  D E A D L I N E S  HAS 
RESULTED I N :  

A .  RUSHED PROJECT D E S I G N i  R E S U L T I N G  I N  f l I N I M A L  
D I A L O G U E  W I T H  THE HOST COUNTRY DURING D E S I G N i  
I N A D E Q U A T E  A T T E N T I O N  TO P L A N N I N G  FOR L O G I S T I C A L  
AND A D n I N I S T R A T I V E  R E P U I R E f l E N T S q  AND ACCEPTANCE 
B Y  THE I I S S I O N S  OF I N A P P R O P R I A T E  A ID /W REaUESTS 
FOR I N C L U S S O N S / D E L E T I O N S  OF P R O J E C T  ELEMENTS OR 
REQUIREflENTS . 
0 .  HASTY N E G O T I A T I O N  AND S I G N I N G  OF P R O J E C T  
AGREEMENTS. 

C. I N S I S T I N G  THAT HOST GOVERNMENT O F F I C I A L S  
S I G N  O B L I G A T I N G  DOCUMENTS WITHOUT G I V I N G  THEf l  
T I M E  TO S T A F F  THE BOCUf lENTS OUT W I T H I N  T H E I R  
O R G A N I Z A T I O N .  

D. L A S T  f l I N U T E  REQUESTS FROR A I D / W  TO O B L I G A T E  
FUNDS FOR P R O J E C T S  FOR WHICH NO O B L I G A T I O N  HAS 
BEEN PLANNED.  

A I D / W  HAS P R O H I B I T E D  AMY O B L I G A T I O N S  I N  THE L A S T  
flONTH OF THE F I S C A L  YEAR, THEREBY FURTHER 
I N C R E A S I N G  THE PRESSURE ON THE F I E L D  AND 
C O N T R I B U T I N G  TO THE T Y P E S  OF S I T U A T I O N S  ' 1 

D E S C R I B E D  ABOVE. 

AID SHOULD USE THE U N I Q U E  F U N D I N G  F L E X I B I L I T Y  
P R O V I D E D  BY THE CONGRESS TO REDUCE THE PRESSURE 
ON THE SAHEL R I S S I Q N S  TO QUOTE MOVE MONEY 
UNQUOTE* THE PRIflARY O f3JECTION G I V E N  TO U S I N G  
THE QUOTE NO-YEAR UNQUOTE A U T H O R I T Y  I S  T H A T  I T  
RUNS THE R I S K  THAT W LOWER L E V E L  QF O B L I G A T I O N  
WOULD R E S U L T  I N  R E D U C T I O N S  IN FUTURE Y E A R S '  
A P P R O P R I A 7 1 6 M S .  SRAP BO!JBTS THAT T H I S  WOULD 
HAPPEN FOR f lORE THAN ONE YEAR9 I F  AT A L L .  
F U R T H E R n O R E l  THE H I G H E S T  P R I O R I T Y  FOR A I D  I N  THE 
SAHEL  AT T H I S  T I M E  PS NOT O D L I G A T I N G  EVER 
I N C R E A S I N G  AflOUN'f'S OF f l O M E Y q  B U T  U S I N G  Y E L L  YHAT 
I S  ALREADY A V A I L A B L E .  SORE REDUCTPON I N  
O B L I G A T I O N  A C T P ' J I T Y  FOR A YEAR COULD H E L P  U S A I D S  
GET QN TOP OF T H E I R  P f l P L E f l E N T A T I O N  PROBLEf lS .  

U N C L A S S I F I E D  
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FURTHERf l0RE- i  I T  I S  L I K E L Y  THAT A M O D I F I E D  AND 
STRENGTHENED SDP flANAGEflENT STRUCTURE COLILD W O R K  
OUT HOW T O  O B L I G A T E  A L L  THE FUNDS A V A I L A B L E  I N  A  
tIORE ORDERLY*  L E S S  R A N A G E R E N T - I N T E N S I V E  WAY I F  
G I V E N  THE R E S P O N S I B I L I T Y -  F I N A L L Y ,  THE D E C I S I O N  
TO USE THE QUOTE NO-YEAR UNQUOTE A U T H O R I T Y  
SHOULD B E  D I S C U S S E D  W I T H  THE CONGRESS 
BEFOREHAND; THE EXPECTED D I R E  R E S U L T S  P R O B A B L Y  
COULD BE  FORESTALLED.  

I N  C O N J U N C T I O N  WITH  T H E  E A S I N G  OF PRESSURE ON 
ANNUAL O B L I G A T I O N S 1  A I D / W  COULD C O N S I D E R  
T R A N S F E R R I N G  THE MANAGEMENT OF T H E  OYB TO THE 
F I E L D ,  E I T H E R  TO THE NEW SPCO PROPOSED I N  D m  
ABOVE OR TO THE SDUC UNDER THE L E A D E R S H I P  OF SWA 
AND W I T H  THE S T A F F  SUPPORT OF A  R E - O R G A N I Z E D  
SDPRO. 

AS A  FURTHER VEANS OF F O S T E R I N G  T I M E L Y  
O B L I G A T I O N S  BY THE F I E L D ,  AFR SHOULD CARRY OUT 
THE I N T E N T  OF D E L E G A T I O N  OF A U T H O R I T Y  140 FOR 
F I E L D  APPROVAL OF NEW P R O J E C T S -  HOWEVER* 
n I S S I O N S  SHOULD ALSO S E E K  AND T A K E  I N T O  ACCOUNT 
COf l f lENTS BY SDPRO AND OTHER SRDC NEMBERS ON SUCH 
P R O J E C T S .  F U L L  F I E L D  A U T H O R I T Y  FOR APPROVAL  OF 
P R O J E C T S  SHOULD RESULT  I N  A  RORE E F F I C I E N T  
APPROVAL PROCESS AND B E T T E R  P R O J E C T S  BECAUSE:  

A. R P S S I O N S  CAN E S T A B L I S H  T H E I R  OWN D E S I G N  AND 
R E V I E W  SCHEDULES AND NOT HAVE TO F I T  I N T O  
A R B I T R A R Y  AXD/W R E Q U I R E f l E N T S ;  

8. GREATER HOST COUNTRY C O L L A B O R A T I O N  I S  
F A C I L I T A T E D ;  

C. P R E - I Y P L E M E N T A T I O N  A C T I O N S  CAN BE I N I T I A T E D  
W I T H  REASONABLE  ASSURANCE ABOUT THE TI f l ING OF 
O B L I G A T I O N S .  

D. P R O J E C T  P A P E R S  CAN S A T I S F Y  A P P R O V I N G  
O F F I C E R S 1  R E Q U I R E A E N T S  A,MD NOT ENCOl lPASS  
RESPONSES TO A L L  OF T H E  P O T E N T I A L  Q U E S T I O N S  THAT  
A I D / U  R E V I E W E R S  CAN FORMULATE.  T H E  R E S U L T  
SHOULD B E  [ORE C O N C I S E  AND C L E A R  D O C U R E N T A T I O N .  

- E. A REV1Eb.l OF PROFOSED P R O J E C T S  BY SDPRO b.ND - OTHER RISSIOMS SaOULD L E A D  TO B E T T E R  
- C O O R D I N A T I C N  OF E F F O R T %  RORE C O N S I S T E N C Y  U I T H  
- R E G I O N A L  STRATEGY,  AND f lORE P R O F I T I N G  FROR 
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- E X P E R I E N C E  ELSEWHERE I N  THE TAHEL. 

I N  CONJUNCTION W I T H  F IELD MANAGEMENT OF THE OYB 
AND APPROVAL OF A L L  P R O J E C T S -  THE F I E L D  SHOULD 
BE G I V E N  THE R E S P O N S I B I L I T Y  OF D I V I D I N G  UP SAHEL 
OE FUNDS AND PERSONNEL C E I L I N G S  AMONG THE 
COUNTRIES.  AN EFFORT SHOULD ALSO BE f iADE TO GET 
7 .L .  480 A L L O C A T I O N S  FOR THE SAHEL AND L E T  THE 
F I E L D  f lAKE THE I N T E R N A L  A L L O C A T I O N S  W I T H I N  THE 
SAHEL. THESE CHANGES COULD REDUCE THE WORKLOAD 
ON THE WASHINGTON AGENCIES I N V O L V E D  I N  THE 
A L L O C A T I O N  PROCESS-  A N D  G I V E  f H f  MANAGERS OF THE 
SAHEL P R O G R A M  A D D I T I O N A L  FLEXIBILITY TO DEAL 
WITH CHANGING CIRCUMSTANCES.  T h E  WHOLE PROCESS 
SHOULD REDUCE AFR WORKLOAD S I N C E  S T A F F  O F F I C E S  
WOULD NEED TO REVIEW SUflflARY SAHEL-WIDE 
DOCUMENTATION GENERALLY AND NOT INDIVIDUAL 
COUNTRY DOCUMENTS. 

OTHER I D E A S  B E I N G  CONSIDERED FOR G I V I N G  THE 
F I E L D  UORE F L E X I B I L I T Y  OF OPERATIONS I N C L U D E  THE 
ESTABLISHI ' IENT OF TUO R E G I O N A L  P R O J E C T S  D E S I G N E D  
P R I M A R I L Y  FOR USE BY U S A I D S  WITH V I N I f l U f l  
DOCUtlENTATEONm ONE WOULD BE A PROJECT 
I N I T I A T I O N  R E V O L V I N G  FUND-  THAT COULD BE USED TO 
UNDERTAKE P A E - S V P L E R E N T A T I O N  PROJECT ACTIONS 
BEFORE FUNDS BECOflE A V A I L A B L E  UNDER A  NEW 
PROJECT. T H I S  COULD BE USEFUL I N T E R  A L I A -  IN 
P R O V I D I N G  THE I N I T I A L  SUPPORT FOR CONTRACT 
TEAt lS.  S f lAT W I L L  ALSO CONSIDER EXPANDING THE 
PROJECT TO I N C L U D E  OM-GOING REVOLVING FUND 
PROJECT SUPPORT OR SUGGEST AN A L T E R N A T I V E  FOR 
D E A L I N G  WITH T H I S  MEED, THE SECOND PROJECT 
UOULD BE A PROGRAPI I N I T I A T I V E S  PROJECT,  WHICH 
COULD BE USED TO F I N A N C E  S T U D I E S *  TRAVEL  OF 
COUNTRY O F F I C I A L S *  S n A L L  PROJECTS RELATED TO 
P O L I C Y  D I A L O G U E -  PRORO7'ION OF P R I V A T E  SECTOR- 
PRE-PROJECT T E S T I N G  OF TECHNOLOGICAL 
I N N O V A T I O N S I  OR OTHER M O N P R O J E C T  OR P R E - P R Q J E C T  
1 N I f I A T I V E S .  

F. f l I S S I O N  RANAGEVENT NEEDS STRENGTHENING 

1. n o S T  f l I S S I O M S  NEED TO STRENGTHEN INTERNAL - I1ECHANf SRS FOR TOLLOU-UP I. ~ ~ Q N I T O R I N G ~  AND 
-- CONTROL OF PROJECT I R P L E H E N T A T I O f i  AND U Z A I D  - I lANAGEVENT D E C I S I G M S  A M B  PROCESSES, 

2 .  f l 3SS IOMS N E E D  A N  I N V E N T O R Y  O F  A L L  ACTIVITIES 
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- WHICH R E Q U I R E  MANAGEMENT AND GENERAT' WORKLOAD. 
- THE INVENTORY WOULD I N C L U D E  NUMBERED PROJECTS; 
- A C T I V I T I E S  UNDER P.L .  4 8 0 1  S B T r  T I T L E  X I 1 1  PVoS;  
- PMsR FUNDED A C T I V I T I E S ;  LOCAL CURRENCY PROJECTS/  
- PRoGRAMS/SECTOR A C T I V I T I E S  D E S I G N  AND E V A L U A T I O N  
- AND OTHER TEAMS; V I S I T O R S -  E T C s  SUCH AN 
- INVENTORY CAN f lAKE PERSONNEL FORECASTING MORE 
- R E A L I S T I C  AND F A C I L I T A T E  R E L A T I N G  PROJECTS AND 
- A C T I V I T I E S  I N T O  CDSS AND RDSS FRAMEUORKS. 

3 .  GREATER A T T E N T I O N  NEEDS TO BE G I V E N  TO THE 
- S E T T I N G  OF I N T E R N A L  P R I O R I T I E S  -C INCLUDING A 
- P E R I O D I C  R E f l I N D E R  THAT THE PURPOSE OF THE 
- M I S S I O N  AND THE PROGRAM I S  ACCELERATING HOST 
- COUNTRY ECONOMIC AND S O C I A L  DEVELOPMENTI .  

4 .  ROST M I S S I O N S  NEED A N  I N T E R N A L  OPERATIONS f lANUAL.  

5. I N T E R N A L  PROCEDURES FOR THE P R E P A R A T I O N  AND 
- CLEARANCE OF PROJECT DOCUMENTATION NEED TO BE 
- S T R E A R L I N E D  . 
b. f l I S S I O N  MANAGERS AND SUPERVISORS NEED T R A I N I N G  
- I N  MANAGEMENT1 P A R T I C U L A R L Y  I N  TECHNIQUES FOR 
- C O N F L I C T  RESOLUTION.  

7. GREATER EFFORTS ARE NEEDED TO T R A I N  LOCAL 
- F O R E I G N  N A T I O N A L S  THROUGH ON-GOING S T A F F  
- DEVELOPMENT PROGRAMS. 

A. L O G I S T I C A L  AND A D f l I N I S T R A T I V E  SUPPORT OF 
- PROJECTS NEEDS AS flUCH OR MORE A T T E N T I O N  THAN - T E C H N I C A L  R E Q U I R E M E N T S i  YET APPROPRIATE 

- PERSONNEL ARE GENERALLY I N  SHORT SUPPLY I N  
- M I S S I O N S  AND THOSE I N  REDSO/WCA ARE - OVER-EXTENDED. SUCH SLIPPORT FOR I N S T I T U T I O N A L  
- CONTRACTORS NEEDS TO BE If ' lPROVED. 

G .  S T A T E  -- A I D  AND EMBASSY -- U S A I D  R E L A T I O N S H I P S  

GENERALLY1  THE R E L A T I O N S H I P S  BETWEEN S T A T E  AND A I D  
PERSONNEL ARE S A T I S F A C T O R Y .  SMAT OBSERVED THAT THERE 
ARE OCCASIONSI HOWEVER, WHEN THERE I S  NOT AGREEflENT 
OR COMPLETE UNDERSTANDING ON PROGRAfl E X E C U T I O N  

- S T R A T E G I E S ,  PERSONNEL A N D  FU~DIMG LEVELS,  AND 
A D f l I N I S T R A T I V E - S U P P O R T  TO A I D  PERSONNEL AND PROJECTS.  

Af lBASSADORS A R E  GENERALLY I n P A T X E N T  FOR RESULTS FROM 
THE A I D  PROGRAf'l AND TEND TO CONCENTRATE ON 
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O B L I G A T I O N  AND MOVING RESOURCES. THEY ARE 
D I S S A T I S F I E D  W I T Y  THE NUMBER OF PERSONNEL R E Q U I R E D  
TO A D f l I N I S T E R  AN A I D  PROGRAM. SOME ARE UNNECESSARILY  
I N V O L V E D  WITH D E T A I L S  OF BAY-TO-DAY A I D  PROGRAM 
OPERATIONS.  T q E Y  APPEAR L E S S  KNOWLEDGEABLE THAN 
U S A I D  D IRECTORS ABOUT THE ROLES AND A C T I V I T I E S  OF 
TYE S A H E L I 4 N  AND A I D  R E G I O N A L  Q R G i N I Z A T I O N S .  
GENERALLY THEY ARE OPPOSED TO REGIONAL P R O J E C T S *  BUT 
DO SUPPORT SOME- E S P E C I A L L Y  WHERE THE I f l P A C T  I S  
FAVORABLE ON QUOTE T H E I R  UNQUOTE COUNTRY. 

R E A L I Z I N G  THE IMPORTANCE OF C O f l f l U N I C A T I N G  W I T H  HOST 
COUNTRY O F F I C I A L S  ON DEVELOPMENT I S S U E S *  I N C L U D I N G  
S E E K I N G  P O L I C Y  CHANGES* SOME AflBASSADORS HAVE BEEN 
H E L P F U L  I N  P O L I C Y  D IALOGUES.  

JAO PERFORflANCES ARE SPOTTY AT BEST.  SOME ARE 
PERFORMING WELL %SENEGAL,  R A L I I ;  OTHER NOT SO WELL 
OR ARE N O N - E X I S T E N T  %THE G A n B I A -  CHAD). S T A T E  
C O N T I N U E S  TO E X P E R I E N C E  D I F F I C U L T Y  I N  F I L L I N G  JAO 
P O S I T I O N S  WITH E X P E R I E N C E D  PERSONNEL. UHERE THE J A O  
I S  PERFORMING WELL-  THE SUCCESS CAN B E  A T T R I B U T E D  TO 
THE P E R S O N A L I T I E S  I N  THE R I S S I O M .  

THE JAO CONCEPT HAS NOT ALWAYS I N C R E A S E D  
E F F I C I E N C I E S I  A V O I D E D  D U P L I C A T I O N  OF S E R V I C E S -  OR 
N E C E S S A R I L Y  BEEb  MORE ECONO!?ICAL.  THERE ARE 
I N S T A N C E S  WHERE THE JAO HAS BECOME B L O A T E D -  
S T A F F - W I S E *  THROUGH THE E X C E S S I V E  USE OF P f C S  WITH 
THE R E C R E A T I O t i  A S S O C I A T I O N S .  CB f lPARING THE PER 
C A P I T A  F A A S  COST BETWEEN N I G E R  AND SENEGAL-  FOR 5 .  

E X A J ~ P L E I  N I G E R  I S  NEARLY E I G H T  T I M E S  AS E X P E N S I V E *  
R A I S I N G  S E R I O U S  Q U E S T I O N S  OF THE MANAGERENT AND COST 
E F F E C T I V E N E S S  OF THE J A O  OPERATION.  

I N  ORDER TO ASSURE A U N I F I E D  U.S. APPROACH TO THE 
DEVELOPMENT I N  THE % A H E L -  CLOSER C O O R D I N A T I O N -  
I f lPROVED UNDERSTANDING OF BEVELOPI IEMT*  AND CLEARER 
P O L I C I E S  flUST B E  P R O l l U L t A T E D  TO THE F I E L D  BY STATE 
AND A I D .  

H. STRENGTHENING R E G I O N A L  O R G A N I Z A T I O N S  SHOULD GO 
HAND- IN-HAND U I T H  S T R E A P l L I N I N G  U.S. A I D  F I E L D  
D I R E C T I O N  AND f l I S S I O N S .  

L a  THE C I k S S  O R G A N I Z A T I O N *  CORPRISFD OF I T S  C O U N C I L  - OF R I N L S V E R S I  E X E C U T I V E  S E C R E T A R I A T *  AND 
- S P E C I A L I Z E D  A G E N C I E S  { T H E  SAHEL I N S T I T U T E  AND 
- AGRHYI'IET), WAS FRQGRESSED EARKEDLY ' U I T H  D I R E C T  

U N C L A S S I F I E D  
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- SUPPORT FORM THE CLUB/OECD S E C R E T A R I A T  P L U S  A 
- V A R I E T Y  OF D O N O R - I N I T I A T E D  A C T I V I T I E S .  WORKING 
- GROUPS, C O L L O Q U I A L -  AND OTHER FORA H A V E  PRODUCED 
- SOflE FUNDAf lENTAL P O L I C Y  PAPERS AND O U T L I N E S  ON 
- SUCH T O P I C S  AS FOOD CROPS { R A I N F E D  AND I R R I G A T E D  
- A G R I C U L T U R E 3 ;  C E R E A L S  P O L I C I E S ;  FOOD S T R A T E G I E S ;  
- V I L L A G E  H Y D R A U L I C S ;  ECOLOGY/FORESTRY;  RECURRENT 
- COSTS.  MORE R E M A I N S  TO BE DONE AND T H E  F I F T H  
- C L U B  CONFERENCE I N  B R U S S E L S  L A I D  OUT SOME OF THE 
- CORPONENTS OF A  FUTURE WORK PROGRAf l :  

- A. C O N T I N U A T I O N  OF CONCEPTUAL WORK R E L A T I N G  TO 
- T H E  R E G I O N  AS A  WHOLE: T O P I C S I  SUCH AS  
- D E F O R E S T A T I O N I  L I V E S T O C K -  AND F I S H E R I E S ;  
- ECONOMIC  P O L I C I E S -  E.G.9 FOOD P R O D U C T I O N  AND 
- C E R E A L S  P O L I C I E S ;  FOOD S E C U R I T Y  P L A N S ;  AND 
- W I D E R  P O P U L A T I O N  P A R T I C I P A T I O N  I N  DEVELOPUENT.  

- B. I f l P R O V E f l E N T  OF C O O R D I N A T I O N  AND CONCERTED 
- A C T I O N  W I T H I N  THE  R E G I O N  THROUGH A  S E R I E S  OF 
- M E E T I N G S  AND QUOTE PROGRESS R E V I E W S  UNQUOTE I N  
- MEf lBER C O U N T R I E S  TO U P D A T E  A L L  CONCERNED ON 
- R E G I O N A L - N A T I O N A L  PROGRESS AND MAP OUT N E X T  
- S T E P S  <NAY ALSO ENHANCE DONOR SUPPORT AND 
- C O O R D I N A T I O N 3 .  

A  S E R I E S  OF A C T I O N S  RAY BE NECESSARY TO PREPARE 
C I L S S / C L U B - O E C D  B E T T E R  -- O R G A N I Z A T I O N A L L Y  AND 
A U T H O R I T A T I V E L Y  -- TOWARD EVEN GREATER PROGRESS 
TOWARD THE GOALS  OF S A H E L I A N  DEVELOPMENT:  

a. r 

C I L S S / C L U B  S E C R E T A R I A T S -  BASED ON THE B R U S S E L S  
M E E T I N G  OUTCOf lEv O U T L I N E  A F I V E - Y E A R  P L A N  OF 
A C T I O N  AS T H E  N E X T  SEGRENT I N  P U R S U I T  OF GOALS  
E S T A B L I S H E D  FOR T H E  YEAR 2000. 

-- C I L S S / C L U B  S E C R E T A R I A T S  CONVENE P L A N N I N G  
- f l E E T I N G S  W I T H  T H E  S A H E L  I N S T I T U T E  AND AGRHYf lET  
- TOWARD F O R f l U L A T I O N  OF F I V E - Y E A R  P R O G R A f l S -  
- F L O W I N G  OUT OF THE  ABOVE- f lEMT IONED D E L I B E R A T I O N S  - AND AGREERENT'S. - 

-- C I L S S / C L U B  S E C R E T A R I A T S  SHOULD FURTHER 
- S T R E A R L I N E  R E L A T I O N S  W I T H  BONORS: 

- A DEFINE BETTER THE F O C D  SELF-SUFFICIENCY . - 

- GOALS; 

- B 3  FORf lULATE P R O P O S A L S  W I T H  C I L S S  ' ~ ~ E I ~ B E R s  
. . 

U N C L A S S I F I E D  
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SUGGESTING DONORS I D E N T I F Y  SECTORS OR PROJECTS 
OF PREFERENCE AS A MEANS OF A C H I E V I N G  WIDER 
PROGRESS AND E L I M I N A T I N G  D U P L I C A T I O N .  

C I L S S / C L U B  S E C R E T A R I A T S  CONVENE A  P L A N N I N G  
M E E T I N G  WITH A L L  DONORS P R O V I D I N G  T E C H N I C A L  
A S S I S T A N C E  D I R E C T L Y  TO THE R E S D E C T I V E  
S E C R E T A R I A T S  AND I N C L U D E  THE FOLLOWING AGENDA 
P O I N T S :  

A) MODIFY  C I L S S ' S  ORGANIZAT ION,  E a t . ,  E S T A B L I S H  
A  DEPUTY E X E C U T I V E  SECRETARY FOR C O N T I N U I T Y  OF 
MANAGEflENT; T I G H T E N  S T A F F I N G  C O N S I S T E N T  W I T H  
CONCENTRATION ON P O L I C Y  FORMULATION AND 
ABANDONMENT OF F U N D - R A I S I N G  ANNUAL WORK PLANS;  

0 3  FORMULATE AND AGREE ON PERSONNEL P O L I C I E S  
AND CONFORM DONOR SUPPORT QUOTE PACKAGES UNQUOTE 
TO C I L S S  FEFSONNEL SCALES AND STANDARDS; 

C3 AGREE ON BUDGET SHOWING A  C O f l B I N A T I O N  OF 
C I L S S  REflBER AND DONOR C O N T R I B U T I O N I  BY YEAR AND 
L I N E  I T E M *  P R O V I D E  FOR ANNUAL UP-DATES*  

DISSEf'lINATE CONTENT AND FUTURE GUIDANCE E I IERGING 
FROM C H I E F S  OF STATE-COUNCIL  OF R I N I S T E R S '  
C O N S I D E R A T I O N  OF THE C I L S S  R E A P P R A I S A L  
C O R M I T T E E ' S  A C T I V I T I E S  AND REPORT* FORMULATE 
S P E C I F I C  A S S I G N f l E N T S  FOR FOLLOW-UP* 

A I D  I S  THE P R I N C I P A L  DONOR TO THE OPERATION OF ' 
THE C I L S S  E X E C U T I V E  S E C R E T A R I A T  AND MAKES 
S U B S T A N T I A L  I N P U T S  TO THE OECD/CLUB S E C R E T A R I A T  
AND THE SAHEL I N S T I T U T E .  I N  A D D I T I O N -  A WORKING 
FUND H A S  BEEN S E T  UP W I T H  F A 0  TO P R O V I D E  
SHORT-TERf l  CONSULTING SUPPORT TO C I L S S  MEf lBER 
C O U N T R I E S  AND S A H E L I A N  A I D  f l I S S I O N S s  A L L  THE 
FOREGOING A C T I V I T Y  I S  ORGANIZED AND A D M I N I S T E R E D  
V I A  THE SAHEL R E G I O N A L  A I D  C O O R D I N A T I O N  AND 
P L A N N I N G  PROJECT CbZS-091L3, WHICH I S  SOON TO BE 
E V A L U A T E D *  A  V A R I E T Y  OF SUPPORT FOR AGRHYRET I S  
P R O V I D E D  UNDER BILATERAL.. PROJECTS OF U S A I D  
N I G E R *  FUTURE D E S I G Y  OF THESE A C T I V I I E S  SHOULD 
ADDRESS THE FOCLOUING P O I N T S :  

" 
-. -- NEED FOR SORE FORH OF C O O R D I N A T I O N  - VESTED - I N  A S I N G L E  E N T I T Y  - ARONG THE C I L S S  E X E C U T I V E  - SECRETARIAT ,  SAHEL  I N S T I T U T E  AND AGRHYMET ON 
- PlATTERS OF P O L I C Y  AND BUDGET AS THEY R E L A T E  TO 

U N C L A S S I F I E D  
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- u.S. SUPPORT FOR R E G I O N A L  COORDINATION AND 
- P L A N N I N G .  

- -- INCORPORATING 0911 I A N A G E R S H I P  W I T H I N  D U T I E S  

- AND R E S P O N S I B I L I T I E S  OF SMDC/SDPfPO STAFF,  - THEREBY E S T A B L I S H I N G  A S I N G L E  U.S. C O f l f l U N I C A T I O N  
- CHANNEL TO THE C I L S S  E X E C U T I V E  SECRETARIAT .  

- -- E S T A B L I S H I N G  BETTER PLANNTNG/PROCEDURES FOR 
- C I L S S  AND A I D  M I S S I O N S '  U T I L I Z A T I O N  OF 
- SHORT-TERM CONSULTANT C A P A B I L I T Y  THROUGH 
- OECD/CLUB AND FODAG ROME. 

- -- C I R C U L A R I Z I N G  A L L  U S A I D S  AND E M B A S S I E S  ON 
- C I L S S / I N S A H / A G R H Y f l E T  I S S U E S  WITH A I D  R E G I O N A L  OR 
- B I L A T E R A L  I M P L I C A T I O N S  (SHOULD ALSO I N C L U D E  A L L  
- OECD/CLUB ISSUANCES)  AND FOSTERING APPROPRIATE 
- RESPONSES AND COMI IENTARIES.  

. SMAT A P P R E C I A T E S  A I D / W  AND F I E L D  COOPERATION AND 
SUPPORT. Y Y  

M I N I M I Z E  CONSIDERED 

ELLSWORTH fl. AMUNDSON 
DEPUTY DIRECTOR,  AFR/SWA 

U N C L A S S I F I E D  
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ASSESSMENT OF AID SAHEL PROGRAM 

MANAGEMENT CAPACITIES 

AND 

REQUIREMENTS 

I. INTRODUCT I ON -- ------------ 
The Sahel Management Assessment Team (SMAT) in te rv iewed personnel i n  

bID, State,  o ther  donor rep resen ta t i ves  i n  Washington, U.S. and non- 

U. S. personnel i n  U.S. Missions/USAIDs, host  government o f f i c i a l s  and 

donor rep resen ta t i ves  i n  t h e  Sahel ian c o u n t r i e s  du r ing  t h e  p e r i o d  

September-December 1983. V i s i t s  a l s o  inc luded t h e  Comi t e  Per-manent 

I n t e r - e t a t s  de L u t t e  con t re  l a  Secheresse dans 1e Sahel (CILSS) J i n  

Duagado~tgou, Club du Sahel S e c r e t a r i a t  i n  Par is ,  REDSO/WCA, and AID 

recj ional  o f f  i c e s  i n  t h e  Sahel. One team member of  SHAT attended SMDC 

X I 1 1  and presented a syn thes is  o f  what SMAT members had heard i n  

Washington and t h e  f i e l d  along w i t h  a few t e n t a t i v e  observat ions.  

This progress r e p o r t  i s  designed t o  o f f e r  f i e l d  miss ions and t h e  

A f r i c a  bureau some observat ions and t e n t a t i v e  conclusions, and t o  

present  se lec ted  ideas  t h a t  have been suggested t o  o r  developed by t h e  

Team f o r  improv ing t h e  management o f  AID'S Sahel program. The repo r t  

i s  in tended t o  e l i c i t  fur ther-  d ia logue w i t h  USAIDs, Embassies, reg iona l  

o f f i c e s ,  and i n t e r e s t e d  Washington o f f i c e s .  Comments w i l l  be ncst 

u s e f u l  i f  rece ived p r i o r  t o  February 15, 1984. We r e a l i z e  t h a t  

miss ions may a l s o  wish t o  make some supplementary comments a f t e r  t h e  



Mission Directors Meeting in Kigali, During January and February, the 

Team will develop ideas further and may seek com~ents on speciflc 

proposal 5. 

11. SYNTHESIS Qc WHAT THE TEAM HEfiRQ --- --------- 
Listed below is a summary ob significa~t comments received by SMhT 

during interviews and meetings. Some of th@ae are contradictory, 

but this only i l  lustratea that individuals took differing views oS 

the same topics. 

A. In washingtan (both AID and State) 

1. Regarding Sahel Development Program (SDB) 

o More money is available than can be used 

effectively with existing management arrangements. 

o SDP has a goal but na clear-cut strategy for 

its achievement. 

o Some 4ID officials doubt field managers are on 

top of myriad of implementation problems confronting 

field mi ssions--the off ici a1 s hesitate citing success 

stories to Congress for fear that the projects may 

not withstand audit. 

o Disagreement exists over whether SDF' special 

appropriation should be maintained. 

o Sahel Missions have more staff and more money 

than other African Missions. 

o Working and living condit.ions in the Sahel countries 

are about the same as othcr African countries. 

o Program effectiveness is reduced b y  unusual 



difficulties in recruitment of U.S. mtaff and 

dealing with language difficultros. 

o Sahel institutions are poorly developed; host 

eountry staff 5 are inadequate1 y trained. 

0 SDF' does not enjoy special pribrity in A l Q / W  

management bureaus acd affices. 

o SD6 is not essentially different bur pregramming 

and management purposes. 

o SDF' gets marc money than it ~ o u l d  if not a separate 

program. 

n 121 (dl process has been helpful in inpravinq 

management. 

2. Lines o+ Authority 

o Littie real delegation given to field (DOA 140) 

and that has been abused. 

o The field is not reporting project authorizations 

quick: y. 

c keoyraphie offices are not included in meetings 

which decide Missions staffing levels and 

operating expense a1 locations. 

0 Lines ~f responsibilities are blurred between AFR 

staff and line offices, between staff offices 

i n  A I n / W  and AFi4 Bureau. 

a Approved CDSS's are too general to serve as guide5 ~n 

the project selection process. 

3. AFH Management 

o Bureau is too central ized; insufficient delegation 



t o o  many c o u n t r i e s .  

o Some r e a l i g n m e n t  and  r e o r g a n i z a t i o n  p r o p a s a l s  

are b e i n g  c o n s i d e r e d  i n  l i g h t  sf above t w o  p a i n t s .  

4. S u g g e s t e d  q u e s t i o n s  f o r  which  SMAT s h o u l d  seek 

answers i n  f i e l d  

o What went  wrong i n  p r o j e c t  i m p l e m o n t a t i o n ?  How 

d i d  t h i n g s  g e t  so bad  b e f o r e  the  s i g n a l s  sounded  

t h e .  a l a r m ?  WLat c a n  w e  l e a t - n  f  rnm t h e  i n i s t a k a s ?  

a Ha54 r e l i a b l e ,  e Q f e c t i v e .  and t i m e l y  is  REiIS3/HCA 

s ~ l p p o r  t? 

o Wtlat L S  h a p p e n i n g  w i t h  t h e  S a h e l  R e g i o n a l  F i r r a n ~ i a l  

Mai1ayern2nt P r o j e c t  (SRFMF')? I s  i t  ti31 best WIV t o  

deal w i t h  the  prnblern  o f  p r o j e c t  f i n a n c i a l  manaye- 

men t? 

H o w  good is t h e  d i a l a g u e  be tween  h o s t  c o u n t r y  

p r a j e ~ t  d i r e c t o r s  and  USAID p r o j e c t  o f f i c e r s ?  I s  

t he  d i a l r q u e  b e i n g  documented?  

a 3 t ; ~ u l d  c~ar-e USAIDs a d o p t  a r r a r r g e m e n t s  s i m i  i n r  .to 

AI3/Ctiad + o r  o b t a i n i n g  USAID and  program admira-.. 

i s t r a t i v e  s u p p o r t  v s .  t h e  c u r r e n t  p r o l i f e r a t i o n  

a+ h i r i n g  of  p e r s o n r ~ e l  s e r v i c e s  c o r c t r a c t c r r s  IPSL's) '7 

o  A r e  m i c r o c o m p u t e r s  b e i n g  used t o  t h e  e x t e n t  

p o s s i b l e ?  

8 ,  I n  t h e  F i e l d  iDoth AIC and S t a t e )  

1, Wash ing ton  1s t h e  enemy 



o Undercut t ing t h e  m p i r i t  o f  0067 140 by  rmqu i r i nq  

F'P l e v e l  of a n a l y s i s  i n  FIDs and f i n d i n g  excuses 

f o r  r e q u i r i n g  PP approval i n  AID/W. 

o  A r b i t r a r y  act ions:  a) u n r e l e n t i n g  pressure t o  

o b l i g a t e  funds: h )  c a n c e l l i n g  p ro jec ts ;  c )  per- 

m i t t i n g  on ly  one new s t a r t  annua l ly  d l  r e q u i r i n g  

t h e  use of U.S. v e h i c l e s  which cannot be serv iced 

l o c a l l y :  e l  changing t h e  r u l e s  f o r  t h e  h i r i n g  of  

f o r e i  y n  s e r v i c e  na t i ona ls .  

o  D e l  ays i n rcsponses/ i  nadequate responses: 

a) waiver dec is ion6 take  6 t o  B months; b) delayed 

issuance of 121 ( d l  c e r t i f i c a t i o n ;  c )  de lays i n  

p r o j e c t  arid nanpro j e c t  ass is tance approval 5 ;  

d :  no fezdback on r e s t i l t s  o f  Annual budget 

Sb~bmission (AES) reviews, o r  a t tempts t o  r e v i s e  or  

reverse  AES dec is ions  i n  o ther  fn ra ;  e) s t a f f i n g  

ac t i ons / i nac t i ons :  reduced c e i  1  ings:  pos i  t i  ons 

~ { n f  i 1 l e d  f o r  months; irkadequate t r a i n i n g  

possi b i  1  it i es; assignment of 1  ess than qua1 i f  i ed 

personnel. 

o  Too many requests  f a r  comments o r  i n f o r m a t i o n  

which a r e  ~ r n r e l a t e d  to ,  and take  t ime  from t h e  

miss ion 's  top  p r i o r i t y :  suppor t ing  hos t  count ry  

devel opment . 
o Levy ing one-time r -epor t inq  requirements f o r  data 

a l ready  a v a i l a b l e  i n  c e n t r a l  f i l e 5  c J r  c e n t r a l  

o f f  ices.  

o  Too many d i ve rse  i n t e r e s t s  need t o  be s a t i s f i e d  



i n  programming process. 

o  Approved CDSSs are ignored i n  PSD process. 

o  1 2 l ( d )  process is ever-changing, capr ic ious ,  

cumbersome, t ime consuming, and a Oleavy d r a i n  

on U. S. and H. C. management and manpower. 

o  l Z l ( d )  process has served t o  strengthen management 

o f  programs. 

2. P ro j ec t  Managers are  F rus t ra ted  

o Too much paperwork, much o f  which i s  un re la ted  

t o  t he  development job a t  hand. 

o I n t e r n a l  rni56ion paper f l o w  procedures are  

i n e f f i c i e n t  and i n f l e x i b l e .  

o Secre tar i  a1 and t r a n s l a t i o n  serv ices  are  

inadequate/ inef f  i c i e n t .  

o Ex t ra  worl::load i s  requ i red  f o r  121 ( d l  c e r t i f i c a t i o n .  

o I n s u f f i c i e n t  t ime is a v a i l a b l e  t o  work w i t h  

counterpar t  and techn ica l  ass is tance personnel and 

v i s i t  p ro jec ts .  

Sahel i an Regienal I n s t i t u t i o n s  are  Weak/Dif f use 

o " C I L S S  i s  a  p o l i t i c a l  o rgan iza t ion  t r y i n g  t o  

promote development through p o l i t i c a l  means. " 

o "Host coun t r i es  a re  no t  suppor t ing CILSS. why 

shoul d  we?" 

o R iver  Basin O f f i c e s  concentrate more on in te res t .s /  

p r o j e c t s  o f  missions where loca ted  than cn a1 1 

r i p a r i a n  ccun t r i es  equi tab i y .  



o  Dup l i ca t ion  of e f f o r t s  and programs is yeubahly 

i n e v i t a b l e  among CILSS ( i nc lud ing  Sahwl I n s t i t u t e  

and AGRHYMET), the Entente CounciS Ectnamic 

Commission o f  West 89r ican States (ECQWASZ , U.W. 

Q f S i r e  o f  Sudano-Sahelisn A f+a lss  IUNSSQ), and t he  

French-af f i  1  i ated monetary and ecununic qroupi.ngr. 

4. 019 does not  respond Po country  p r i o r i t i e s .  

5. Role 0.- Audi ts  and Audi tors 

n R u d i t  reports- are not  ~ b j e c t ~ v e  and, r a the r  than 

i n p r u v e  A I D  manaysmcnt, saem d e s i g n ~ d  t w  get 

head1 i nes  and brownie p o i n t s  w i t h  A I D ' S  c r i t i c s  

i n  t he  Congress. 

o  Actdi  t o r  s t a+ f  i s  r e l a t i v e l y  inexper~enced and un- 

+ami l i a r  w~ t h  A I D  and A I D "  development goals. 

CI Audi to rs  have s ta ted docnnientation d i d  rrot e x i s t  

when r e a l l y  they d i d  n o t  know where t o  f i n d  it. 

6. Section 121 ( 6 )  C~mpl iance 

o  X G ,  AA/AFR and FM shoula s i t  down and decide 

w h a t  A i l 3  requ i res  under 121 ( d )  I n  order t h a t  

Missions can  comply accordingly.  

0 Process imposes an e x t r a  burden an host coun t r ies  b w  

r e q u i r i n g  a separate accounting system S u r  a.S. 

pro jec ts .  

o U.S. requirements can be i n t eq ra ted  l n t o  ccuntry  

accounting systems. 

o  Compliance i s  extremely d i f f i c u l t  because o f  lack 



of  t r a i n e d  r c c o u n t a n t r  and r a p i d  t u rnove r  of 

personnel  a f t e r  t hey  have been t r a i n e d .  

o Senior  Sahel i an o f f  1 c i a 1  s end r e g i o n a l  i n s t i t u t i o n s  

resen ted  t h e  manner i n  which t h e  12l(d) requ i rements  

were imposed, b u t  most accept t h e  need f o r  improved 

f inanrrj a1 marragemant and do n o t  f i n d  requ i rements  

oner ous. 

o USAID systems f o r  mon i t o r i ng  and ensu r i ng  

compliance vary, w i t h  some requ i rements  cons i  dered % 
0verC:: i l l  by p r o j ~ c t  o f f i c e r s  and/or h o s t  coun t ry  

p r o j e c t  d i r e e t u r s .  

7. F a c t o r s  de te i - r ing  P I D  success i n  t h e  Sahcl 

0 Tough p h y s i c a l  and i n h o s p i t a b l e  p o l i c y  environments 

make wor I.: d i  f f i c u l  t. 

o App rap r i a te  techniques and technology a r e  l ack ing ,  

i n  p a r t  because t h e  Sahel w a s  l a r g e l y  unknown 

t e r r i t o r y  10' \/ears ago f o r  U.S. personnel .  

o S e v ~ r e  shor tage of  Sahe l ian  human resources,  bo th  

t e c h n i c a l  and a d m i n i s t r a t i v e ,  hamper progress.  

o D ~ n o r s  and r e c i p i e n t s  have n o t  c o n s i s t e n t l y  

f 01 lowed t h e  s t r a t e g y  l a i d  out ;  donor c o o r d i n a t i o n  

has been i n s u f f i c i e n t .  

o AID/W s h o ~ l l d  become more i n v o l v e d  and f a c i  1 i t a t e  

concer ted s c t i n n  by donors t o  ge t  p o l i c y  changes. 

a AID/Congres5i ~ n a l  d i  a1 ogues f a s t e r  and promote 

changing p r i o r i t i e s .  

o RID/W ha5 not  g i ven  adequate p r i o r i t y  t o  suppor t  o f  



Sahel i an programo. 

o Tom many p r o j e c t s  a re  n o t  accorded high 14°C. 

p r i o r i t y  andtor a re  n o t  responsive t o  M.C. 

requests  o r  needs. 

o Too much emphasis on reg inna l  ~ t r a t e g y .  

o Mary p r o j e c t s  in t h e  e a r l y  years were cumbersome 

and unnecessar i ly  complicated. 

o Toa rimy reg iona l  p r o ~ e c t s  absorbi ng resources f o r  

l o t ~ e r  p r l a r i t y  a c t i v i t i e s .  

8. Same needed changes i n  s t ra tegy  and t a c t i c s .  

u New program emphases should inc lude:  

a. GI-eater S ~ ~ n d i n g  af: human r-+?sources development; 

of  "people o r i e n t e d "  p r o j e c t s .  

b .  Wigher l e v e l  o f  management t r a i n i n g ,  i n c l u d i n g  

economics P( business admin i s t ra t i on ,  f o r  

Sahel i ans and some U. S. personnel. 

c. Increased investments i n  research; 

d .  M o r e  i n i r a s t r u c t u r c ,  e s p e c i a l l y  f a r  t r a f f i c  

a r t e r i  ei;; 

e. Greater cons ide ra t i on  o f  nonpro ject  assistance; 

f, Incr-eased support t o  indigenous p r i v a t e  

ser_:to1-!5. 

New t a r t i c s  should inc lude:  

a. Increased c o n d i t i o n a l i t y  of a i d  t o  

c f x ~ n t r y  performance; 

b. More r i g o r a u s  a n a l y s i s  and hazesty 



i n  p resen ta t ion ;  

c. Cons t ruc t i ve  end open d i scuss ion  o f  Sahel i a n  

c o u n t r i e s '  weaknesses; 

d. A h a l t  t o  pay ing the b i l l s  Qar paor institutions; 

e. E l i m i n a t e  a s s u m p t i o ~ s  t h a t  w e  m u s t  develop the  

Sahel; t h e  Sahel ians must do i t !  

9. The SWA, SMDC, SDPRO, Club/OECD, CILSS Complex 

o Wide v a r i a t i o n  i o  donor ass is tance  t o  CILSS 

Execu t i ve  S e c r e t a r i a t  w i l l  con t inuo  t o  c r e a t e  

persnnnel  and program problems unt i  1  donors can 

cbneert  and agree on s o m e  standards ( e s p e c i a l l y  

t?n sd; / i  sory  per-sonnel and t h e i r  suppor t ) .  

o CILSS Execut ive  S e c r e t a r i a t  has no c l e a r  concept 

c.$ the  a b - ~ t h o r i t a t i v e  channels f o r  d e a l i n g  w i t h  

A . Z . D .  on P r o j e c t  625-9021 ( A I D  Ouaga; SDPRO; 

CIub/OECD?! . 
o L a c k  af c l a r i t y  on r e l a t i o n s h i p  and mutual res -  

p o n s i b i l i t i e s  nf SMDC and SDF'RO hampers p r e p a r a t i a n  

and approval of a Regional Development S t ra tegy  

Statement. 

a SDPRO should be: a) abal ished; b )  t ransformed 

i n t ~  a S e c r e t a r i a t  f o r  SMUC; c )  moved ta Upper 

V o l t a  ( i n  reduced nunrbere) and serve o n l y  an 

adv i so ry  f u n c t i o n  t o  CILSS; d) g iven  expanded 

r e s p o r s b i l  i t i e s  i n  ba th  r e g i o n a l  and b i l a t e r a l  

p ragram/pro jec t  development; e) a l l o c a t e d  some 

t e c h n i c a l  personnel , e. g., lawyer. c o n t r a c t  o f f i c e r  



engineer, and become a REDSO for the Sahel. 

o SMDC should exercise more policy authority via the 

resource allocation process. Follow-up en a11 

SHDC decisions should be vested in SDPRO. SMDC has 

too many meetings; does not regularly include 

Ambassadors i n SMDC sessi ons. 

C. From Sahel ians and Other Donors (in Washington and the Field) 

o ~anors have not agreed on uniform program docu- 

mentation, thus CILSS has to cope with a variety 

of somet i me5 complementary, sometimes conf 1 icting 

requirements; same applies for personnel funded 

within the Secretariat by donors. 

o SDF'RG - reduced to 3-4 persons - could function 
usefully with the CILSS Secretariat, marshalling 

U. 5.  e::pert support (mainly short-term) and 

participating in CILSS Working Group activities. 

o U. S. management systems, particularly in finance, 

have benefitted CILSS. Training should be more 

systematic and widely available. 

o CILSS Executive Secretariat and the Club Secrr- 

tari at rei ations have improved steadily and they 

benefit mutually in Working Groups and other policy 

deliberations. Some pol icy disagreements persist: 

irrigated vs. rainf ed agriculture and regional vs. 

national food security stocL:s. 

o More contac t  should exist a t  national levels 

between CILSS coordinators and AID Missions. 



Because U.S. prov idee more rerourees d i r e c t l y  t o  

t h e  CILSS Execut ive Sec re ta r ia t  then any s the r  

donnr, A I D  sometimes tends t w  t ake  a   her^ is the 

money and here i s  what ~!su do with i t "  spgro;ch. 

Other donors a re  l e s s  culpable.  

Cl ctb Secretat- i a t  cant i nl,les to wi thho ld  

endorsement of CILSS' eval  ua t  S on nethadolaqy 

p r y u s a l  s. 

C!;lh Secretariat he5  not p a r t i c i p a t e d  in khe 

systemat ic development of  t h e  Sahel I n s t i t u t e .  

S3hel i  ar; f i n a n c i a l  systems can work 

f e r  p r o j e c t  a c t i v i t y  accnunting by adding 

dm-tbl e s i  gn.-sQf p r~cedur rs  between HC and donor 

managers. 

Some do~or -  c o ~ t n t r i e s  r e f r a i n  from suppor t ing  UN 

and I.JN f.ealil y p r o j e c t s  i n  t h e  Sahel because t h e  

c c s t s  - e s p e c i a l l y  averhead - a re  t o o  h i g h  and 

q u c , l l  t y  ef  personr,el diminished. 

SDPRU has danc u s ~ f . u l  ratal  y t i c  work an rr,any 

Sahel p o l  i cy i ssues, b u t  probably shoul d be 

r e - l ~ c a t e t i  w i t h  t h e  UILSS Execut ive Sec re ta r ia t .  

CIL.SS E x e c ~ l t i v e  S e c r e t a r i a t  has improved markedly, 

e. p., cuncc.r.ltr.ating morE2 on p o l  i c y  issues; dropping 

i r,vol verr~ent i n  p r o  j e e t  mar.iagI?nrerrt; r e f  r a i n i n g  Cram 

d i r e c t  contact  w i t h  donors t o  cuppol-t: i r t d i v i d u a l  

p ro jec ts .  

CXLSS" Reapprai sa l  Cammi t t e e  a p p a r e ~ t l y  will 



p r o d u c e  some c a n d i d  a n d  u s e f u l  c o n c l u s i o n s  a n d  

i m p r e s s i o n s ,  

o The IERD r e p r e s e n t a t i v e  i n  o n e  c o u n t r y  f e l t  t h a t  

p o l i c y  p e r f o r m a n c e  was i n a d e q u a t e  t o  j u s t i f y  

AID" p r o g r a m  a s s i s t a n c e .  

a In a n o t h e r  c o u n t r y  I B R D  r e p r e s e n t a t i v e  c o n s i d e r e d  

t h a t  USAXD r ~ i a t i o n a  w i t h  H.C. w e r - e  i n a d e q u a t e .  

One H.C. r e p r e s e n t a t i v e  t h o u g h t  t h a t  d o n o r s  t e n d e d  

t o  c o n c e n t r a t e  a i d  i n  t h e  same sec tor ,  e . g . ,  

a g r i c u l t u r e ,  and  c o u l d  d o  a h e t t c r  j o b  i n  

a l l o c a t i n g  d i f f e r e n t  areas oC a c t i v i t y  among 

d u n o r  s. 
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A. 7t1e c u r ~ c e p t  of  a S a h e l  Deve lopment  P r o g r a m  r e m a i n s  v a l i d .  

1. A number of p o l  i t i  c a l  , t e c h n i c a l ,  a n d  d e v e l o p m e n t a l  

r e a s ~ n s  s u p p o r t  t h e  t r e a t m e n t  o f  S a h e l i a n  p r o b l e m s  o n  

a n  r n t e g r a t e d  p r o g r a m  basis: 

a. T h e  S a h e i  c o u n t r i e s ,  arnony t h e  p o o r e s t  i n  t h e  

w o r l d ,  s h a r e  s imi lar  (e:.:trernelv h a r s h )  p h y s i c a l  

e n v i r o n m e n t s ;  

b. Economic  and soc ia l  s y s t e m s  h a v e  many common 

a s p e c t s ;  

c. Agr i  c u l  t ~ r r a l  p r o d u c t i o n  a n d  m a r k e t i  ng  s y s t e m s  

are s im i l a r ;  

d. S a h e l  g o v e r n m e n t s  are u n d e r  s e v e r e  p r e s s u r e  t o  



deal w i t h  s i m i l a r  problems: 

i. slow growth i n  a g r i c u l t u r a l  p roduct ian  

( espec ia l l y  food);  

ii. r i s i n g  budget d e f i c i t s ,  i n c reas i ng l y  

d i f + i c ~ ~ l t  t o  f inance ( p a r t i c u l a r l y  g iven 

monetary agre~ments  w i t h  France); 

iii. mounting debt problems, complicated by 

fo re ign  exchange shortages and a s tagnat ion 

o f  exports; and 

I.V. r a p i d  increases i n  populat ion; 

e. hegiona: i n s t i t u t i o n s  have been created t o  

coord inate donor support and research; t o  

address c r i t i c a l  p r i o r i t i e s ,  e.g., food secur i t y ,  

rambatt ing deser t  encroachment; and t o  prov ide  

a Sorum f o r  conducting p o l i c y  dialogues i n  

r e q i ~ n a l  a r  na t iona l ,  b i  l a t e r a l  o r  m u l t i l a t e r a l  

contexts.  

2. The  r e s u l t s  have been d isappo in t ing  t o  date i n  terms o f  

t r a d i t i o n a l  measures of progress: increased incomes, 

product ion, and GNP. Th is  i s  due i n  p a r t  t o  t he  

f l c t o r s  nrentioned i n  11 B7, bu t  a l so  t o  t h e  lack  o f  

e:.:perience o f  most donors i n  t h e  Sahel ( g i  ven 

pr.ohlans s i g n i f i c a n t l y  d i f f e r e n t  from other  p a r t s  

F the wor ld ) ,  t o  t h e  coun t r i es '  poor fo rmu la t i on  of  

~ 1 2 1  i c i  es, poor program se lec t i on  and in~plenrentat ion 

tdiscussed below). Nevertheless, s i g n i f i c a n t  gains 

p rov ide  a base f o r  f u t u r @  progress: 

a. I n t e r n a l  l o g i s t i c s  systems and comm~~nicat ions 



have been improved and a d ia logue es tab l ished 

between food donors and Sahel i a n  c ~ u n t r i e s ~  A 

repeat of t he  l o s s  o f  1  i f  e from s t a r v a t i o n  and 

t he  cases of extrame unde rnu t r i t i on  which 

occurred i n  the r id -70s  can be prevented 19 

t he  drought s i t u a t i o n  recurs  -- which appears 

1  i \,e1y. 

b. Cons1 derable knowledge has been gained o f  what 

w i l l  w o r k  and what w i l l  no t  work i n  t he  Sahel. 

Research programs have been mounted and can be 

strengthened and sepandcd t o  seek so lu t i ons  t o  

t he  extrsmeiy d i f f i c u l t  cond i t i ans  f o r  r a i n f e d  

a g r ~ r u l t u r e  t h r o u g h ~ u t  most o f  t he  Sahel. 

c. Sahelian i n s t i t u t i o n s  have prov ided a forum f o r  a 

d l  a1 ogue on development problems and po l  i cy 

issues. Whi l e  t he  o u t p ~ l t  from these i n s t i t u t i o n s  

has no t  been commensurate w i t h  t he  funding and 

h~man resources p rov i  ded t o  them, t h e i  r problems 

a r e  nat a1 1 o f  t h e i r  own making and improvement 

i s  evident.  The coun t r ies  themselves a re  

expressing some d i s s a t i  sdact ion and eva luat ing  

the  institutions; t h e i r  Chiefs  o f  S ta te  a re  t o  

d e c r d e  on eva luat ion  recctrnmendat~ons i n  January. 

d. Sahel i an gnvernments are consider ing new, mor-e 

mar\:et-oriented p o l i c i e s ,  alonq w i t h  p r i ce ,  tax, 

and employment po l  i c l e s  env is ion ing  more 

incen t i ves  and incomes t o  r u r a l  people, reduced 



demand 4 0 r  imports,  slower expansion o f  

government c u r r e n t  expendi tures (pa r t1  c u l a r l y  f o r  

s a l a r i e s  o f  c i v i l  servants) ,  and improving 

a1 1 oca t ion  of resources. 

3. The fo rego ing  gains a re  l i k e l y  t o  be maintained and 

b u i l t  upon t c  make grea ter  progress i n  t h e  f u t u r e  i f  

t h e  U.5. s tays  t h e  course as a f u l l  pa r tne r  i n  t h e  

development of t h e  Sahel. To ensure t h a t  i t s  

p a r t i c i p a t i o i ~  i n  t h e  Sahr l  becomes mare e f f e c t i v e ,  

A I D  needs to :  

a. t?ecctnf,rm i t s  acceptance o f  t h e  v a l i d i t y  o f  t h e  

v i s i o n  o f  t h e  o r i g i n a l  des igners o f  t h e  SDP as 

a 1 ong-term development ~1ndertaI::i ng and t h e  

Coagres5's support o f  t h a t  v i s i o n  (Foreign 

Assistance Act (FAA) Sec t ion  120). The 

forthcoming annual r e p o r t  t o  t h e  Congress an t h e  

SDP may be an appropr iat .e v e h i c l e  t o  r e i t e r a t e  

t h e  long term commitment. 

b. Ma in ta in  t h e  spec ia l  SDP approp r ia t i on  and use 

t h e  advantages prov ided t h e r e i n  t o  s t rengthen 

t h e  programming and u t i l i z a t i o n  of: SDF' funds. 

c. Upgrade, i n t e g r a t e ,  and g e n e r a l l y  s t rengthen the  

management o f  t h e  SDF 35 suggested below. 

d .  Recognize t h a t  t h e  Sahel has spec ia l  (some unique. 

some more d i f f i c u l t )  development chal lenges, 

and p rov ide  b e t t e r  support  t o  f i e l d  miss ions t o  

deal w i t h  these chal lenges. 



e. Expand and s t rengthen t h e  p o l i c y  and p lann ing  

t i e s  t h a t  l i n k  U.3. and Sahel ian agencies and 

other  donors i n  a common e f f o r t ,  e.g. 

SWA-SDMC-SDPRO; Club/OECD-CILSS; SDPRO-CHLSS; 

SDPRO-C~LI~/OECD; IbRD and t h e  IMF.  

E. AID/W a t t i t u d e  toward support f o r  t .he  Sahel prsgrzm should 

be improved. 

1. High l e v e l  support f o r  t h e  Drogram i n  A I l j i W  ( i n  AFR or  

e l  sewhere) general 1  y  has n o t  been evident.  

2. The f i e l d ' s  view t h a t  "Washington i s  t h e  enemy" 

(11. E. 1 abuve) is understandable. APDiW's (and t h e  

f i e l d ' s )  pr imary reason f o r  be ing is t o  promote 

development i n  r e c i p i e n t  count r ies ,  bu t  a t t i t u d e s  and 

a c t i o n s  o f  many AID/W s t a f f  do no t  r e f l e c t  a  r e c o g n i t i o n  

and acceptance o+ t h i s  f a c t .  

3. AFR organizat inn,  s t a f f i n g ,  and opera t i ng  procedures a re  

r)nt cons is ten t  w i t h  t h e  worl:load i m p l i c i t  i n  t h e  number 

and s t r u c t u r e  o f  country  programs. The burden on t h e  

bureau could be eased by p r o v i d i n g  more autunomy t o  t h e  

Sahel program--see 1 I I . D  and E. belciw. 

4. k A / A F R  should cansider es tab l i sh ing ,  e s p e c i a l l y  if more 

autonomy is g iven t o  t h e  f i e l d ,  an "Operations Appraisal  

S t a f f "  t y p e  u n i t  t o  rev iew f ie!d opera t ions  on a 

p e r i o d i c  b a s i s  and respond t o  spec ia l  reques ts  f rom 

miss ion d i r e c t o r s .  

C. A more c o l l a b o r a t i v e  SDP St ra tegy  i s  needed along with 



mod i f i ed  program con ten t  and performance measurements. 

The management o f  Sahel i an davel  opment programs, 

i n c l u d i n g  those  f inanced  by t h e  U.S., s u f f e r s  because: 

o  Bas ic  program goals, and s t r a t e g i e s  Sor ach iev ing  

them, have n o t  been c l e a r l y  e s t a b l i s h e d  and agreed 

upon, e i t h e r  by t h e  Sahel ian c o u n t r i e s  or t h e  donor 

community; 

o In tb rmed i  a t e  measure~nents o f  program performance 

have n o t  been e s t a b l  i shed  t o  pe rm i t  in formed 

judgment about t h e  c u r r e n t  s t a t u s  and success 0 4  

t h e  SDF'. 

o P o l i c y  d ia logue  has n o t  been s u f i i c i e n t l y  pe rvas i ve  

w i t h i n  t h e  Miss ion  s t r u c t u r e ;  consequent ly,  

same ass i s tance  a c t i v i t i e s  a r e  n o t  i n  t une  w i t h  

caun t r y  macro-economic p o l i c i e s  and c a p a b i l i t i e s ;  

o The program m i x  f a i l s  t o  cons ider  s p e c i a l  Sahel i a n  

needs and s p ~ c i  a1 l e g i s l a t i v e  a u t h o r i t i e s .  

1. The Emerging Regional S t ra tegy  

I n  p r e p a r i n g  a U.S. r e g i o n a l  s t r a t e g y  f o r  t h e  

Sahel, i t  i s  a p p r o p r i a t e  t o  t a k e  a 20-year 

pe rspec t i ve .  T h i s  is c o n s i s t e n t  r ~ i t h  Sec t i on  1 Z O ( a ) :  

"The Congress r e a f f i r m s  i t s  suppor t  o f  t h e  i n i t i a t i v e  

o f  t h e  U n i t e d  S t a t e s  Government i n  unde r tak ing  

c o n s u l t a t i o n s  and p lann ing  w i t h  t h e  c o u n t r i e s  concerned, 

. . . , toward t h e  development and suppor t  o f  a  

comprehensi ve 1 ong-term A f r i c a n  Sahel development 



program. " The long-term and c o l l  abo ra t i  ve na ture  

o f  t h e  program is r e i t e r a t e d  i n  other  sub-sections 

and i n  Sect ion 121ta). With in  t h e  20-year perspec- 

R 
t i v e ,  however, t he  Team suggeststhat the#e be 

intermediate,  t h ree  t o  seven year, s t r a t e g i e s  w i t h  

s p e c i f i c  goals  and measurable, targetr .  

The s t r a t egy  statement should r e f l e c t  t h e  management 

workload and human resource 1  i m i t a t i o n  o f  host 

coun t r i es  and USAIDs. 6 h i s  suggests f u r t h e r  program 

concent ra t ion  (fewer sectors,  fewer p r o j e c t s ) .  SMAT 

sees t h e  Regional S t ra tegy  Statement as a bas i s  f o r  

eva lua t ing  reg iona l  p r o j e c t s  and p rov i d i ng  guidance 

(but no t  a s t r a i gh t - j a cke t )  f o r  CDSSs. L a t t e r  w i l l  

need t o  r e f l e c t  va r ied  country  development s t r a t e g i e s  

and s i t u a t i o n s  and U.S. p o l i c y  ob jec t ives .  To accel-  

e ra te  t h e  prepara t ion  of  t h e  s t r a t egy  now i n  d r a f t ,  

t he  SMDC and SWA might designate two o r  t h ree  mission 

representa t ives  and an SWA rep resen ta t i ve  t o  meet f o r  

an i n t e n s i v e  d r a f t i n g  pe r i od  w i t h  t h e  D i rec to r ,  SDPRO. 

AFR should consider c i r c u l a t i n g  t h e  rev i sed  d r a f t  SDP 

s t r a t egy  through t he  CILSS and t h e  Club Sec re ta r i a t  f o r  

comments. Th is  could prompt a  f u r t h e r  rev iew and update, 

( l a s t  done i n  1979) o f  t h e  CILSS s t r a t egy  and ref inement 

o f  same (concept o f  food s e l f - s u f f i c i e n c y  i s  no t  we l l  

de f ined and may be inappropr ia te  t o  Sahel ian needs). I t  

could a l s o  lead t o  an improved d i ~ l b g u e  w i t h  other 



donors. 

2. Program Content and M i x  

Sahel programs should  t a k e  advantage o f  t h e  f l w x i b i l i t y  

p rov ided  by t h e  no-year GDP a u t h o r i t a t i o c  and 

a p p r o p r i a t i o n  and o f  t h e  f a c t  t h a t  r e s t r i c t i o n s  i n  

f u n c t i o n a l  accounts s e t  Sor-th i n  F Sec t i ons  10; 

th rough  106 do n o t  app ly  t o  t h e  SDP. 

Recent s t u d i e s  by t h e  World Bank suggest an 

e: . :cept ional ly  h i g h  r a t e  0.f  re t .u rn  t o  investn ients  i n  t h e  

Sahel i n  t h e  r e p a i r  and/or  r e c o n s t r u c t i o n  o f  roads. many 

o-f which a r e  d e t e r i o r a t i n g  because o f  t h e  f a i l u r e  o f  t h e  

Sahel governments t o  p r o v i d e  adequate ly  f o r  t h e  

maintenance o f  e x i s t i n g  investments.  Other p r o f e s s i o n a l  

observers  o f  the A f r i c a n  scene have s t rong1  y suggested 

t h e  need +or  increased investments  i n  communications, 

i r r i g a t i o n ,  t r a n s p o r t ,  and o the r  i n f r a s t r u c t u r e  

f a c i l  i t i . e s .  Improved t r a n s p o r t a t i o n  systems w i t h i n  t h e  

Sahel <Are needed t o  improve access of: r u r a l  peop le  t o  

marl::ets, b o t h  f o r  s e l l i n g  t h e i r  p r o d u c t i o n  and f c r -  

a c q u i r i n g  consumer goods as incomes r i s e .  Improved 

t r a ~ > s p o r t . a t i o n  1 i n k s  between t h e  1andlocl:ed Sahel i a n  

c o u n t r i e s  and t h e i r  c-oastal ne ighbors  cou l  d have a 

s i g n i f i c a n t .  ca t31  y t  i c impact  an SaheL i an devel  spment. 

Increased i r r i g a t i o n  is essent. ia l  ta mset ing faod 

s e c u r i t y  goa l s  i n  t h e  Sahcl. 

The p r e p a r a t i o n  o f  c o u n t r y  programs shou ld  g i v e  greatel- 

a t t e n t i o n  t o  t h e  management c a n s t r a i n t s  r e s u l t i n g  ~ I - Q I T I  



t h e  human resource  l i m i t a t i o n s  o f  the h o s t  c o u n t r i e s  and 

t h e  USRIDs. T h i s  suggests +ewer prajec: ts i n  fewer 

s e c t o r s  and more tu rnkey  i n f r a s t r u c t u r e  p r o j e c t s .  

I n f r a s t r u c t ~ r r e  p r 0 j e c t . s  handled on a turn-key basis,  

w o ~ ~ l d  min imize hos t  c o ~ ~ n t r y  manaqernent rsqc! i rements and 

p r o v i d e  much rreeded t r a i n i n g .  N D ~ - p r r j e c t  ass is tance  

and i n f r a s t r u c t u r e  t y p e  p r o j e c t s  can be admin is te red  by 

AID w i t h  fewer- d i r e c t ,  h i r e  personnel .  Even where 

p r o j e c t  a i d  i s  t h e  most e f f e c t i v e  way t o  deal  w i t h  a  

prableni, A I D  should cons ider  p r o v i d i n g  t e c h n i c a l  and 

managemerit personnel  t a  work:: in oper-a t iona l  p o s i t i o n s  

w i t h i n  t h e  implementing organiza ' t ion.  

Si ven t h e  yoor- i n s t i t u t i o n a l  and p o l  i c y  base, program 

ass is tance  should be cons idered i n  t h e  Sahel con tex t  as 

scrpport f o r  p o l i c y  d ia l ogue  ( a l s o  i n  t h e  case o f  food 

a i d ) .  The IMF and IBRD will f r e q u e n t l y  p l a y  an 

1mpor.tant r o l e  i n  d e f i n i n g  t h e  needed p o l  i c y  re fo rms and 

i n  t h e i r -  n e g o t i a t i o n ,  F o l i c y  d i a l o y u e  rieed n o t  be 

7 i m i  t e d  t o  program and sec to r  a i d ,  The SMAT suggest 

increased e f f o r t s  t o  i n v o l v e  t h e  e n t i r e  U.S. M iss ion  i n  

t h i s  e f f a l - t .  T h i s  may r e q u i r e ,  i n  some cases, access t o  

p r o f e s s i o n a l  s t a f  +s, e. g . ,  SDF'RO o r  REDSOiWCA t o  h e l p  

w i t h  the t e c h n i c a l  aspects  o f  s e i e c t i n g  app rop r i a te  

forms 0.f ncrnpro j e c t  a s s i  s tance and w i  trr t h e  r e q u i  5 i  t e  

macro ecor.~omi c anal y s i  5 .  

3. S e t t i n g  Targe ts  and Meas~ l r ing  F'roqf ess 



SMAT b e l i e v e s  t h a t  t h e  recommended approach t o  

developing a s t r a t e g y  and a  program mix geared ta Sahel  

candi t i o n s  w i  11 e s t a b l i s h  t h e  b a s i s  f o r  improved, time-- 

phased t a r g e t  s e t t i n g  and f a c i l i t a t e  t h e  measurement 6-f 

near term progress. Given t h e  development %take n S  

Sahel i a n  count r ies .  USRIDs must l ook  f o r  i n d i c a t o r s  o f  

progress w h i c h  supplement t h e  t r a d i t i o n a l  measures such 

a5 GD? arid a g r i c u l t u r a l  prcduct ion,  which more n e a r l y  

re+). P C ~  t h e  amohas is  o f  the c u r r e n t  Sahal. development 

e f f o r t  on i n s t i  t u t i n n  b u i  l d i n q  and t h e  development o f  

has i c  serv ices ,  and wnich r e l a t e  t o  improvement of 

pc?l ir ies ,  e . g .  a g r i c u l t u r a l  p r i c i n g ,  g r e a t e r  r o l e  f o r  

p r i v a t e  sec to r .  

4. Loca l  Currenc ies 

SRA? sugqests t he  USAIDs suppor t  t h e  e f f o r t s  by the IEHD 

and the PMF, as a re  under way i n  Niger  and Senegal, t o  

pet suade Sahel c o ~ ~ n t r i e s  t o  adopt u n i f i e d  budgets i n  

o rder  t o  qa in  c ~ n t r o l  over t h e  a l l o c a t i o n  o f  t n e i r  

resources a n d  t o  establ  i s h  t h e  i n t . e g r i t y  of t h e  domestic 

h~ tdqe t  process. 



D. The o rqan i t a t i on  (Washington and f i e l d )  f o r  managing t he  SDP: 

t he  r i g h t  components, bu t  they need more leaaarship and 

i n t eg ra t i on ,  greater  au tho r i t y .  

1. Observations on t h e  i u n c t i o n i n g  0 9  t he  organ iza t iona l  

components: 

a. No one i s  c l e a r l y  i n  charye, except poss i b l y  

AA/AFR who does no t  have t ime  t o  focus on Sahel 

development o r  needs. 

b. The d i r e c t o r  o f  AFR/SWA i s  nominal ly  responsible,  

bu t  has not  e f f e c t i v e l y  exerc ised a u t h o r i t y  

ava i lab le .  He has had some con t ro l  over SDP 

program 1 eve1 5 ,  bu t  has been on1 y minimal 1 y 

invo lved i n  t he  dec is ion  process on personnel 

c e i l i n g s  and Operating Expense (OE) funds. He 

has not  been p rov id ing  t h e  leadership needed t o  

SDPRO and SMDC and has been unable t o  get  

adequate a t t e n t i o n  i n  AID/W t o  t he  needs 09  t he  

Sahel m i  s s i  ons. 

c. The Sahel Dcvel opment Planning Regi onal 

Organ i ra t ian  (SDPRO -- a l s o  known as t n e  Sahel 

Development Planning Team, SDPT) has dcne some 

good a n a l y t i c a l  work, bu t  n e i t h e r  t he  team's 

s tud ies  nor i t s  i n d i v i d u a l  members have been 

u t i l i z e d  f u l l y  by t h e  missions, t h e  SMDC, SWFI, 

o r  CILBS. SDF'RO's r o l e  has been so d i i f u s e ,  and 

t h e  guidance prov ided t o  i t  so minimal, t h a t  i t  

has no t  achieved t h e  impact p o t e n t i a l l y  ava i l ab le  



and needed. 

d. The Sahel Mission Director's Coi~ncal ISMflCl has 

played a useful role, but it has not realized its 

potential, in part because of its mndys 

peeygwdi, in part because no one is in charge 

to ensure that decisions of the C~uncil arc imple- 

mented. Nor has SMDC seen fit to vest such 

follow-up in SDPRO in any formal manner. 

e. ' Lidisor? with CILSS is fr-aginented b€?tt~@@rl LfSAIG 

Upper Volta" Liaison Off ice, the SDPRO in 

Eamako, and the Club du Sahel Secretariat in 

Pari s; none of whose roles is clear. Improved 

caordination is needed. 

f kl though mission directors deal wi tn regional 

issues in the SMDC, they seem overly bilaterally 

oriented. Because of the 1 imi ted authorities 

provided to them individually and collectively, 

it is na,t.ural that they would feel less 

responsi bi 1 i ty for the  overall program. H~wever, 

their failure to follow in their bilateral 

programs, decisions agreed to in the SMDC 

i tsel  f, illustrates the lar-I; of. fol low-~cp on 

SMDC decisions and the lack of leadership an the 

part of SWA. 

2. SMAT encourages AFK to consider using the uniqde Sahel 

situation and authorities to really test in the Sahel 

the feasibility of the AID policy of management 



decen t ra l  i z a t i o n  and delegation. Some i deas  f o r  

improv ing  t h e  o r g a n i z a t i o n a l  arrangements +og* managrng 

t h e  SDF' f o l l o w :  

a. Reyi onal  i z e  a1 1 necessary r ~ u p p o r t  s e r v l c c s  f o r  

t h e  Sahel c o u n t r i e s  i n t o  a separa te  suppor t  

o r g a n i z a t i o n  l o c a t e d  i n  Dakar. Es tab l i shment  

o f  such a n  o r g a n i z a t i o n  wo~ t l d  l e a d  t o  a 

c o r r e s p n n d ~  nu r e d ~ l c t i o n  o f  s t a d f  and a u t h o r i  t i e s  

f rom REDS0 and USAID/Senegal. REDSO would then  

f o c ~ l s  i t s  e f f c r t ~  on t h e  ba lance  o f  t h e  West 

A f r i c a n  c o u n t r i e s .  

b. A1 t e r n a t i v e l  y, a Con t rac t s  Od f i ce r .  Legal  

O f f  1 cer .  an FSIV Engineer. and p o s s i b l y  a Food 

F-ur Feace  Of  + i c e r  r o ~ ~ l d  be added t o  t h e  e : : l s t i ng  

s t a f f  o f  US4ID/Senegal which would then  p r o v i d e  

s ~ ~ p p o r t  t o  M a ~ ~ r i t a n i a .  The Gambla. and Cape 

V e r  de. TI-iese f  oc~r  count-r1 es would then be 

dropped f rom REDSOms respons iS i  1  i t i e s .  

c .  rnrnbine t h c  AFR/FD/SWAF' o f f l c e  w i t h  &Fh'/SNR kc  

s t reng the l ;  and mare e f f e c t i v e l y  manage t h e  

programs and p t - o ~ e c t s  throi rghaut t h e  Sahel . 
Sun~e sav i  ngs i n personnel  s h o ~ ~ l  d r e ~ j ~ ~ l  t. 

d .  C o r l s i  d e r  moving personnel  and authoc-i t i e 5  0 4  

AFF:/SWA and AFH/F'D/SWhF' t o  t h e  f i e l d  (3al:ar a 5  

t h e  most i o g i c a l  p l a c e )  and COmDinlng them w i t h  

t t)e above proposed s ~ ~ p p o r  t orgar i i  = a t  i on t o  

er j tab l  ~ s h  a "Sahel F'rogram Coord ina t i on  O f f  i c e  

( S F C O )  ". With  c l o s e r  p r o x i m i t y  and immersion 



i n t o  the  region.  t h e  SF'CO w o ~ l l d  p rov rde  more 

t i m e l y  and e f f e c t i v e  management and program 

dec is ions .  To improve t h e  c o o r d i n a t i o n  and 

execu t ion  0 4  Sahel p lann ing,  the  SDPi?O would 

be moved f rom Bamako and i nco rpo ra ted  i n t o  t he  

SF'CO. 

e. Consider moving t h e  a l l o c a t i o n  o f  Sahel Miss ions '  

personnel  c r i  1  i ngs and Operat ing E::pense funds 
i7m S 

-fr om AFH/ t o  AFK/SkP (Or SPCO) . AFR/PMR would 

p r o v i d e  a blocl:: of personnel  c e i l i n g s  and a 

bloc\ : :  nf OE funds t o  AFR/SWA ( o r  SFCO) t o  

determine t h e  i n t e r n a l  a1 l o c a t i o n  among t h e  

Sahe! missions.  T h i s  would p r o v i d e  improved 

nlar\agement of resources by SWA (o r  SPCO) i n  

mer t l ng  i t s  r e s p o n s i b i l i t i e s  f o r  managing t h e  

SDF' .  

. Whi le t h e  fo r  eqoinq a r e  under rev i cw  and cons ide ra t i on ,  

t h e  f o l l o w i n g  a c t i o n s  can be i n i t i a t e d  t o  

s t reng then  t h e  i n t e r f a c e  between t h e  e x i s t i n s  U.S. 

and Sahel i a n  r n t i  t i e s :  

o Fnrma l l y  i r .~c. lude t h e  C I L S S  M i n i s t e r  Coord ina to r  and 

E:- :ecut lve Secre ta ry  on t h e  SMDC agenda ( a t  l a a s t  

C J T - I L ~  each vear ) ; 

u Same f o r  LJ. S .  Amt~assadors t o  Sahe! c o u n t r i e s  

(a1 though n o t  necessar i  1  y  a t  t h e  same meet ing)  ; 

o USAID5 des igna te  L i a i s o n  O f f i c e r s  and e s t a b l i s h  

r - e g ~ ~ l  ar and con t i r l uo~ ts  warI;ing r e l a t i o n s  w i t h  CILSS 



Nat iona l  Coord ina to rs  i n  country.  

o SMDC/SDF'RO rev iew CILSS p o l i c y  issuances and working 

group papers f o r  re levance  t o  AID r e g i o n a l  and 

n a t i o n a l  s t r a t e g i e s ,  programs, and p r o j e c t s .  

E. AID/W Management o f  SDP funds c o n t r i b u t e s  t o  management 

problems i n  t h e  Sahel. 

Congress has p rov ided  a s p e c i a l  a p p r o p r i a t i o n  f a r  t h e  

SDP and appropr ia ted  t h e  funds on a  no-year bas is ,  i .e., 

i t  i s  n o t  necessary ta o b l i g a t e  t h e  funds i n  t h e  year 

f o r  which appropr ia ted  -- they  can be c a r r i e d  over. 

(Th i s  p r o v i s i o n  o f  t h e  a u t h o r i z i n g  l e g i s l a t i o n  has 

been recommended f o r  t h e  e n t i r e  AID program by v a r i o u s  

P r e s i  d e n t i  a1 commissions over t h e  years. ) It would seem 

l o g i c a l  f o r  t h e  Agency t o  t a k e  advantage o f  t h i s  

p r o v i s j  on and use i t  t o  improve t h e  management of t h e  

Sahel program, w i t h  a view t o  demonst ra t ing i t s  u t i l i t y  

anc! encouraging t h e  Congress t o  expand t h e  p r i v i l e g e .  

Ins tead,  t h e  Agency has ignored  t h e  p r o v i s i o n  and 

cont inued t o  e x e r t  pressure on SDP managers t o  meet 

o b l i g a t i o n  dead l ines  ( o f t e n  a r t i f i c i a l  and a r b i t r a r y ) .  

T h i s  general  f r u s t r a t i o n  f o r  f i e l d  miss ions  causes even 

g rea te r  problems i n  t h e  Sahel because t h e  q u a n t i t y  and 

q u a l i t y  o f  t e c h n i c a l  and management personnel  i s  lower 

i n  Sahel c o u n t r i e s  than  i n  o the r  p a r t s  o f  t h e  world. 

S i m i l a r l y ,  t h e  Agency" f u n c t i o n a l  areas o f  emphasis and 

~ u c c e s s i v e  "mandates" have been imposed upon Sahel 



p r o g r a m s  w i t h o u t  r e g a r d  t o  a p p l i c a b i l i t y  or- 

a p p r o p r  i a t e n e s s .  

2. The  hID/W p u s h  t o  meet o b l i g a t i o n  d e a d l i n e s  h a s  

r e s u l t e d  i n :  

a. Rushed p r o j e c t  d e s i g n ,  r e s u l t i n g  i n  reduced 

d i a l o g u e  w i t h  t h e  h o s t  c o u n t r y  d u r i n g  d e s i g n ,  

i n a d e q u a t e  a t t e n t i o n  t o  p l a n n i n g  +or l o g i s t i c a l  

a n d  a d m i n i  s t r a t i  v e  r e q u i r e m e n t s ,  a n d  a c c e p t a n c e  

by  t h e  M i s s i o n s  o+ i n a p p r o p r i a t e  r e q u e s t s  b y  

AID/W f o r  i n c l u s i u n s / d e l e t i ~ n s  o f  p r o j e c t  

el e r n ~ t ~ t s  or r e q u i  r-cements. h11 o f  t n e s e  

c o n t r i b u t e  t o  f a u l t y  d e s i g n ,  a n d / o r  f u t u r e  

i n ~ p l e m e n t a t i o n  p r o b l e m s .  

b.  H a s t y  n e g o t i a t i o n  and  s i g n i n g  of  p r o j e c t  

a g r e e m e n t s - - t h e r e b y  p o s t p o n i n g  or o v e r l o o k i n g  

p o t e n t i a l  i m p l e m e n t a t i o n  p r o b l e m s .  

c. I n s i s t i n g  t h a t  h o s t  g o v e r n m e n t  o f f i c i a l s  s i g n  

o b l i g a t i n g  d o c u m e n t s  w i t h o u t  g i v i n g  them t i m e  

t o  s t a f f  t h e  d o c u m e n t s  o u t  w i t h i n  t h e i r  

o r g a n i z a t i o n .  

d. L a s t  m i n u t e  r e q u e s t s  f r o m  AID/Washington t o  

o b l i g a t e  f u n d s  f o r  p r o j e c t s  f o r  which  n o  

o b l i g a t i o n  had  b e e n  p l a n n e d .  

e. AID/N h a s  p r o h i b i t e d  a n y  o b l i g a t i o n s  i n  t h e  l a s t  

month o f  t h e  f i s c a i  y e a r ,  t h e r e b y  f u r t h e r  

i n c r e a s i n g  t h e  p r e s s u r e  o n  t h e  f i e l d  and  l e a d i n g  

t o  t h e  t y p e s  o f  s i t ~ ~ a t i o n s  d s s c r i b e d  i n  a - c 



above. Because no carryover is permi t ted  and 

new funds a r c  i n v a r i a b l y  l a t e ,  l i t t l e  o b l i g a t i o n  

i s  achieved i n  t he  f i r s t  f i s c a l  quar ter .  Thus, 

t he  p r o h i b i t i o n  on September o b l i g a t i o n s  

e f f e c t i v e l y  reduces t h e  f i s c a l  year t o  e i g h t  

months (al though Sahel funds have no yea r l y  

l i m i t a t i o n ) .  

3. AID should use t he  unique funding f l e x i b i l i t y  

provided by the  Congress t o  reduce t he  pressure 

on the  Sahel missions t o  "move money". 

The pr imary ob jec t i on  given t o  us ing t h e  "no- 

yea r "au tho r i t y  i s  t h a t  i t  runs  t h e  r i s k  t h a t  a  lower 

l e v e l  o+ o b l i g a t i o n  would r e s u l t  i n  reduct ions  i n  

appropr ia t ions  irr t he  subsequent f i s c a l  year. SMAT does 

not  agree t h a t  t h i s  would happen f o r  more than one year, 

i f  a t  a l l .  The dec is ions  t o  use t h e  "no-year" a u t h o r i t y  

should be thoroughly explained and discussed w i t h  t he  

Congress. The d i r e  consequences that. are, o r  have been 

an t i c i pa ted  could i n  a l l  p r o b a b i l i t y  be + o r e s t a l l e d  nl- 

even el i m i  nated. 

The h i g t ~ e s t  p r i o r i t y  f o r  AID i n  t he  Sahel i s  no t  t o  

cont inue o b l i g a t i n g  ever increas ing  amounts o f  money? 

but  i n s u r i n q  t h a t  t he  funds t h a t  have a l ready been 1n3dr. 

ava i l ab l e  are  used prudent ly .  Should t he re  be a  

r e d u c t i o r ~  i n  o b l i g a t i o n s  f o r  a year, t h i s  pe r i od  could 

serve as a  r e s p i t e  and help t h e  USAIDs get on top Of 



t h e i r  implementat ion problems. 

I t  i s ,  a n t i c i p a t e d  t h a t  by s t reng then ing  and 

d e c e n t r a l i z i n g  t h e  SWA management s t r u c t u r e ?  a v a i l a b l e  

f ~ r n d s  c o ~ ~ l d  be o b l i g a t e d  i n  a  more o r d e r l y ,  e f f i c i e n t ,  

t ime1 y  and l e s s  + r u s t r a t i n g  manner-. I n  con j u n c t i o n  w i t h  

t h e  eas ing a f  pressure on annual ~ b l i g a t i o n s ~  CIID/W 

cou1.d cons ider  g i v i n g  a g rea te r  r o l e  i n  t h e  a l l o c a t i o n  

o f   ah-el development budgers 4 0  t h e  f i e l d ,  e i t h e r  t o  t h e  

new SF'CO proposed i n  D. above or- t o  t h e  SMDC under t h e  

l eade rsh ip  o f  SWA and w i t h  t h e  s t a f f  suppor t  o f  a  r e -  

o r - y a n ~ r e d  fDF'Fi '0. I t  i s  t h e  f i e l d  miss ions  t h a t  r-un t h e  

r i 51:: o f  reduced f c!!-ids i f 

oh1 i g a t  i ons .f ,311 t g o  1  n w  beca~tse t h e  funds general  1  y  a r e  

n o t  ava i  Sable f o r  non-Sahel a i ss ions :  thus,  t h e  f i e l d  

w i l l  s t i l l  have an i n c e n t i v e  t o  o b l i g a t e  on a  t i m e l y  

bas is ,  b u t  would be a b l e  t o  a d j u s t  b e t t e r ,  c o l l e c t i v e l y ,  

t o  chanycd eircum~stances. 

4. A s  a  f :u r ther  means o f  f o s t e r i n g  t i m e l y  o b l i g a t i o n s  by  

t h e  f i e l d ,  AFR should  c a r r y  ou t  t h e  i n t e n t  o f  Deleqat ior l  

o f  A u t h o r i t y  140 f o r  f i e1.d approval  o f  new p r o j e c t s .  

However, M iss inns  should  a l s o  seek and t a k e  i n t o  account 

conimentrj by SDF'KO and cjther SMOC ri\ernhev-s on such 

p r o j e c t s .  F'uli f i n l d  a u t h o r i t y  f o r  appraval  o f  p ro jec ts ,  

s h o ~ ~ l d  r e s u l t  i n  a more e i + i c i e n t  approval  process and 

b e t t e r  p r ~ j e c t s  because: 

a. M iss ions  can e s t a b l i s h  t h e i r  own des ign and 

rev iew  schedules snd n o t  have t o  + i t  i n t o  



a r b i t r a r y  AID/W requirements;  

b. Greater  h o s t  c o u n t r y  c o l l a b o r a t i o n  is 

f a c i  1 i ta ted ;  

c. Pre- implementat ion a c t i o n s  can be i n i t i a t e d  

w i t h  rcasonabl  e assurance about t h e  t i m i n g  o f  

o b l i g a t i o n s .  

d. P r o j e c t  F'apers can be w r i t t e n  t o  s a t i s f y  

.approving o f f i c e r s '  requ i rements  and n o t  t o  

encompass responses t o  a l l  o+ t h e  p o t e n t i a l  

ques t i ons  t h a t  AID/W r e v i e w e r s  can fo rmu la te .  

The r e s u l t  shou ld  be more conc i se  and c l e a r  

documentation. 

e. A r ev lew  oC proposed p r o j e c t s  by  SDPRO and 

o the r  m iss ions  shou ld  l e a d  t o  b e t t e r  

c o o r d i n a t i o n  o f  e f f o r t ,  more cons i s tency  w i t h  

r e g i o n a l  s t r a t e g y ,  and more p r o f i t i n g  f r o m  

ex per i ence e l  sewhere i n t h e  Sahel . 
5. I n  c o n j u n c t i o n  w i t h  f i e l d  management o f  budgets  and 

app:.uval o f  all p r o j e c t s ,  t h e  f i e l d  (SFCO) shou ld  be 

g i v e n  t h e  r e s p o n s i b i l i t y  o f  d i v i d i n g  up Sahel OE funds 

and personnel  c e i l i n g s  among t h e  count r . ies .  An e f f o r t  

shou ld  a l s o  be  made t o  g e t  P.L. 480 a l l o c a t i o n s  f o r  t h e  

Sahel and l e t  t h e  f i e l d  make t h e  i n t e r n a l  a l l o c a t i o n c ,  

w i t h i n  ttre Sahel. T h i s  cou ld  reduce t h e  work load on t h e  

Washington agenc ies  i n v o l v e d  i n  t h e  s i l o c a t i o n  process. 

and g i v e  t h e  managers c 3 f  t h e  Sahel progr-am a d d i t i o n a l  

f le: . : ib i  1 i t y  t o  dea l  w i t h  chanqirrg circunrstances. The 



w h o l e  p rocess shuuld reduce AFR workload s i n c e  s t a f  + 
o f f  i c e s  would need t o  rev iew  summary SaRel -wide 

. . 
documentati.011 generally culd not indiviaual country docrimenta. 

h .  Other i deas  be ing  rocs ide red  f o r  g i v i n g  ?he f ieL< more 

fie:-:ibility s+ o p e r a t i m s  i n c l u d e  t h e  esrab i ishmcnt  uf 

two r e g i a n a l  p r o j e c t s  designed p r i m a r i l y  f o r  use by 

USAIDs with mini i i i~1mdo~umet l ta t io i7 .  One wou ld  b e  a 

F'r.oject. I n i t i a t i o n  R=v~o l v i ng  Fund, t h a t  cnillc! be L I ~ P ~  t o  

~mdet.-taI::e p r e - i m p l e r n e ~ ~ t a t i c n  p r a - j e r t  a c t i a n s  b e f o r e  

f t ~ n d s  t*c?came ava i  l a b l ~  under a na14 p r e j e c t .  T h i s  cou ld  

i n t e r  aXia, i n  p r o v i d i n g  t h e  i n i t i a l  suppor t  b e  ~ t 5 9 . f  1.1: -..-,,--- --_-- ,  

Tcr c o n t r a c t  teams. SMA'T c ~ i  11 z l  sc! cons ider  expanding 

t he  p r o j e c t  t o  i n c l u d e  on-going r e v n l  v i n g  fund p r o j e c t  

s \ :opsr t  or suqgest an a1 t e r n a t i  v e  f o r  d e a l i n g  w i t h  t h i  5; 

r ? c , * ~ d .  The second p r o j e c t  would be a Program I n i t i a t i v e s  

F roJec t .  wh i ch  cou ld  be used t o  f i n a n c e  s tud ies ,  t r a v e l  

54 count ry  o f f  i r i  a l s ,  F.rnall p r o j e c t s  r e l a t e d  t o  p o l i c y  

d i  a! ~ g \ . i ~ ,  prnm2t ion o f  p r i v a t e  sec to r ,  p r e - p r o j e c t  

t . e s t ~ n g  of technolog1 c a l  i n n o v a t i  o n c ,  o r  c-jthel- 

aonprrJ j ~ c t  al- pre--.pr-tsject i n i t i a t i v e s .  

iV is r ion  KI~I-ragernent n e ~ d s  s t reng thnn ing  

1. H c s k  111.1 s s i  ons need t o  s t reng then  i n t e r n a l  mechani sms for 

f c3l  1 JLJ-UL), m u n l  to rnng,  and c n n t r o l  o f  p r o j e c t  

i mpl errer ta t  1 on and !-I. 5. C-r II? mansgernerit crleci c, i  rans arrzl 

procecses. 

2. Missions need an ~ n v e n t o r y  o i  a l l  a c t i v i t i e s  whictl 



r e q u i r e  management and generate workload. The i n v e n t o r y  

would i n c l u d e  numbered p r o j e c t s ;  e c t i v i  t i e s  under PL480, 

l o c a l  cu r rency  p r o j e c t ,  sector /program ac t i ons ,  p o l i c y  

d ia logue,  S3T, T i t l e  X I I ,  PVOs; PMbR-f unded a c t i v i t i e s :  

design and e v a l u a t i o n  and o the r  teams; v i s i t o r s ,  e tc .  

Such an i n v e n t o r y  can make personnel  + o r e c a s t i n g  more 

r e a l i s t i c  and f a c i l i t a t e  r e l a t i n g  p r o j e ~ t s  and 

a c t i v i t i e s  i n t o  CDSS and ROSS framework. 

3. Greater  a t t e n t i o n  needs t o  be g i ven  t o  t h e  s e t t i n g  o f  

i n t e r n a l  p r i o r :  t i e s  ( i n c l u d i n g  p e r i o d i c  reminders  t h a t  

t he  purpose o f  t h e  miss ion  and t h e  pr-ogram i s  

a c c e l e r a t i n g  hos t  coun t r y  economic and s o c i  a1 

development 1 .  

4. Most miss ions need an i n t e r n a l  ope ra t i ons  manual. 

5. I n t e r n a l  procedures f o r  t h e  p r e p a r a t i o n  and c learance  

o f  p r o j e c t  documentat ion need t o  be s t reaml ined.  

6. M i  s s i  on managers and superv i  s o r s  need t r a i n i n g  

i n  management, p a r t i c u l a r 1  y i n  techn iques f o r  

r e s o l u t i o n  o f  c o n f l i c t s .  

7. Greater  e f f o r t s  a re  needed t o  t r a i n  l o c a l  f o r e i g n  

n a t i o n a l s  through on-going s t a f f  development programs. 

8. bogist . ica1 and a d m i n i s t r a t i v e  suppor t  o f  p r o j e c t s  needs 

as much o r  more a t t e n t i o n  than t e c h n i c a l  requirements,  

y e t  a p p r o p r i a t e  personnel  a r e  g e n e r a l l y  i n  s h o r t  

supply  i n  m iss ions  and those  i n  REDSB/kCA a r e  

over-ext.ended. Such suppor t  f o r  i n s t i t u t i o n a l  

c o n t r a c t o r s  must be improved. 



G. Sta te /A f  D and Ernbassy/USAID R e l a t i o n s  

Gcr~er all 1. ,, ? k i p  r - e l a t i o n s h i p s  between S t a t e  and AID personr~e l  

a r e  sata s S a ~  t o r y .  SWAT observed t h a t  t h e r e  a r e  occasions, 

however. when t h e r e  i s  n o t  agreement or complete 

~ t n d e r s t a r ~ d ~ n g  as t o  program execu t ion  s t r a t e g i e s ,  pPrsonne1 

and r :  1 a v e l s ,  and a d m i n i s t r a t i v e  suppor t  t o  A I D  

per SQVF)  ? !  d r t t d  p r o  1 e r ~ t ~ .  

E a t  h 5:a4 e a r  d t f m h a ~ s i  PS shared USAIDP 5 camp1 a l n t  sbgut AID/W 

d e l  ayr, r i -espun~i lng ts , f i e l d  requests.  Ambcissadors a re  

~ E I . I P ; . - ~ ~  ? ir l [:~\:at:lcnt f o r  r c s u l  t s  f rom t h e  A I D  program, tend  t o  

t i : .  rJr: n h i  i gat  i ons and moving resources.  Ttiey a r e  

. -  t gj e-5- ,..., :, :;,.: ?-..: bri kh the number o f  personnel  r e q u i r e d  t o  

aarqs 2 :  s i e r  a;: P % D  program, Some a r e  unnecessa r i l y  i n v u l v e d  

w i t h  d e t a i l s  nf day t o  day AID program opera t ions .  They 

. 7 ? ;s c - .  pap .: . - . -  ; : r ~ c ? ~ . * ~ i  edgeabl e than USAID D i r e c t o r s  a b o ~ t t  t h e  

roiss and ac t  i d i t i p s  o f  t h e  Sahel ian and AID r e g i o n a l  

o r r ~ a ; ~ i z  3 : - : : 2 3 5 . ,  Genera l l y  they a r e  opposed t o  r e g i o n a l  

t.3 r- ' 2  J k c  t 5 ., ;: i,.: : c , r j  si..~ppc!rt some, e s p e c i a l l y  where the  impact i s  

-F avot i? ..:I. "f t-aczi !- " c o ~ t n t r y .  

~=,j ,:, 2 r : < .  -. -& . i , , - ,  . : I nipor-tance o f  corrrm~inicati ng w i t h  h o s t  coun t ry  

o f f  I r: 1 ai 5:. :.:):I cjcval apment issues,  i n r l  ~ t d i n g  see1::i ng p o l  i c y  

c !~ i ,nue t - ;~  G ..>,. r.n.s, ,,.,... A m b a s s a d c a r s  have been h e l p f u l  ir! p o l i c y  

d i " ~ 2 : -  :: ,. 

T h e  pcr.*nr-~anr.c-n of t h e  JAOs i s  s p o t t y  a t  best .  Some a re  

p ~ r f c ! :  !::i :-I.,: rvz.1 1 iSer,egal, Ma1 i 1 : o t h e r s  n o t  so we1 1 at- non-- 

e:.: i s t e n t  ( T h e  G;irnDi a, Chad) . S t a t e  con t i nues  t o  exper ience 

F J-l 



d i f f i c u l t y  i n  f i l l i n g  JAO p o s i t i o n s  w i t h  experienced 

personnel. Where t h e  JkOs are  per forming we l l ,  t h e  success 

can be a t t r i b u t e d  t o  t h e  p e r s o n a l i t i e s  i n  t h e  Mission. 

The JAO concept has n o t  always increased e f f i c i e n c i e s ,  

bat.l 
avoided dupl i c a t i o n  o f  serv ices,  o r  necessa r i l y  more 

economical . There are  instances where t h e  JAD has become 

b loated,  s ta f f -w ise ,  through t h e  excessive use o f  PSCs w i t h  

t h e  r e c r e a t i o n  asoc iat ions.  Comparing t h e  per  c a p i t a  FAAS 

cos t  between Niger  and Senegal, f o r  example, Niger  i s  n e a r l y  

e i g h t  t imes as expensive, r a i s i n g  ser ious  quest ions o f  t h e  

manzgement and cos t  e f fec t i veness  o f  t h a t  JAO operat ion.  

I n  order t~ assure a u n i f i e d  U.S. approach t o  development i n  

t h e  Sahel, c lose r  coord ina t ion ,  improved understanding o f  

development, and c l e a r e r  p o l i c i e s  must be promulgated t o  t h e  

field by S t a t e  and AID. 

The f o l l o w i n g  are  being considered t o  a s s i s t  i n  improving 

Embassv-USAID r e l a t i o n s h i p s :  

o A t  l e a s t  once a year t h e  Ambassadors o f  t h e  Sahel 

coun t r i es  meet w i t h  t h e  SMDC and rep resen ta t i ves  

f rom CILSS. 

o Improve coo rd ina t i on  and c o l  l a b o r a t i a n  between the  

fimbassadors and USAID D i r e c t o r s  i n  f ormu1 a t i n g  

cuunt ry  development s t r a t e g y  statements. 

o Improve State/AID dialogue, bo th  i n  Washington 

and t h e  f i e l d .  For b e t t e r  mutual understanding of  



p r o c e s s e s ,  p r o c e d u r e s ,  p o l i c i e s ,  and e u t h e r i  ties. 

o Improve  management o f  J o i n t  W m i n i s t r a t i  VP 

O r g a n i z a t i o n s  t o  i n s u r e  t h a t  t h e y  are respcnsive, 

e - f - - f i c i en t . l  y managed,  and c o s t  e f + e c t i v e .  

ti. S t r e n g t h e n 1  r\g r e g i o n a l  e r g a n i z a t i o n w  s h o u l d  g o  hand- in-hand 

w i t h  s t r e a m 1  i n i n q  U. S. BIB f i e l d  d i r e c t i o n  and  m8 s-izioris. 

i .  The CILSS m r g a n i t a t i o n ,  c o m p r i s e d  o f  i ts  C o ~ l n c i I  a f  

h i n t s t e r s ,  E x e c u f l v e  S e c r e t a r i a t ,  a n d  s p e r i  a 1  i z e d  

a g e n t ]  es ( t h e  S a h e l  I n s t i t u t e  a n d  RGRHYMET) , h a s  

p r o g r e s s e d  m a r k e d l y  w i t h  d i r e c t  s u p p o r t  f r o m  t h e  

Club/CECT)  S e c r e t a r i a t  p l u s  a v a r i e t y  o f  donr r - - in1  t i a t e d  

a c t r \ ~ l t a e s .  Working g r o u p s ,  c o l l o q u i a ,  and  o t h e r  f o r a  

1 \ 1 5  p r o d u c e d  some 4 u n d a m e n t a l  p o l  i c y  p a p w s  a n d  

ot.t.1 ~ n e s  on s u c h  t o p i c s  a s  f o o d  c r o p s  ( r a i n f e d  a n d  

i r . ?  I part-i? a g r i c ~ ~ l  t u r e )  : cereals p o l  i c i  es; f o o d  

s t r a  becjles:  v l  1  1  a g e  h y d r a u l  i c s ;  ecol o g y / f  o r e s t r y ;  

r e c ~ i r , - e n t  c o s t s .  More r e m a i n s  t o  b e  d o n e  a n d  t h e  F i f t h  

Y! ~ : t ;  Lnrlf er.ence i n  E31-ussel s i n  1 a t e  1985 1  a i d  c u t  some 

u i  kl;e components of a f u t u r e  work p r o g r a m :  

a .  Cc ln t inc ra t ion  o f  c o n c e p t u a l  w o r k  r e l a t i n g  t o  t h e  

r eylori a s  a whole :  s e c t o r a l  t o p i c s ,  such a s  

def o r s s t a t i o n ,  1  i v e s t o c k ,  a n d  f i s h e r i e s ;  econcmi  c 

p c l  i c i e  5. e . g . ,  f o o d  p r o d u c t i o n  nrd c ~ r e a l s  

b s l i ~ i e s :  f o o d  s e c u r i t y  p l a n s ;  and w i d e r  

p u ~ u l a t i o n  p a r t i c i p a t i o n  i n  d e v e l o p m e n t .  

b .  Imgr o.dement ~f c o o r d i n a t i o n  a n d  c o n c e r t e d  a c t i o n  

c;iP.hin t h e  r e g i o n  t h r o u g h  a ser ies  a f  m e e t i n g 5  



and "progress reviews" i n  member count r ies  t o  

update a l l  concerned on r e g i  onal-naf i c n a l  progress 

and map out next steps. (This  may a l so  enchance 

donor support and coord inat ioa)  

2. A se r ies  of ac t ions  may be necessary t o  prepare 

- CILSS/Cl ub-OECD b e t t e r  -- o rgan i za t i ona l l y  and 

a i t t h o r i t a t i v e l y  -- toward even greater  progress toward 

t h e  goals  of Sahel i a n  development: 

a. CILSS/Club Secre tar ia ts ,  based on t h e  1983 

brussels  meeting, o u t l i n e  a f ive-year  p l an  of  

ac t i on  as t he  next segment i n  p u r s u i t  o f  goals  

est.ab1 ished f o r  the  year 2000. 

b. CILSS/Cl ub Secre ta r ia ts  convene p l  anning 

meetings w i t h  the  Sahel I n s t i t u t e  and AGRHYMET 

t o ~ a r d  f ormul a t i o n  o f  f i ve-year programs, 

f 1 owing out of t he  above-mentioned 

del  iber-at ions and agreements. 

c. CYLSS/Club Secre ta r ia ts  should f u r t h e r  

stream1 ine r e l a t i o n s  w i t h  donors: 

i . Def ine b e t t e r  the  food s e l f  -suf + i c i ency  

goal and b e t t e r  enable donors, e.g., t he  

U.S.. t o  r e l a t e  t h e i r  reg iona l  and na t iona l  

s t r a teg ies  t o  support o f  t he  goal: 

i 1. Formulate proposals w i t h  CILSS members 

suggesting donors i d e n t i f y  sec tors  or 

p r o j e c t s  of preference as a means sf 

achieving wider progress and e l  im in i na t i ng  



d u p l i c a t i o n ;  

iii. Use "progress rev iews"  [mentioned above) 

as f o r d  f o r  donor d ia l ogue  and p a r t i c i p a t i o n  

i n  C I L S S  member count:-y develapment planning. 

d. CILSS/Club S e c r e t a r i a t s  convene a planning 

meeting w i  t.h a1 l donors p r o v i d i n g  t e c h n i c a l  

ass is tance  d i r e c t  1 y t o  t h e  r e s p e c t i v e  

S e c r e t a r i a t s  and i n c l u d e  t h e  f o l l o w i n g  agenda 

p o i n t s :  

i. Modi fy  CILSS' o rgan i za t i on ,  e . g . ,  e s t a b l i s h  

a  Deputy Execu t i ve  Secre ta ry  f o r  contin'1.i t y  

a+ management: t i gh te r?  s t a + + i n g  cons is ten t .  

w i t h  concen t ra t i on  on p o l i c y  f o r m u l a t i o n  

and abandonment of f u n d r a i s i n g  2nd 

p r o j e c t  implementat ion:  develop r e a l  i s t i c  

annual worl: pl a n d  

ii. Formulate and agree on personnel  p o l i c i e s  

and conform donor support  "packages" t o  

d' CXLSS personnel  pay sca les  and standards. 

iii. Agree on budget procedures, e.g., o u t l i n e  

a f i v e  year budget shoving a combinat ion o f  

C ILSS member and donor c o n t r i b u t i o n s ,  by 

year and l i n e  i teni.  P rov ide  f o r  annr~a l  

up-dates. 

e. Disseminate con ten t  and f ~ ~ t ~ k r e  guidance 

ernergi nq from C h i  e f  s of  State-Cc'unci 1  of 

M i n i s t e r s '  c o n s i d e r a t i o n  o f  t h e  C I L S S  



Reappraisal  Committee's a c t i v i t i e s  and r e p o r t .  

Formulate s p e c i f i c  assignments f o r  f c l  low-up. 

3. I D  i s  t h e  p r i n c i p a l  donor t o  t h e  o p e r a t i o n  o f  t h e  

CILSS Execu t i ve  S e c r e t a r i a t  and makes suks tan t l r s l  

i n p u t s  t o  t h e  OECD/C~LI~ S e c r e t a r i a t  and the Sane1 

I r ~ s t i  t u t e .  I n  a d d i t i o n ,  a working fund has Seen se t  

LIP w i t h  F A 0  t o  p r o v i d e  shor t - te rm c o n s u l t i n g  suppor t  t o  

CILSS .member c o u n t r i e s  and Sahe l i a r~  A I D  Missions.  A1 1  

the f c r e g c i n g  a c t i v i t y  i s  organized and admin is te red  v i a  

t h e  Sahel Regional AID Coord ina t ion  and P lann ing  P r o j e c t  

(625-i1911). which i s  soon t o  be evaluated.  Fc v a r i e t y  of 

support  f o r  AGRHYMET i s  p rov ided  under b i l a t e r a l  

p r o j e c t s  o f  USAID Niger .  Fu tu re  des i  gn o f  these  

a c t i v i t i e s  should address t h e  f 01 l ow ing  p o i n t s :  

a. Need f o r  some form o f  c o o r d i n a t i o n  - vested i n  a 

s l n g l e  e n t i t y  - anlong t h e  CILSS Execu t i ve  

S e c r e t a r i a t .  Sahel I n s t i t u t e  and 4GRHYNET on 

ma t te rs  of. p o l i c y  and budget as t hey  r e l a t e  t o  

1J.S. s ~ ~ p p n r t  f o r  r e g i o n a l  c o o r d i n a t i o n  

and p lann ing .  

h. I n c o r p o r a t i n g  091 1 nlanagership w i t h i n  d u t i e s  and 

respons ib i  1  i t i e s  o f  SNDC/SDF'RO s t a f f  . thereby  ~ s -  

tab1  i s h i n q  a s i n a l e  U. S. corrmc~nicat ion channel t o  

t h e  CILSS E:.:ecutive Sect-etavi a t .  

K .  E s t a b l  i s t i i n q  bet ter -  p lann i r rg /procedures f o r  

C I L S S  and A I D  M iss ions '  u t i l i z a t i o n  o f  short - term 

c ~ n s u l  tan tcapab i  1  i t y  th rough  OECD/Club and FOD4G 



Rome. 

d. C i r c u l a r i z i n g  a l l  USAIDS ar)d Embassies on 

CILSS/INSAH/AGRHYMET issues w i t h  A I D  reg iona l  

or b i l a t e r a l  imp1 i c a t i o n s  (should a l so  inc lude 

a1 1 OECD/Cl ub issuances) and f o s t e r i n g  

appropr ia te responses and commentaries. 

4. Lookiny ou ts ide  the  A I D  o rgan iza t iona l  s t ruc tu re ,  

SWA/SWbF' might ~ 1 5 0  consider l o c a t i n g  managership of  

these p l  anning/coord inat i  on resources i n  an e n t i t y  such 

as the  OECD/Club Sec re ta r ia t .  I n  long-range p lanning 

terms. such A move would be cons is ten t  w i t h  t he  idea 

t h a t  t h e  reg iona l  Sahel i a n  e n t i  t i e s  and t h e i r  member 

coun t r i es  are  u l t i m a t e l y  respons ib le  f o r  t h e i r  own 

development. Likewise, i t  probably makes sense t o  

consider- conso l i da t ing  U. S. and, i dea l  l y ,  a1 1  donor 

ass is tance t o  CILSS s t a f f  development and operat ions 

through a  neu t ra l  body represent ing  a l l  a c t i v e  donors. 

This r e p o r t  r e f l e c t s  the  i n i t i a l  ideas and proposals by SMAT. Some of 

t f i ~ r n  a re  expected t o  be t-e-fined further..  

There are  a  number of add i t i ona l  t o p i c s  t h a t  a re  a l so  heiny explored by 

SMAT and w i l l  p robably  be addressed i n  subsequent progress repor ts .  

e.g. : improving co l l abo ra t i on  w i t h  t h e  hos t  coclntry and external  

p r o j e c t  design method01 ogy, importance and s t a tus  o f  Pro jec t  

Of f icers,  personnel i nrent ives ,  management o f  Personal Service 



Contractors, management training, i mpreving sta99 development, 

standardization and maintenance 09 vehicles, leasing vs. procurement of 

vehicles, 9inancial management etr., etc. 
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UIICL AS STATE 0 1  8 6 9 8  

AIDAC, PAR I S  FOR O€CD, ROHE FOR FODAG, BAHAKO FOR SDPRO, 

E.O. 1 2 3 5 6  N /A  
T IGS:  

S l lBJ f  CT: ASSESZIIENT OF A I D  SAl lEL PROGRAM HAllAGEHENT 
CkPflC l T I  ES AND REQUl REHENIS 

REF: (A )  1 9 8 3  STATE 2 8 0 5 1 9  (NOTAL) (0)  1983 STATE 
3 C 0 0 4 2  (C) STATE, 6 3 7 7  

ABI  DJAl4 FOR REDfO/WCA 

1  THE SAl lEL HPllhr.EBENT bSSE25 l lENT TEAM r 3 l k T )  H h f  
S l l B l l l T T E O  U P R 0 6 R L L S  R f P O k T  FOR I I E L O  l \ t lD k l D ' W  R t U l l  W 
COPIES W l l l  BE I IkHDCARHII  O TO K I L 4 L  1 C0FIFERCtII;E I H I  
TEA l l  ALSO I'REPARED THE AUHl DGED VER;IOII BE I N L  
TPRII:HITTCII B Y  T H  I: CABLE.  T H I S  VERSIOFI o n 1  T'; no:r eF  
THE OUCTE WHAT THk TEAM I IEARD UI lOUOlE :;LC1 IOEI l H A l  Up\: 
REPCitTED TO SI'DC X I  l l TI!E OUOTE 0BSE l?V&TIOI18  AND 
PPOI'GSAL:/ I D E B S  UIIQUOTE :,ECTIOH I S  A L : ~  ABUID~IF D, B u r  
S E l 2  FORTH IDEAS IJllDER COIIS IDERUTI  OH TO ALLOW :AHEL 
D IRLLTORS r t t l  OPPORTUNITI. TO D l S C l l S S  THLM AT POST BEFORE 
U IGItL I. THE SHAT REPRESEIITPT l VE HOPES TO RECt l VE 
FEEOBACH AT THE HCETING. I N  ADDIT ION,  AS INDICATED REF 
(C), SOHE OF THE PROPOfnL: RELATE TO TllE PROPOLED AGLNDA 

FORTHESHOC MEET I N 6  Wl  I H  AP/AFR. THE TEAM ALSO 

WELCOMES ClrBLED COtlHENTS FROH USA lD5 ,  F.HBA;SIES, "JHCL 
REG l ONAL Ot'F I CEZ, CND R E K O / V C I I  #BY FEIIRUARY I S ) .  

2.  SHDT B l l l E F E D  r ~ n / t i R ,  OAAS LOVE AND JOH?lSOli AND SWA 
011 JNNUAPY 1 8  Otl GENERAL CONTEllT OF PRJ)GRE';S I:EPORT. 

3 THERE I O L L O U $  THE ABRIDGED VERSION OF THE :HAT , 

PPObRESS R I  PORT. 

1 1 N i R C D l t C T l 0 t l :  SBqT  I I ITERVI I  LIED A l l ) ,  STAT[. AND OTHER 
DONOR REFS I N  V;SIIINGTO!I, A l l 3  V .  ',. r\ND I ION-U.  ;. 

STATE 016 l198  5 9 2 5  0 1 1 4 5 4  A I D 6  

PERSONNEL I N  U. S. M l S S I O N S / U S A I D S ,  HOST GOVERNIIEHTS, AND 
DONOR OFFICES I N  THE SAHEL I A N  COl lNTRlES DLlRlNC THE 

PERIOD SEPTCIIBER-DCCCNBER 1 9 8 3 .  V I S I T S  ALSO I l lCLUOED 
THE C l  L S S  EAECUT I V E  SECRETARIAT  I N  OUAGADOUbOU, CLUB D U  
SAHEL SECRETARIAT I N  PAR1 S, REDSO/WCA, AND A I  D REGIONAL 
O F F I C E S  I N  THE SAHEL. OliE MEMBER OF SHAT ATTENDED SHDC 
XI l l  AND PRESENTED A SYNTHESIS OF WHAT ShRl MEMBER5 HAD 
HEARD I N  WASH ll4GTOl4 AND TIIE F I E L D  AND OFFERED A FEU 
T E N T A T I V E  OBSERVATIONS. TH IS  sunnARY REPORT OFFERS 
F I E L D  M I S S I O H S  AND AFR OFF I C E S  SOHE OBSERVATIOIIS AllD 
TEIJTAT l VE COIICLUSIOHS, AtID PRESEI-ITS SELECTED I D E A S  THAT 
HAVE BEEN SUGGESlED TO OR DEVELOPED BY THE TEAt l  FOR 
IMPROVING THE HAHAGEMENT OF A I D ' S  SAHEL PROGRAM. T H I S  
REPORT I S  INTENDED TO EL l C l T  FURTHER DIALOGUE W l T H  
USAIDS, EMBASSIES, SAHEL REGIONAL OFF ICES, REDSO/WCA, 
AND INTERESTED WASHINGTON OFFTCES. COMMENTS ARE 
REQUESTED BY FEBRUARY 1 5 .  DUR l t l G  JAI IUARY AND FEBRUARY, 
THE TEAM U l l l  DEVELOP IDEAS FURl t iER AND HAY SEEM 
COHMENTS ON S P E C I F I C  PROPOSALS. 
I I. SVHTHESI S OF WHAT THE TEAM HEARD 

A. I N  WASH INGTON (BOTH A I D  AND STATE) 

1: REGARDIHG THE SAHEL DEVELOPMENT PROGRAM (SOPI -- 
- HOT SEEN AS SPECIAL  BY HOST IHTERVIEWEES ALREADY 
- GETTING TOO nucn ATTENTIOH, TOO HUCI~ HCHEY, TOO 
- HANY PEOPLE. 

2. UELEGATIONS OF AUTHORITY - -  THE R l G l i T  HuND 
- G l V f T H  At10 THE L E F T  HAND TAKETH AWAY. 
- hUTHORI T I E S  ABIJSED. 

3. UFR HANAGEHEHT - -  TOO CENTRAL IZED, l NSUFF l C  IENT 
- UELEGAT ION, STAFF OFF I C E S  CAHEIOT HANDLE WORMLOAD. . 

8. I N  THE F I E L D  (BOTH A I D  AND STATE)  

1. WASHINGTON I S  THE ENEMY - -  SOME 17 ~ I T A T I O N S .  

2. , PROJECT HANAGERS ARE FRUSTRATED - -  W l T H  REASON. 

3 .  SBHEL IBW R E G l O t l k L  INSTITUTION ' ;  ARE WEAK!DIrFUSE. 

4. u l D  DOES NOT RTLPOND TO COIJIITRY P R I O R I T I E S .  . 

5. N D l T  RI'PORTS ARE 1401 OBJECTIVE,  MAlSY AVOtTGRS 
- nRE R E L A T I V E L Y  INEXPERIENCED AND U N r U H I L  I A H  WlTH - A I D  AND I T 5  GOI\LS. 
. S t C T l O l l  1 1 1  'D) COMPL IAClCE I S  D IFF ICUI .T ,  I T  
- CAUSED CONFL ICT  l N l  l l  ALL  Y Wl TH GOVEHNHEHIS, BUT 
- I IETTEH IIUNIIGEMI'IIT SHOULD RE5 I ILT .  

7. TOO HUCH EHPHA! i IS ON RCGIOHAL STRATEGY. 
. FUCTORSDDETERRl l lG A I D  SUCCESS I N  IHE SAHEL - -  
- HOST PRESENTEDI\T SHDC 2 I I I. 
. TOO HAl lY REGIONAL PROJECTS ABSCRBINC HONEY FOR 
- LOWER P n l o R l T Y  MCTIVITIE:. 

1 8 .  SOHE NEEDED CHI\IIGES I N  STRATEGY ilND TACTICS:  

- A. PROIrRAH EMPHASIS  - -  PORE F U N l l H G  TO HUMAN 
- RESOURCC, QUOTE PEOPLE ORIENTED IJNPUOTE 
- PROJECTS, HANAGEHENT TRA lii illlj ( I I ICLUD I N 6  - ECOHOHI C: AND l lUS  I NESS .ADf l  l ll l STR4T I ON),  
- HESEAirCtl, INFRI\:TRUCTURE (ESPEC I U L Y  FOR T l lAFF  l C  

- ' n R T E R l E S ) ,  NONI'ROJECT P S S I  STAhCE. SUPPORT OF 
- INDIGENOUS P R l  VfiTE SEClORS. 

- tl. NEU TRCTICS - -  INCREASE C M D I  I I O f I A L  l l ' f  OF A I D  
- TO PERFORMAtlCE, MORE K IGOROUS A h h L Y S  l S 4 4 0  

U N C L A S S  IF l E D  
BEST AVAILABLE COPY 
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- H O H E S T t  I H  PRESEIITUT ION,  RECOGNIZE SAHEL I A N S  - ACT1  V l  TY  ACCOUNT l N 6  B Y  ADD Il3G DOUBLE S I GN-OFF 
- MUST DEVELOP T H E  SUHEL. - PROCEDURE BETWEEN HC AND DONOR HANAGERS. 

I 

11. SWA, SIIDC, SDFRO, CLUB/OECO, C l L S S  CORPLEX: 

- A. DONOR A I D  TERHS AND STANDARDS CREATE 
- PERSONNEL A l lD  PROGRAM PROBLEMS FOR C l L S S  
- S E C R I T C R I A T .  

- B .  C l l S S  S f C R E T A R l A T  HAS  N O  CLEAR CONCEPT OF 
- CHANNELS  FOR DEAL I H G  WlTH  A I D  013 .PROJECT 
- 625-D9JI. 

- C. LACK OF C L A R I T Y  ON R E L A 7  I 0N ;H IP  AND MUTUAL 

- R E S P O N S I B I L I T I E S  OF SAHEL M I S S I O N  D I R E C T O R S  
- COUNCIL  (SMDC) Al lD THE SAHEL D E J E L O P t l E t I T  
- P L A W l l l  luG R E 6  l OMAL ORGAN1 L A T  l ON (SOPRO) HAMPERS 
- PREPkRPT  I O N  AN0  APPROVAL OF A R E G l O l l A L  
- DEVELOFt lENT  STRATEGY S T A I E H E N T .  

- D. SDPRO SHOULD BE:  I )  ABOL ISHED,  I I t  
- T R A N ~ F O R M E D  I N T O  A SECRET f iR l  AT FOR SHDC, 1 l I )  
- MOVED TO OUAGA (IN REDUCED NUMBERS) AND SERVE 
- ONLY A h  ADVISORY F U l J C T l O l l  TO  C I L S S ;  I V I  BE G Is IEN  
- EXPAIIOED RE:POIISIBIL ITIE; IN e o r H  REGIONAL ANO 
- 8 l l  ATERAL  PROGRAR/PROJECI  DEVELOPHEHT AND 
- I M P L F H E N T A T I O N ;  V) B E  ALLOCATED 3 t I E  TECHNICAL  
- PERSONt lEL (E. G., LAWYER, CONTRACT OFF ICER, 
- EN61HEER)  A l lD  BECOME A SAHEL REDSO. 

- E. :HDC SHOULD E X E R C I S E  MORE POL I C Y  A rJTHORlT  i 
- V I A  THE RESOURCE - kLLOCAT  I O N  PROCESS. FOLLOW-UP 
- ON A L L  SMDC D E C I S I O N S  SHOULD B E  V f S T E D  I H  
- SDPRO. SRDC H A S  TOO H A H f  MEET I I IGS ;  DOES NOT 
- REGULAPL Y I l l C L U D E  AMBASSADORS IIS SHDC ;ESS ION:. 

C .  FROM SC iHEL l  k l l S  A l lD  OTHER DONORS ( I N  UA;HINGTOII  AND . 
F I E L D )  - -  NEW 

1. SDPRO - -  HA: DONE USEFUL C A T A L  Y T  I C  WORI( ON nA l rY  
- S A H E l  P O L I C Y  ISSUE:; REDtJCE TO J OR 4  PERSONS 
- AN0  RELOCATE TO O!JkGU TO WORK W1 TH C I L  ,S 
- S E C R T T L R I P T  AND P A R T I C I P 4 T E  I N  C l L S S  WORKING 
- GROUP C C T I V I T I E S .  

2. U. 2 .  HCHAGEHENT SYSTEI IS,  P A R T I C  Jl ARLY I N  
- F I t lA I ICE ,  HAVE BEHEF l T E D  C !IS:. TRAIN l r l G  SH0UI.D 
- B E  HORE S f S l E h A T I C  AND WIDELY  A J H l L u B L f .  

3. C I L S L - C L U B  k E L A T I O I l S  HAVE I M P R O I E O  S T E A D I L Y .  
- SOME PCL I C Y  DISAGREEHENT; P E R S l  ;T: I R q I G A T E D  
- US. R A I N F E D  AGRICULTURE;  REGIONAL  VS. f l A T l  ONAL 
- FOOD S E C U R I T Y  STOCKS. 

4. MORE-CCIITAC? SHOULD E X 1  ST A7 N A l  IONAL  L E V E L S  
BETLEE I I  C l  L S S  CUORDIHATORS APJD A I D  ' I ISSION;.  

5 BECAUSE U.  S. P R O V I D E S  HORE PESO'JRCES D I R E C T L Y  T O  
- THE C l l S S  E; :ECUTIJE S E C R E T k P l A T  THAN A r IY  OTHEX 
- DOIIOE, A I D  Z O E E T l I I E S  TENDS 1 0  TAKE A Q J O T E  H E J E  
- 1 S T k E  flOHEY B I lD  HERE I S  WHAT YOU DO W l 7 H  I T  
- UNSIJOTE APPROACH. 

6. CLUB S E C R E T h R l A T  C O N T l N U f S  7 0  R < F R A I N  i R O H  
- E N D O F S l l l G  C T L S S '  2 E V A L U A l  I O N  ME I H O D O L O i Y  

- P R O P O S l L S  At10 FROY SUPPOdTIKG HIRE S Y S I E R A T I C  
- O E d E L O F M E I I l  OF THE SAHEL I H S T I T J T E .  

7 .  SAHEL I C H  F I t l A h C I A L  S b 3 T E Y S  CAN 4ORU F 0 1  P R O J E 5 T  

C l  L S S  SECRETAR l A T  HAS IMPROVED HARKEOL:  
COHCEl lTRAT l  NG KORE ON POL l CV ISSUES, DROPP l tlG 
INV0LVEf ;ENT I N  PROJECT  MANAGERENT; R E F R A I I i I  NG 
FROH D I R E C T  CONTACT W I T H  DONORS TO SUPPORT 
I N D I V I D U A L  P R O J f  CTS. 

U S A l D  R E L A T I O N 5  W l T H  HC ARE INADEQUATE.  

ONE HC R E P R E 2 E k T A T I V E  THOUGHT THAT  DONORS COULD 
BETTER ALLOCATE D I F t E R E N T  AREAS OF ACT I V I T Y  - 
AMONG THEII .  

I I I. 'PREL l M I  NARY OBSERVA1 I QEIS B Y  SRAT:  PROPOSALS  AND 
I D E A S  UNDER COI4S IDERAT IUN 

A. THE CONCEPT OF A SAHEL DEVELOPHEHT PROGRAM R E M A I N S  
VAL ID;  R E X I I T S  TO DATE HAY BE  D I S A P P O I N T I N G  I N  TERYS 
QF INCREAZED INCOMES AND PRODUCT ION, BUT G A I N S  - 
ACHIEVED PROVIDE  A BASE FOR FUTURE PROGRESS U .S .  
SHOULD STAY THE COURSE AS u FULL P A R T N E R - I N  SAHEL 
DEVELOPI lE I IT .  TO ENSURE n c n E  EFFECT I V E  - - 
P A R T I C I P A T I O N ,  A I D  NEEDS TO: 

- -  RECDNf I P H  THF V A L I D I T Y  OF THE V l i l O N  OF THE SDP 
- P.S A LOkG-TERM DEVELOPMEIT  I INDERTAKIHG ;IORTHY OF 
- I T S  SIJPPORT. 

- -  I I A I N T A l l j  THE SUP APPROPRIAT IO I4  fiND USE Tl lE 
- 6PEC I A L  AUTHOR l T l E S  PROVIOED THEREIN .  - 

n 

- -  DPCRUDE, I t lTLGPATE, AND STRENGTHEN THE 
- I IANAGlHENT  OF L D P  AS  SUGGESTED BELOW. 

--  RECOGII I  2 E  THAT SAHEL H A S  SPEC l  AL DEVELOPMENT - CHALLENGES AND PROVIDE  BETTER SUPPORT TO F l E L 0  
- HISSION!.  TO DELL  U I l H  1HE.H. 

- -  EXPAND CND STRENGTI1EH POL I C Y  AND P L A H N I l i G  1 I E S  

. - B f  I W E E N C I D  A l lD  SAHEL I A N  AGENCIES  Ut lD OTl lER 
- DONOR:. 

0. C I D / W  A l T l T l J I r E  TOWnPD SUPPORT FOR THE St tHEL PROGRAM 
S l iOULD BE  IHPROVIO .  A A I A F R  ';liOULO G I V E  f l E l  fl h 0 9 E  
AIJIOIIOHY. CT S H E  T I M E ,  A U l k F R  SHOULD E 2 T A f l L T S H  A 
O l l D l f  OPERA1 l 0145 A F P R A I  L A L  STAFF  l lNO JOTE U N l  T TO 
R E V I C U  F l l l t  OPCHAT IONS AND RESPOND r0 S P E C I H L  
H I S S I O N  RtQLtESTS.  

C. A MORE C O L L A n O E A T l V L  SDP Z T R A T E G f  I S  NEEDED, 
SUPPORTED B\  H O D I F  l E D  PHOCRAt l  C O N T E N l  AND BETTER 
PERFbRHANCE MEASUREf lENTS.  

- -  SHaT  SUPPORT: SDPROiSHDC E F f  OATS I N  PRCPARA1 1011 
- OF A RECIO t lAL  STRATEGY STA7EMENT THAT TAKES A - 20 -YEAR PERSPECT I VE A N 0  ESTABL  l S I E S  SHOdTER TERM 

- S T R A T I G I E S  AHD I N T E R I R  GOALS bNO HEPSURABLE  - TARGETS. SHkT  SUGGESTS STPATEGY CTATEMENT - CONS IDEC A L T E R N A T I  VE PROGRAM n l  xcs.  GE IERAL - . RANAGTHENT WORKLOAD AND HIJIIRN RE;OUPCE 
- L l H l T k T l O N  OF HOST COUNTRIES  AND U S A l D  ;UCGEST - . F U R T H t R  PROGRAR CONCENTRAT ION (FEWER SECTORS, 

- FEUER P S O J E C T S ) .  

- :nar LEES THE CEGIOHAL STRATEGY ;TATEHEIIT A S  A - C A S l S  FGR E ~ , I L L ~ A T I N G  REGIONAL  P R I J E C T S  4HD 

- F R O V I U I L G  GIJIDCI ICE (BUT HOT S T R A I 6 H T - J k : h E T )  F I R  
- CDSSZ L A T T E R  W I L L  NEED TO REFLCCT V A R l L O  

U N C L A S S  IF l ED 
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- COUtITRlES DEVELOPFENI  SITUATLOIJ AND U. S. POL I C Y  - C. SDPRO HAS DONE SOME GOOD WORH, BUT NE I THCR 
- OBJECTIVES. - THE TEAM'SLTUDIES NOR I T S  I N D I V I D U A L  HLI IdERS 

- RE STRATEGY PREPARATION PROCESL, SVA/!.DPRO/StIDC 
- MIGHT APPOItJT A SHALL TkSH FORCE (TWO OR THREE 
- REPRESEflTAT l V f  S OF SIIDC, ONE RCPRE:'ENTAT I VC f ROH 
- SWI\ AND D l  RECTOR, SPDROJ T O  WORU I I ITE l IS I  VELY FOR 
- A UEEH 011 THE S T k T E f l i H T .  ALSO, THE REFINED 
- DRhFT MIGHT BE CIRCULATED THROUGH THE C I L S 3  kND 
- c L u B  SECRE TARINS FOR COMHEIITS. TH I  s COULD 
- PROMPT A tURTdER REVIEW AllD UPDATE OF THE C l l S S  

- STRR'TEGY r4 I lD  REF I I IEI IENT OF 5AEE (COt lCIPT OF FOOD 
- SELF-SUFF I C I E N C V  I S  HOT WELL D E F I N E D ) .  I T  COULD 
- ALSO LEAD TO AM IMPROVED D l  ALOGUE U l  TH OTHER 
- DONORS. 

- -  snAT SUGGESTS A r i E u  L O O K  A T  IIIFRASTRUCTIJRE, 
- I . E . ,  ROnD R E P A I R  AND RECOEISTRUCTION, 
- I RH I GAT I ON, POSS I BL Y OTHER TRAllSPORT AND 
- COHHUNI C A I  IONS. POAOf  PART ICUL U9L I C I N  S E R V l  TO 
- IMPROVE RUHAL I\CCESS TO MARHCTL AND L I N K  
- LANDLOCKEDSAHEI I A N  COUl lTRl  E S  TO ONE &NOTHER AND 

- COASTAL HE IGHBORS. INCREASED TRADE k l  l ' H  LATTER 
- MAY P R 3 V I D f  IMPORTANT CATAL (ST TO Y I iH fL  I A I I  ' 

- DEUILOPI lEI lT.  I R H I G A T I O H  I S  E::EIJT I A L  TO M E 1  I t I G  
- SAIIEL FOOD SECURl  l Y  NEEDS. I HFRASTRUCTIJRE 
- PROJECTS CnN BE HkNDLEO ON A TURII-KEY B A S I S ,  
- I I l t l l f l l L  1116 HOXT COUNTRY UIID U:RIO MAN&(iEHENT 
- REouI REMENTS, WHILE P R O V l D l l I G  ON-THE-JOB 
- T R U l N l N G  1 0  S A H E L I A N i .  

- -  ; W A N  RE;OORCEf WEAKIIELSES OF THE HOST COUNTRl fS  
- &NU T l lE  U S n l D 5  DEHANO (rhEATt.R ATTEFITION. T H I S  
- SUGGESIS FEWER PROJECT:, HORE TURN-KEY 
- INFRASTRUCTURE PROJECT';, NOIIPROJECT AZS I STANCE, 
- AND P R O V I D I N G  OPERATING /NOT JUST ADVISORY) 
- PERSOHNEL TO PIIOJECT;. 

- -  PROGRAM AND SECTOR A;SILTANCE ZHOULD BE 
- C0H:IDERED WHERE I T  CA l i  BE EXPECTED TO R E 2 I I L l  I N  
- : I C N I F I C B H T  POI ICY CHRHGES. HOWEVER, P O L I C Y  
- D l  r!LOGUF DOES 1101 NE:E::BR I L Y  REQUIHE ZUCH 
- I l i : . lSTAHC€ T O  BE E F F t C T I V E .  F O L I C f  D IALOl r l lE  
- C O l l l D  01  :TREIJ(tTMINED BY T O l U L  M lS ; IO t I  
- INVOL VEII fNT ( I I ICL UD 1-16 l l i E  CHBl\';^JY RND PO',';ICL Y 

- OTHER H I  fil!ERS 01 THE 11 2, MlS',lOll) I N  THC 
- FONHULBI IO I I  OF P R I O R I T l t :  FOR O I A L 0 b U t  AND TIIE 

LTHATEl iY I )ID TAC1 I C S  I OR ACJI I E V I I I G  PROGRE2S. 
- LVCH P3L ICY I I lVOL VEHlNT  PLAN StIOULD A1 SO 
- C0t I : IDi l l  1HE IJSI  CF C I L S Z  N 4 T I O N A L  COHHITTCE:, 
- OTHLR DOtIORS r\l lD P I O f W .  

D. THE ORGAl l l  Z A T I O N  FOR I lnt lAG I I I G  THE I;DP IIEED: PIORE 
LEADER! H I P  UIID l NTEGRLT I O N  AND CLEBRER L I'FIES OF 
RE:PON:nIBIL I T Y  A N 0  AUTHOXI TY. 

1. Slll!T OBZEPVATIOIIS ON THE F U l l C T l O I I  1 HG OF THE 
- ORCIAN I l A T  I ONAL COIlPOYElIl S: 

- A. NO OtlE I S  C L E P R L I  I N  CHqRGF, E X E P T  P O X I B L Y  
- u A ~ A F R  UHG DOES NOT I A V E  T l l l E  1 0  FOCU; ON SAhEL 
- DEVELOPI lEkT 01 IUEEDS. 

- 0. THE DIRECTOR OF AFRISWA I S  EIOHIHAILY 
- RE',POII;IBLE, B l I T H A S N O l B E ~ N F R O V l D l ~ l G T H E  . 
- LECOER;HIF NEEDED T O  SOPRO 4 1 4 ~  SHDC a11o H C  LEEN 
- IINI.BLE T O  G E T  I lDECUAIE  C T T E  ITIOIJ ~ r i  A I D / W  TO THE 

- IJEFDS 3F THE ;AHEL H I S L I O N S  

- HAVE BEEN l l T l L  I Z E D  FULLY BY Tu'  IIISSIOEIS, THE 
- SHDC, SUA, OR C l L s S .  SDPRO'S ROLt  HAS BEEN SO 
- DIFFUSE,  AND THE GUIDAHCE PROVIDED TO I T  SO 
- H l N l H A L ,  THAT I T H A S  NOT U C H I E V C D T H E  IMPACT 
- POTENTIALLY A V A I L A B L E  AHD NEEDED. 

- D. THE snDc  HAS P L A Y E D  A USEFSL ROLE,  BUT I T  
- HAS NOT R E A L I Z E D  I T S  POTEIIT I A L ,  I N  PART BECAUZE 
- OF I T S  MODIIS OPERl r l lD I ,  I N  PART BECAUSE NO OIIE I S  
- I N  CHARGE TO ENSURE THAT D E C I S I O N S  OF THE 

- COUNCIL ARE IMPLEMENTED. FlOR .IAS StlDC SEEN F I T  
- TO VEST SUCH FOLLOW-UP I N  SDPR3 I N  ANY FORMAL 

- HANWER. 

- E .  L I A I S O N  U l T H  C l L S S  I f  FRAGMENTED DETWEEIJ 
- U S A I D  UPPER VOLTA 'S  L I A I S O N  OFYICE, THE SDPRO I N  
- BUHkHO, AND CLUB SECRETARIAT  1'1 PARIS ,  NONE OF 
- UIlO:E ROLE: I S  CLEAR. I t lPROVE3 COOi lD lNAT lO tJ  I S  
- NEEDED. 

F .  ALTHOUGH M I S S I O H  DIRECTORS 3EAL U l  TH RECIOIIAL 
1SS;ES I N  THE SIIDC, THEY SEEN 3VERLY B ILATERALLY 
ORIEHTED. I T  HAY BE NhTURAL T i A T  THEY WOULD 
FEEL L L S S  RESPOl4S IB IL  I T Y  FOR T i E  OVERALL 
PROGRAM; HOWEVER, T H E I R  F k l L U R :  TO FOLLOU, I N  
THE l R  B I L A T E R A L  PROGRAM*,, DEC l ';lolls AGREED TO I H  
THE SMDC I T X L F  ILLUSTHA ' IES  THE LAC6 OF 
FOLLOW-UP ON SMDC D E C I S I O I I S  AN3 THE LACK OF 
L i A O F R S H l P  ON I H E  PART OF SUA. 

SOHF IDEAS FOR IMPROVI HG THE O?GAN I LATIONAL 
APRAIIGEHENIS FOR HkNAG I tlG THE ;DP FOLLOU: 

REGIONAL IZC ALL HECESSARY SUPP3RT SERVICES FOR 
THE SAHEL C O U N T R I E S I h l T O  I; SEPqRATE SUPPORT 
OPGAN I Z A T I O I L  LOCATED I El DkKAi7. ESTABL 1 SHHENT OF 
SUCH A O R G k l l l Z A T l O I l  WOULD L E A D  TO A 
CORRESPOHDIIIG REDIJCT I 011 OF STA-F  AND AUTHOR l T I E S  
FROM REDS0 AND U3 \ lD / ;E I IE6AL .  REDS9 WOULD THEN 
FOCUS I T 5  f F F O R T S O N  TllE BALAN:E OF THC WEST 
A l  R l C A t l  COl l l ITRI ES. 

CoHBINE THI UFR/PD/SW41' OFF ICE W I T H  AFR/SWR TO 
S l R E l l G T H t  14 &NO llOHL EFI 'E.CT I WCL I tlANAGE THE 
PIIOCRAM5 AFlD PROJECTS THRCUG!iOJI THE :kHEL. 

LOHE SAVINGS I W PERS91IIIEL SHOJLD RESUL T. 

CONSIDER I IOVlrJ~;  PERSOII~IEL AIID A U T H I R I T I E S ,  OF 
AFR/SWA UND AFR/PD/SWYI '  70 THE F I E L D  IDAHAR I S  

- THE M O S T L O G I C A L F L A C E )  k t I D C O I B I H I W G T H E M W l T H  
- THE ABOVE PROPOSED SUPPORT O R G 4 N l Z A I I O N  TO 
- ECTkBL I SH A QUOTE S A H i L  PPOG7A1 COOP0 IHPT I ON 
- OFF ICE (SPCO) UHQbOTE. WITH C-OSER P R O X l M l T Y  
- AIID IMHEUSION l l i T O  THE REGIO'I, THE ;PC0 SHOULD 
- PhOVlOE MOPE TIMEL 'f Am10 ZFFE,*T IVE  HsHAGEHE' lT r.HD 
- PPOGRAH D E C I S  IOIIS. TO I HPROJE 1 HE 5 0 0 R D I N a T  ION 
- A l l 0  EXECUTION OF :UHE: P ~ L N N I N ; ,  SOPRO WOULD bE 

- HCVED FROM B A h l U O  bND I l l L O R P 3 R ~ l € D  l N l O  THE SFCO. 

- -  COElSlDEP flOVlFlG 1HE 4 L L O C A T I O I  OF ;AHEL 
- H:S:IOFI;' f 'ERS3IIHEL CE I L  I IIGS A ID OP'RAI 1tIG 

- E;'PEIISE FUhOS FROI'I AC3,'PMP 1 3  J F ~ / S A A  tOi7 
- SI 'CGl.  f iFR,PMF UCrULD FROVIDE -1 ELO:# OF 
- PIR:ONIIEL (.Ill I l l G I  AN J 4 ELO:K OF 01 FUNDS TO 
- AFRIZUA (01 SP:O1 TO J l T E E f l l I E  THE INTERIIAL 
- ALLCCATION k H O . J b I H E  ;i\HEL M I 2 a I C l l S  I N  
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- CONJUHCTIOH W I T H  T t l t  SHDC. 

3. W H I L E  THE FOREGOING ARE UNDER REVIEW A140 
- COEJC13rHAT IOH, THE F O L L O U l l l G  ACT IONS CAN B E  
- I N I T I A T E D  TO STREI4GTHEN THE INTER1  ACE BETWEEN 
- THE E X I S T I N G  U. S.  A l lD  SPHEL I A N  ENT IT IE : :  

-- FORMALLY  INCLUDE T H r  C I L S S  H I N  I S T I R  COORDINATOR 
- A N 0  E X E C U T I V E  SECRETARY 011 THE SBbC AGENOA (AT 
- L E A S T  ONCE EACH YEAH);  

- -  SAHE FOR U. S. AMBASSADORS T O  S A H E l  COUI IT I ' IES  
- (ALTHOUGH NOT N E C E S S A R I L Y  HT THE SAHE HEET INGI  ; 

-- U S A I D S  DES IGb IATE  L I A l S O H  O F F I C E R S  AND ESTABL  l S H  
- REGULAR AH0  SONT INUOUS UORI, I l4G R E L A T  I OHS W l  T H  
- C l L  SS  N A T  l OHAL COORD I HATORS, 

- -  SHDC/SDPRO R E V I E W  C l  L S S  POI  TCY I S L U A N C E S  AND 
- WORHl l lG  GROUP PAPERS FOR R f L E V d r l C I  T O A I [ I  
- R E G I O H A L  BND N A T l O l l A L  STRATEGTES, PROGRAIIS, A l lD 
- PROJECTS.  

I 

S T A T E  0 1 6 6 9 8  5925 0 1 1 4 5 5  U l D 6 5 7 2  
UNQUOTE. THE PR IMARY O B J E C T I O N  G I V E N  TO U S I N G  
THE QUOTE,NO-YEAR UHUUOTE AUTHORITY  I S  T H u T  I T  
RUVS THE R I S K  THAT A LOWER L E V E L  0 1  0 8 1  IGI \TIOI I  I 

3 
UOULD R E S U L T  I N  REDUCTIO I~S  I N  FUTURE YFAR:' 

I 

APPROPRIAT IONS.  SHAT DOUBTS THAT T H I S  r lO l l LD  I 

HAPPEN FOR MORE THAN 014E YEAR, I F  AT  ALL .  - 
FURTHERMORE, THE H I G H E S T  P R I O R I T Y  FOR A I D  I N  THE 

I - 
SAHEL AT T H I S  T I M E  I S  I4OT OUL I G A T I I I G  EVER I 

I N C R E A S I N G  AHOlrNTZ OF HOIIEY, BUT U S I N G  WELL WHAT I 

I S  ALREADY A V A I L A B L E .  SOllE R E D U C T I O N  I N  I 

I 

O B L I G A T I O N  A C T I V I T Y  FOR A YEAR COULD H E L P  U S A l D S  
3 

GET ON TOP OF T H E I R  IMPLEMEHTAT IOW PROBLEMS. 3 - 
FURTHERMORE, I T  I S  L I K E L Y  THAT  A M O D I F I E D  AHD 
STRENGTHENED S O P  flANAGEMENT STRUCTURE COULD WORK 
OUT HOW TO OBL I G A T E  A L L  THE FU t iDS  A V A I L A B L E  I N  A 
HORE ORDERLY, L E S S  MnNAGEMEIJT- I I l T E l l S  I VE WAY I F  
G I  WEN THE R E S P O N S I H I L  I T Y .  F I I I A L L Y ,  THE D E C I S I O N  
T O  USE THE QUOTE 140-YEAR I l I IOUOTE A l l THOR l  TY 
SHOULD OE D ISCUSSED W l T H  THE COIIGRESS 
BEFOREII f iND;  THE EXPECTED D l  R E  RESULTS  PROBABLY 
COULD D t  FORESTALLED. 

I N  CONJUI ICT ION W l T H  THE E A S I N G  OF PREZSURE OH 
ANNUAL OBL IGUT  IONS, i i l D / U  CO l l LD  C O l l S  IDER 
TRLNSFERRI I IG  THE HAIIAGEMENT OF THE OYB TO THE 
F IELD ,  t l THER TO T H I  NEW SPCO PROPOSED I N  D .  
ABOVE OR TO THE SOIiC UNDER THE L E A O E R S H I P  OF SUA 
AND W I T H  THE S T A F F  SUPPORT OF A RE-ORGUNIZED 
SDPRO. 

E. A I D / U  MANhGEHEHT OF SOP F U l l D S  CONTRIBUTE'!; TO  
MAHAGEt lE l lT  PROOLEHS I t 1  THE S A H t L  

1. E V E N  THOUGH !;DP FUHDS ARE \ \UTHORIZED AI ID 
- APPROPRI A T E 0  ON A 110-YEAR U A S I  5, THE AriEIICY HAS 
- R E Q U I R E D  THAT SDP Mi\NAGERI; MEET A l lNUAL  
- O B L I ( I A T I O H  D E A D L I N E S  (OFTEI I  A R T I F I C I A L  A l l D  
- A R B I l K h R Y i .  S I H I L A I I L Y ,  THL AGEIICY'S FUNCTIOMf l L  
- A R E A X F  E H P H A 3  S A l lU  SUCCESS1 VE Ol lOTE t lA I IDATE5  A S  B FURTHER MEANS OF F O I T E R I N G  T I H E L Y  

O B L I G A T I O N S  BY THE F I E L D ,  AFR SHOULD CARRY OUT 
THE I N l E N T  OF D E L E G A T I O N  OF A U T H O R I T Y  140 FOR 
F I E L O  APPR3VAL OF 14EU PROJECTS.  HOWEVER, 
M I S S I O N S  EHOUL D ALSO SEEN UHD TAKE I N T O  ACCOUI4T 
C o n n E N T s  BI SOPRO AIID O T H E R  SHDC HIMBEUS ON SIJC; 
PROJECTS.  FULL F I E L D  P U T H O R I T Y  FOR APPROVhL OF 
PROJECTS SdOYLD RESULT  Ill A MORE E F F  I C I E N T  
APPROVAL PROCESS AIiD BETTER PROJECTS BECAUSE: 

- UNQUOTE HAVE BEEH IHPOSED I lPON SAt IEL PROfrRAMS 
- W l rHOUT REGAHD TO APPL l CAB1 L l T Y  OH 
- APPROPRI  ATEIIESS, E V l N  T H O L I L H . L E G I \ L A T  ION  DOES 
- NOT SPEC I F  I C A L L Y  R I Q U I R E  SUCH APPL I C A T I O I I .  

2.  THE U I D / U  PUSH T 3  MEET O B L I G A T I O N  DEAD1  I l l E S  H A S  

A. RUCHED PROJECT  D E S  16N, R E S U L T I N G  Ill Ill N l f l u L  
D l U L O b U E  U l  TH THE HOZT GOUllTRY DUY I I t G  UE1.IGN, 
TNADtOUATE k T T E N T  l OIl TO  P L n N I I I  HG I OR L O G I S T I C A L  
AND k D H l N I S T R k T  l VE I IEQUIRE I IE I ITZ ,  ,\NO ASCI PTANCE 
B Y  r n t  H I ; S I ~ E ~ ;  OF INAPPI~OI'RIAT~: LI ID/W RI OUESIS 
F 0 9  I t ICLU' ,  l O l l 2 / D i L E T  ION: OI PR0JEf .T E L L H I  N T j  OR 
REPUIREMEI ITZ .  

A, n l s s l o t i s  CAN E S ~ A B L  I:H THE IR  OIIN DESTLN AND 

R E V I E U  !iCHEDULfS AlJD NOT HAVE TO F I T  I l l T O  
ARB1 TRARY A I D / W  REQUI REBEl4TS; 

B. GRFATER HOST COUEITRY COL LABORAT I O N  I S  
F A C I L I T A T E D ;  

C.  P A L -  I h P L C M E N T A T I O N  ACT lOF lS  CAN BE I t l l T  I &TED 
Wl l H  REAS0: IABl  E AXSURANCC AUOUT THE 1 l Ill N L  OF 

OBL I GAT  I OIIX. 

B.  H U 2 T Y  HELOT l i t T I O N  A l l 0  L I G N  I I I G  OF P R O J E C I  
AGSEEElE NTS .  

C. I H S I S T I H G  THuT H O S T  GOVERNHEN; O F F l C i  A L S  
S I G N  0 E L  I r j A T I  NG DOCLIMENTS WITHOUT G I U  I H G  T H E H  
T T H E  T O  STAFF  THE OOCUMENTS OUT U I T H I N  TIIE IR 
ORGAH I Z A T  I OH. 

D. PROJECT PlrPER; CAN S 4 T  I SFY  APPROV l IlG 
OFF1 CERS'  2EPU 1RE; IEI ITS At lo  NOT EI1COMPA:S 
RESPONSES TO A L L  OF THE  P O T E N T I  41 P U E S T I O I I S  THAT 
A I D I W  REVIEWERS C4H F O R M l L A T E .  THE RESlJLT 
SHOlJLD BE 4ORL COvICI:E A ID  C L E A d  DOCUHEHTkT IO I I  

0. L A S T  H l l I l l T E  REO l lESTS  FROM A l D i W  T O  Ol lL  IGATE  
FUI4DS FOR PROJECTS FOR U H l C H  NO OUL I G A T l O N  HU; 
B E E N  PLANr lEO.  

E. A R E V I E W  [IF Pi lOPOSED PROJECTS OY SDPRO AN0 
OTHER H l S S l O l l S  S H 3 V L D  L E s O  T O  B i T T i R  
c o o a o 1 F I f i T  1314 OF EFFORT, IOR~ c o  IS I S T E N ~ Y  UI TH 
REG1 OI IAL STRATEGY, AND HOaE PROF I T I t IG  FROM A I 3 / U  H A S  P R O H I B I T E D  ANY OEL I G A T l ( l N j  It4 ? H E  L 4 S T  

H O l T d  OF THE F IS :AL  YEAR, THEREBY FURTdEC 
IN,REA:IN; THE P2ESSURE OH THE F I f  L D  I ' I D  
C O I T G I G U T I I I ~  TO THE TYPE; OF S I T U I ~ T  l o l l ;  

DE  i C R  I E E D  ABOVE. 

E X P E R l  E l l C E  ELSEWHEHE I N  TllE SAHCL.  

I N  :ONJUNCTiOH W l T l l  F I E L 9  MI\NAG;HEIIT 0 '  T I IE 0',B 
AND APPROVJL OF A L L  PROJECTI;, TdE  I I E l D  S1101.rLD 
B E  ; I V E / l  1 { E  KE' ;PDI I : IGILITY OF j I V , D ! I l ;  UI' L4Hl :L  
OE il l t lU'; b.10 I'ER: ) I l l I t  L C: I L  I FIGS ~ \ l l ( ~ N l r  r r lE  

CO1l : ITRIES.  AI I  E F r O R T  SH3 \JL0  A L : 3  B E  M:!)E TO  bI:T 

A l J  ';lIC!lLl U:aE T.1E ' I H I Q J ' :  I U ! I D i : l L  F L E b B a L  I T V  

P R 3 V I D E D  B Y  THE ;Ol l laRESi  TO RECOCf THE PI F S S U 9 E  
O H  THL SA!IEL M l S ~ I O I I S  T 3  Ol lOTE f lO \ .E  MOllE! . 
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- P.L.  4 8 0  ALLOCATIOt4S FOR THE SfiHEL AND L E T  THE 
- F I E L D  MAUL THE II4TERl4AL ALLOCATIONS W I T H I N  THE 
- SAHEL. THESE CHANGES COULD REDUCE THE WORKLOAD 
- ON THE WASHlNGTOll AGEElClES INVOLVED I N  THE 
- ALLOCATION PROCELS, AND G I V E  THE HAllAGERS Or  THE - SAHEL P R O C R A H A D L l l T l O l A L  F L E X I B I L I T Y  TO DEAL 
- WITH C H A l l 6 l l i G  CIRCUHSTAIICES. THE WHOLE PROCESS 
- SHOULD REDUCE AFR kORKLOAD S I I i C E  STAFF OFF ICES 
- UOULD NEED TO R E V I E V  SUl iHkRY SkHEL-WIDE 
- DOCUMENTAl I014 GEl lERALLY AND MOT I N D I V I D U A L  
- COUNTRY DOCUHENT:. 

8. OTHER I D E A S  BEING CONSIDERED FOR G I V I N G  THE 
- F I E L D  MORE F L E X l H l L I T Y  OF OPERATIONS INCLUDE THE 
- ESTABL ISHHEHT OF T k O  RElr lONAL PROJECTS DESIGI4ED 
- P R I M A R I L Y  FOR USE BY USAIDS WlTH H l N I f l U H  
- DOCUHEWTATION. ONE WOULD BE A PROJECT - I I I I T I A I  I O N  REVOLVING FUIID, THAT COULD BE UCED TO 
- UWDERTAKE PRE- IMPLEHENTkT  ION PROJECT ACTIONS 
- BEFORE FU l lDS  BECOME AVAILABLE UNDER A NEW 
- PROJECT. T H I S  COULD BE USEFUL INTER AL IA,  I N  
- P R O V I D I N G  THE I N I T I A L  SUPPORT FOR COI41RACT 
- T r n n s .  ';HAT WILL ALSO CONSIDFR EXPAIIDING T H E  
- PROJECT TO INCLUDE ON-GOING REVOLVI tiG FUND 
- PROJECT SUPPORT OR SUGGfST A l l  ALTERI IAT IVE FOR 
- D E A L I N G  WlTH THI: NEED. THE SECOND PROJECT 
- UOULD 8E A PROGRAM I N I T I A T I V E S  PROJECT, WHICH 
- COl lLD BE USED TO F INAHCt STUD1 ES, TRAVEL OF 
- COUNTRY OFFTCIAL:, SHALL PROJECTS RELPTED TO 
- POL ICY D I ALOGLIE, PROHOT I O N  OF PR l VATE SECTOR, 
- PRE-PR0JI:CT TESTING OF TECHNOLOGICAL 
- I HNOVAT I OMS, OR OTHER NONPROJECT OR PRE -PROJECT 
- I N 1 1  I A T I V E S .  

H I S S I O N  H A N ~ G E H E ~ I T  NEEDS STRENGTHENING 

HOST M l S S l O H S  NEED TO STRENCTIIEN INTERNAL 
H tCHANISH j :  FOR FCLLOU-UP, HONI TORINC, AND 
CONTROL OF PROJFCT I HPL lME l lTAT  I ON A140 USA l D 
HUNAGEIiENT DECl S l O t l S  AND PROCELSES. 

M I S S I O N S  HEED AN INVEHTDRY Of ALL A C T I V I T I E S  

U H l C H  REOUIRE HAIIAGEHENT P l lD  GENERATE VORKLOAD. 
Tl lE INVEIITORY UOlJLO INCLUDE HIJMBERED PROJECTS; 
A C T T V l T l r i  UIIDER P . L .  4 1 0 ,  SGT, T I T L E  X I I ,  I'VO'J; 
P l l eR  F U N I I I D  ACT I V I TICS; LOCAL CUHREllCY PROJLCTS/  
PI~OGRAMX.ECTOR C C T  I VI  T I E S  OES IGN AHU E v a L  UIIT 1011 
A l l 0  OTFER TEAMS; V IS ITORS,  ETC.  ;UCH AN 
I l lVEHTORY CCN HUkE PERSONNEL l.ORECAST ING HONE 
R r A L  I S T I C  A l l 0  F I \ C I L  I T a T C  RELAT ING PROJECTS IIHD 
A C T l V l T l C J  INTO CDSS AND RDSS FRAflEUORNS. 

GREATER A I T E N T I O H  HEEDS TO BE I r l V E N  TO THE 
S E T T I N G  OF INTERl lAL  P R I O R I T  l E S  ( INCLUDING A 
P E R I O D I C  RERINDCR THAT THE PURPOSE OF THE 
H I  SS ION A l l 0  THE PROGRAIl I S  ACCELERATING HOST 
COUNTRY ECOQOHI C AND SOC l AL DEVELOPMENT) . 

I IITERNAL PROCEDURES FOR THE PHEPARAT l ON r\ND 
CLEARAl lCE OF PROJE.CT DOCUflENTAI IOU HEED TO BE 
STREAHL I H I D .  

H 1 S S l O H  I IkNPGERS AND SUFERV ISORS NEED T R A l  N l  NG 
I t l  HANPCI:HEHT, P k R T l C U L k R L Y  l l J  TECHNIQUES FOR 
CONFLICT  RESOLUTION. 

GR iATER EFFORTS ARE NEEDED TO T R A I N  LOCAL 

O U T G O  l NG 
TELEGRAM 

STATE 018698 5925 011454 A l l  
- FORE l G N  N A T I O N A L S  THROUGH ON-GOING STAFF 
- DEVELOPMENT PROGRAMS. 

8. L O G I S T I C A L  AND A O H l N l S T R A T l V E  SUPPORT OF 
- PROJECTS l lEEDS AS MUCH OR ROUE ATTENTION THAN 

- TECHNICAL REQUIREMENTS, YET APPROPRIATE 
- PERSONNEL ARE GENERALLY I N  SHORl Sl lPPLY Ih 
- M I S S I O N S  AND THOSE I N  RCDSC/WCA ARE 
- OVER-EXTENDED. SUCH SUPPORT FOR INST l TUTIONAL 
- COl l fRACTORS NEEDS TO BE IMPROVED. 

G. STATE - -  A I D  AND EMBASSY - -  U S A l D  R E L A T I O N S H I P S  

GENERALLY, THE R E L A T  IONSH IPS B E T W E E I ~  STATE AND A I D  
PERSONWEL ARE SATISFACTORY. W P T  OBSERVED THAT THERE 
ARE OCCASIOIIS, HOWEVER, WHEN THERE I S  NOT AGREEHEIdT 
OR COMPLETE UNDERSTAI4D I WG 014 PROGRAM EXECUT I OII 
STRATEGIES, PERSONNEL AND F U l l D l N G  LEVELS,  AND 
ADH 1 N l STRAT I V E  SUPPORT TO A I D  PERSOIINEL AND PROJECTS. 

AHBASSUDORS ARE GENERALLY l MPAT l E N 1  FOR RESULTS FROM 
THE A I  0 '  PROGRAM AND TEND TO CONCENTRATE ON 

OBL l 6 A T l  ON AND MOVING RESOURCES. THEY ARE 
D I S S A T I S F I E D  WlTH THE NUMBER OF P E R X N N E L  REQUIRED 
T O  ADMINISTER AN A I D  PROGRAM. SOME &RE UHIIECESSARILY 
INV0LVI :D  U l  TH D E T A I L S  OF DAY-TO-DAY A I D  PROGRAM 
OPERAT IONS. THEY APPEAR LES: HNOWL EDGEAEL E THAH 
U S A l D  DIRECTORS ABOUT THE ROLES AND , A C T I V I T I E S  OF 
THE SAHEL I A N  AND A I D  REG1 ONAL ORGANIZATIONS. 
GENERALLY THEY ARE OPPOSED TO P E G l O l l A L  PROJECTS, BUT 

DO SUPI'ORT SOHE, ESPECIALLY WHERE THE IMPACT I S  
FAVORABLE ON QUOTE THEIR UNQUOTE COUNTRY. 

R E A L I Z I N G  THE IMPORTANCE OF CORHUNICATING WlTH HO$T 
COUNTRY O F F l C  I A L S  ON DEVELOPllEHT ISZUES, I I I C L U D I N G  
SEEKING POL I C Y  CHANGES, SOHE AflBASSADORS HAVE BEEN 
HELPFUL I N  POL I C Y  D l  ALOGUES. 

JAO PERFORMANCES ARE SPOTTY AT BEST. SOHE ARE 
PERFORl l l I4 l r  WELL ISENC6A1, MAL I )  ; OTHER NOT SO WELL 
OR ARE .NOII-EXISTENT (THE GAHBI A, CHAD).  STATE 
CONTlN l IES  TO EXPERIENCE D l F F  ICULTY I N  F I L L  ING JAO 
P O S l  T l O N S  U l T H  EXPERIENCED PERSONHEL. WHERE THE J A O  
I S  PERIORHI I IG  WELL, THE SUCCCSS CAI4 BE ATTRIBUTED TO 
THE PEHSOHAL I T I E f  I N  THE H I S L I O N .  

' r H t  JAO CONCEPT H A S  HOT ALWAYS INCI~EASED 
EFF ICILI.(CIE;, AVOIDED D U P L l C k T  I014 OF SERVICES, OR 
N E C E i S u H  l L Y  B t E N  HORC ECONOMICBL. THERE APE 
INSTANLES WHEIfE THE J n O  HAS BECOME BLOATED, 
STAFF-WISE, TIiROUGH THE EXCEZSIVE UZE OF PZCS WITH 
THE RECREATIOH ASSOC I A T  IONS. COllPAR 1 NG THE PER 
C A P I T A  FAAS COST BETWEEN NIGER AND SENEGAL, FOR 
EXAMPLE, N IGER I S  NEARLY E I G H T  T l H E S  AS EXPENSIVE, 

. R A I S I N G  SERIOUS QUESTIOHS OF THE HAIIAGEHENT AND COST 
EFFECT IVEHESS OF THE JAO OPERATI OH. 

I N  ORDER TO ASSURE A U N I F I E D  U.S. APPROACH TO THE 
DEVELOPMENT I N  THE SAHEL, CLOSER COORDINAT ION, 
l HPROVCD UWDERSTANDI l4G OF DEVELOPHEl4T1 AHD CLEARER 
P O L I C I E S  HU5T B E  PROl l l lLGATED TO THE F I E L D  BY STATE 
AND A ID .  

H. iTREN6THENlNG REGIONAL ORGANIZATIONS SHOULD GO 

HAND- I l l -HAND WlTH STREAHL I N I I I G  U. S. A I D  F I E L D  
D I R E C T  ION AIID M l S S l O # S .  

1. THE C l L S S  ORGANIZATION, COBPRISED OF I T S  COUHCIL 
- OF H l N l f T E R S ,  EXECUTIVE SECRETARIAT, A I D  

UNCLASSlF  IED 
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PAGE 06 OF 86 STRTE 0 1 8 6 9 8  5 9 2 5  0 1 1 4 5 4  A I D 6 5 7 2  STATE 8 1 8 6 9 8  5 9 2 5  0 1 1 4 5 4  A I D 6 5 1 2  - SPECIAL  IZED AGENCIES (?HE SAHEL TNSTITUTE AND - AND CONFORM DONOR SUPPORT QUOTE PACKAGESUNQUOTE 
- AGRHYHET) , HNS PROGRESSED HARMEDL Y WITH D IRECT - 'TO C l L S S  PERSONtiEL SCALES A I D  STANDARDS; 

I 

SUPPORT FORM THE CLUBIOECD S E C R E T A R I A T  PLUS A 
VARIETY OF D O N O R - I N I T I A T E D  A C T I V I T I E S .  WORKING 
6ROUPS, COLLOQUIAL, AkD OTHER FORA HAVE PRODUCED 
SOHE FUtJDAHEIIThL POL ICY PAPERS AND OUT1 I N E S  ON 
SUCH T O I  I C S  AS FOOD CLOPS (RAINFED k l l D  I R R I G A T E D  
LGRI  CUL lURE)  ; CEREALS POL I CTES; FOOD STRATEGIES; 
V I L L A G E  HYDRAULICS; ECOLOGY/FORESTHY; RECURRENT 
COSTS. MORE REMAINS TO BE DONE AND THE F I F T H  
CLUB COtlF EREIICE I N  BRUSSELS L A I D  OUT SOHE OF Tf lE 
COtlPONEHTS OF h FUTURE WORK PRDGRAH: 

C) AGREE ON BUDGET SHOWING A C O H R l N k T l O N  OF 
C l L S S  HEBBER AND DOlrIOR COl l IR16UTIOIJ,  BY YEAR AND 
L l N E  ITE l i .  PRO\ l DE FOF AWNIIAL UP-DATES. 

D l S S E H l  NATE CONTENT LNG FUTURE GU IDALICE EIIERC I EIG 
FROM C H I E F S  OF ZTATE-COUNCI 1 OF f l l  I l l  STERS' 
CONSIDCRET1014 OF THE C I L S S  RECPPRAISAL 
COHHITTEE 'S  A C T l V l T  l E S  AND REPORT. FORIULATE 
S P L C l F  l C  ASS IGNBENTS FOR FOLLOU-UP. 

A I D  I S  THE P R l N l l P A L  DOHOR TO THE OPFRATION OF 
THE C 11s: EKECUl  l VE L E I R E T A H I  CT AM11 I.IhKES 
SUBSTAl lT l AL I I IPUTS TO THE OECDlCLUR SECRETAR l AT 
AND THE SAHEL I H S T I T U T E .  I I J  ADDIT ION,  A WORHItJG 
FUND HAS BEEN SET UP WlTH F u O  TO PROVIDE 
SHORT -1ERH COIISULT I N 6  LUPPORT TO CTL SS MEHB€R 
COUNTRIES AND SliHEL I n N  A I D  I l l S S I O N S .  ALL THE 
FOREGOING A C T I V I T Y  I S  GRGANIZED AND k D M l N l S T E R E D  
V I A  THE SAHEL REGIONAL A I D  COORDINATION AND - - 
PLANNI I IG  PROJECl  ( 6 2 5 - U 9 1 1 1 ,  WHICH I S  SOOl l  TO BE 
EVALUATED. A VARIETY CF SUPPORT FOR AGRtlYHET I 5  
PROVIDED UNDER E l L A T E R l L  PROJECTS OF U S A l D  - - 
N IGER.  FUTURL D E S l G I l  OF THESE A C T l V l l E S  SHOULD 
ADDRESS I H E  FOLLOWING POINT:: 

L .  CON1 l ElUAr l CN OF CGIJCEPTUAL UORH RE1 AT l NG TO 
THE REGION AS C WHOLE: TOPICS, SUCH AS 
DEFOREST AT1  011, L IVESTOCK, k N D  F ISHERIES;  
ECDNOHIC POL I C I E S ,  E. G., FOOD PRODUCTION AND 
CEREALS POL I C I E S ;  FOOD SECURITY PLANS; AND 
WlOER POPULATION PARTI.CIPATIOH I N  DEVELOPHEHT. 

B. IHPPOVEHENI OF COORDl NAT ION AN0 CONCERTED 
CCT l  011 Wl T H l l l  THE REGION TtlROUGH A S E R I E S  OF 
BEET lllG: kND QLOTE PRGGRESS REV l EWS UNQlJOTE I N  
BEtlBER C0UtITI : IES TO UFDATE ALL COl lCfRNEO ON 
RECI OIIAL -HAT IOAAL PHOLRESS AND HAP OUT NEXT 
ZTEPS (RAY ALSO ENHANCE DOIIOR SUPPORT AND 
COOROINbT I O N i .  

- -  NEED FOR :ORE FORM OF .COOEDl l lAT I  OEJ - VLSTED 
I N  A S INGLE E N T I T Y  - AMONG THE C I L S S  EXECUTIVE 
SECRElAR,IAT,  :'AHEL Ills1 l TUTE kHD A6HHYHEI  ON 
H A T I E R 2 0 f  POL I C Y  AND BUDGET AS THEY RELATE TO 
b. S. SUPPORT FOR R ~ G  IOLAL COORD I N A T  I 011 AIJD 

PL ANN I HG. 

A SERIE: OF HCTIOHS HAY BE NECESSARY TO PREPARE 
CILSS/CLUB-OCCD BETTEE -- ORGuNIZAT IONALL f END 
AUTHOR I 1  A l l  V t L  t --  TOWARD EVEN 6 R E A l E R  PROGRES; 
T O M R O  THE GOALS OF S L H E L l k N  DEVELOPIIENI:  

C I  L S S I C L U B  SICRETAR IATS, BkSED ON THE BRUSSELS 
~IEETIIIG O u T c o n i ,  OUTLINE A F I V E - Y E A R  PLAN OF 
A C T l O l l  1s THE hEXT SEGHENT I N  PURSUIT OF GOALS 
I S T A B L  ILHEO FOR THE YEAR 2 0 0 0 .  . . 

-- INCORPORATING 0 9 1 1  HANAGERSHIP U l T H l N  OUT l ES 
AND RE:PONSIBIL I T  I E S  Of  SflDC/$DPRO STAFF, 
THEREBY ESTAOL I L H  IMG A S l l l G 1  E U. S. COBHUN ICAT I ON 
CHANNEL TO T H f  C l L S S  E)ECUTIVE S E C H E I A R I A T .  

C I LSS 'CLUB SECFETARIATS COItVERE PLANI I I  N; 
BEET IIIG: WI TH THE SAHEL INST ITUTE AND AGRHYMET 
TOWARD FORHULAT 1011 OF f l VE-YEAR PROCRAH';, 
F L O U l f l G  OUT OF THE ABOVE-MEN1 IOHED DEL IBCRAT I OfIS 
CND AfdRt EHENTS. 

- -  ESTABL l S H l N 6  BETTED PLAt lNING/PROCEDURES FOR 
C I L S S  uND A I D  M l S S l O l l S '  U T I L I Z A T I O I I  OF 
SHORT-TEfifl COIISbCTANT CAPABlL  l T Y  THROUGH 
OECD/CLUG ANI) FODAG ROfiE. 

--  C I L S S I C L U B  S r C F E T A R I A T S  ;HUIJLD FURTHER 
- l T R E A l l L I N E  RLLCTION'; k l T H  DONORS: 

- - -  C lRCLi l  AR l I l V G  ALL USAIDS CND E I I B P X I E S  014 - C I L S S / I N ~ A H / A O R h Y H E T  I l S U E S  WITH A I D  R E b l  ONAL OR 
- B ILATERAL IMP1 l CAT l Ol lS ( U O U L  D UL SO I l.JCL~1DE ALL 
- Of CD/CL Ub IS';!IAIiCES) AhD F0';TER IFIG APPROPHI ATE- 
- Rf SPONSE; AND CbMBENTAF I ES. 

- C )  D i F l N E  BETTER THE FOOD S E L F - S U F F I C I E N C Y  
- COkL'j; - - - -  - - - 
- 6) FURRULATE FROPOZALS WlTH C l L f S  MEMBERS 4 .  St lAT APPRECIATE: A I D / W  AND f  I E L D  COOPERAT I O N  A l l 0  

SUPPORT. CHUL TZ - SUGGE2T ING DONORS l DELT I F Y  SECTORS OR PROJECTS 
- OF PREFERENCE CS A HEWNS OF ACHIEVING WlOER 
- FROGRESS AND EL I M l N k T l N G  D U P L I C A T I O N .  

- -  C I L S S / C L U B  SCCLETARIATS COHVENE r\ PLANNII~G 
- H E E I  I P G  WlTH ALL DODOES PROVI  D l  lJd TECHNICAL 
- C S S I S T A t ~ C E  D IRECTLY TO THE RESPECTIVE 
- CECRETAE I ATS Ah0 INCLUDE THE F O L L O U I  l lG 4GENDA 
- FOIIT';: 

- P) MODIFY C I L Z S ' S  ORGLNIZATIDN,  E .G . ,  ESTPBLI ' iH 

- C D E P I I T j  E X E C U l l V E  :ECRETfiPY FOR C0NTIN :J ITY  OF 
- RAHACrMf l lT ;  TIGHTEN STdFF l t l G  COV; I  STENT UTTH 
- [ O t I C C t I T L A I I O I I  (H POLICY FORMULATIOH AIJD 
- iBkNUONrENT OF FUHD.RC I S I N b  k f lNU1L  CIORH PLAIIS;  

- E) FORtlULATE CND AbREE ON PERSOHIIEL POL I C l E S  

UIICL A S S  1 F I E4[I 
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ROUTINE OUAGADOUGOU, NDJAtlENA, NIAf lEY,  PRAIA,  EAKAPI l?AFb.KO, B A N J U L  
NOUAKCHOTT, K I G A L I  
ROUTINE P A R I S  . 

A I D A C  FOR ALL  P R I N C I P A L  OFFICERS F R O n  DCHANDLER 
i 

3C ' 8  

E - 0 .  12356: N/A  

TAGS: 

SUB J E C ~ :  K I G A L I  t l I S S I O N  DIRECTORS CONFERENCE 

B # R I ~ A R P ~  hRfkb~ F E L L  

1. AA/A-FR FRANK D O N A T E L L I  HAS CONCURRED I N  REQUEST 
EPANATIRG FROM THE RECENT SMDC X I 1 1  TO FORMALLY REET W I T H  
SAHEL M I S S I O N  DIRECTORS B Ptl  WEDNESDAY 1 FEBRUARY AT 
K I G A L I *  

2 .  I N  ORDER TO REVIEW F I N A L  AGENDA FOR THAT t l E E T I N G i  
SUGGEST UE CONVENE SUNDAY E V E N I N G  THE 2 9 T H  AT 8 P f l -  WOULD 
APPRECIATE ALL SAHEL P A R T I C I P A N T S  CONFIRUING T H E I R  A B I L I T Y  
TO ATTEND AS WELL AS K I G A L I ' S  I N D I C A T I N G  THAT A  I I E E T I N G  
ROOfl COULD B E  PLACED AT OUR D I S P O S A L  AT SUCH T I P E -  

3 .  WE HAVE ALREADY ADVISED D O N A T E L L I  THAT OUR R E E T I K G  
U I T H  H I t l  W I L L  L I K E L Y  FOCUS ON PROGRAtl HANACEtlENT ISSUES,  
P O S S I B L E  ADJUSTflENTS I N  PROGRAR CONTENT AS U E L L  AS THE 
P R E L I f l I N A R Y  F I N D I N G S  OF THE SAHEL RANAGEtlENT ASSESSRENT 
T E A f l *  RE L A T T E R 1  I EXPECT TO CARRY AT LEAST I N I T I A L  DRAFT 
REPORT TO K I G A L I -  I N  A N T I C I P A T I O N  OF THE SEAT 'S  EVENTUAL 
RECOtlRENDATIONS AS WELL AS OTHER I S S U E S ,  I MOULD L I K E  EACH 
DIRECTOR TO COME TO K I G A L I  PREPARED TO DISCUSS: 

U N C L A S S I F I E D  
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A. PROPOSED CHANGES I N  THE ROLE OF THE SMDCi SDPT AND 
SWA SO AS TO RORE E F F E C T I V E L Y  CARRY OUT OUR PROGRAfl 
OBJECTIVES:  

B -  THE QUESTION OF PROGRAR f lORTGAGESi O B L I G A T I O N  RATES 
AND Q U A N T I T Y  OF NEW PROJECT STARTS-  

C-  R E V I E W I N G  THE SAHEL PROGRAll OBJECTIVESI  I - E m  I T S  
S INGULAR E R P H A S I S  ON AGRICULTURE A C T I V I T I E S  C I N S T I T U T I O N -  
B U I L D I N G )  SUPPORTIVE OF FOOD SELF-REL IAQCY-  

D -  THE P O T E N T I A L  F O R . l l O D I F Y I N G  REGIONAL AND B I L A T E R A L  
PROGRAtl STRATEGY TO I N C L U D E  SOEE C A P I T A L  I N T E N S I V E  
INFRASTRUCTURE PROUECTSi  RESOURCE TRANSFERS AND SECTOR 
ASSISTANCE 

E. THE A D V I S A B I L I T Y  OF U S I N G  RORE SDP FUNDS FOR NON 
PROJECT ASSISTANCE T I E D  TO REFORtl f lEASURES- 

II. WELCOtlE ANY CASLEP CORtlENTS YOU RTGl iT HAVE Or! THE ABOVE 
AND/OR SUGGESTED A D D I T I O N A L  I T E t l S  WE COULD P L A N  TO D I S C U S S  
WITH D O N A T E L L I -  Y Y  
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TAGS : 

SUBJECT:  ASSESSMENT OF A I D  S A h E L  PROGRAi: t lANAGEtlENT 
C A F A C I T I E S  AND REQUIRERENTS 

KEFERENCES: C A I  DAKAR L9b02  { E I  P R A I A  2C7b CC3 f i I A l ? E Y  
Sh3& €Dl EANJUL 3bOb < E l  NOUAKCHOTT 4b72 C F I  OUAGADOIJGOU 
LCEG C G )  PACAKO 6033 

L. AFE/SWA APPRECIATES TkOUGHTFbL RESPONSCS BY R I S S Z G N S  
A k E  T h E  P R I O K I T Y  ATTENTION TO T h L  ASSESSf'lENT U H I C H  Tt iEY 
REFLECT. THE RESPONSES HAVE BEER HELPFUL I h P U T  TG 
A S L E S S ' I ; E ~ T  T E A f l V S  UORK I N  C L A R I F Y I I 4 G  At13 ELABORATI / !G  TI;€ 
PROPOSED OUTCOMES At<D OUTPUTS F R O M  I T S  WORK AND I T S  MGbLS 
O P E R A C D I .  T I i I S  RESSAGE I S  TO C L A R I F Y  I N T E N T  OF O E I G I f d A L  
7 E S S A G E  (STATE 2 8 0 S L C > i  PAETS OF WFICH COf4STI<LlED 
D1FFEREI:TLY B Y  I I J D I V I D U A L  R I S S I O M S T  TO RESFOND TO ~ I I S S I O K  
COKCE:lTST Ar!D TO StiARE EVOLUTION OF TEATI'S THIb;KI f rG AS I T  
URDERUEKT FURTHER T E A M B U I L D I N G  A C T I V I T I E S  WITH THE 
B E b i E F I T  OF O U T S I D E  MANAGERENT EXPERTS. 

2.  PURPOSE OF THE ASSESSflENT - TEAf l 'S  ASSIGNf iENT 
CO~:STITUTES THE I I ~ I T I A T I O M  OF A CONTIPJUI~VG PROCESS FOR 
IMPROVING SAHEL PROGPAfl A?lD PROJECT f lANAGEt lENTi  LOOK1f;G 
I K I T I R L L Y  AT THE THREE-F IVE YCAE T I I I E  FKAf lE  AND SETT l t JG 
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FOUNDATIONS FOR ON-GOING DIALOGUE W I T H I N  THE AFK/SWA ARD 
SRDC FRAflEWORK. THEREFORE* AFR/SUA I S  RELUCTANT TO L I R I T  
THE SCOPE OF THE TEAM'S A C T I V I T Y  AT T h I S  P O I N T *  EVE14 
THOUGH I T  I S  RECOGBIZED THAT THE TEAM W I L L  HAVE TO ASSESS 
I T S  P R I O R I T I E S  ON A CONTINUING GASIS .  

3. PROGEAE MANAGEDENT VS. A D M I h I S T R A T I V E  flANAGEilEI!T 
--TEAt l  MERBERSHIP CONSTRUCTED SO THAT TCAn CAtJ DEAL WITH 
BROADER PROGRAM MANAGEMENT I S S U E S  AND PROGRAliflI!;G 
PROCEDURES AND RELATED A D l l I N I S T R A T I V E  I S S U E S  AND 
PROCEDUEES. TEAR WAtdTS TO KNOW M I S S I O h l ' S  VIEWS OF T h E I K  
CURRENT PROGRAM AND PROJECT MAFJAGEflENT PROBLERS AND TO 
HELP I N  F I I d D I N G  SOLUTIONS. AT THE SAME T I M E *  HOUEVEK* 
TEAM U I L L  BE S O L I C I T I N G  I N F O R f l A T I O N  ON SUCCESSFUL 
P O L I C I E S *  PROCEDURES* AND P R A C T I C E S  < U S A I D *  HOST 
GOVERNRENT* OTHER DONORS) THAT MIGHT BE R E P L I C A B L E  
ELSEUHERE I N  THE SAHEL. TEAR W I L L  ALSO BE ENCOURAGIhG 
PEOPLE CONTACTED TO OFFEK I D E A S  FOK SYSTEMIC CHANGES I N  
THE UAY A I D  DOES I T S  U U S I N E S S *  E I T H E K  S P E C I F I C A L L Y  FOR 
THE SAHEL OR FOR GENERAL A I D  A P P L I C A T I O N .  FURTHERflORE* 
TEAtI f lUST FOCUS NOT ONLY ON CURRENT PROGLEIIS THAT tlEED 
RESOLUTION*  BUT ALSO LOOK FORWARD FOR THE NEXT THREE TO 
F I V E  YEARS AT L I K E L Y  REQUIREf lENTS FOR flANAGIMG A I D  
PROGRAMS I N  THE SAHEL AND LOOK FOR WAYS TO REDUCE THE 
MAIuAGEflENT BURDENS AND/OR I f l P R O V E  C A P A B I L I T I E S  TO MEET 
t lANAGEflENT REQUIREMENTS. THE TEAf l  I S  ALSO COflflISSIONED 
TO COME UP U I T H  I D E A S  FOR WAYS TO IMPROVE HOST COUNTRY 
C A P A B I L I T I E S  I P J  PROGRAM AND PROJECT PlANAGERENT. THUS* 
TEAM CAN ASSURE NIAMEY AND BANJUL THAT TEAR DOES NOT 
PROPOSE TO REDO ROUSH WORK N I A R E Y  OR CORREL/BROWN WORK 
BAt iJUL.  REVIEW OF THE RESULTS OF THAT WORK COULD BE 
USEFUL TO PASS ON TO OTHERS* BUT f l A I N  FOCUS OF TEAM UOULD 
BE LOOKItJG 'AT YOUR NEEDS THREE TO F I V E  YEARS FORWARD PLUS 
S O L I C I T I N G  I D E A S  FOR GENERAL A P P L I C A B I L I T Y .  

4. D E A L I N G  WITH HOST COUNTRY O F F I C I A L S - - T E A R  I S  
S E N S I T I V E  TO t l I S S I O N  CONCERNS ABOUT TEAM'S CONTACTS U I T H  
tiOST COUNTRY O F F I C I A L S .  M I S S I O N  I b T E t i P R E T A T I O t ;  APPEARS 
TO A N T I C I P A T E  flUCH MORE A C T I V I T Y  THAfu TEAt1 WAD I N  Z I h D .  
TEAK DOES NOT EXPECT TO RAKE A D E T A I L E D  A G A L Y S I S  OF THE 
HOST COUNTRY'S ABSORPTIVE C A P A C I T Y *  6UT I T  CANNOT IGF!ORE 
THE SUBJECT I F  I T  I n P A C T S  S I G I d I F I C A N T L Y  ON THE PROGRAfl 
R A N A G E R E N T  REQUIREMENTS OF THE nIssIorJ. FURTHERMORE, 
I R P R O V I N G  HOST COUNTRY nANAGEnENT C A P A B I L I T I E S  RAY BE ONE 
OF THE BEST WAYS TO DEAL W I T H  U S A I D C S  I'IANAGEMENT 
D I F F I C U L T I E S I  P A R T I C U L A R L Y  IN THE MEDIUI I  TO LOMG TERfl. 
TEAM'S I N T E R E S T  I N  P O L I C Y  DIALOGUE SHOULD BE SEEN I N  SAnE 
L I G H T  AS HC ABSORPTIVE CAPACITY.  TEAR DOES NOT PROPOSE 
TO CARRY ON P O L I C Y  D I A L O G U E *  BUT DOES NEED TO LOOK AT 
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f lECHANISI IS FOR SUCH DIALOGUE, U S A I D  C A P A B I L I T I E S  TO CARRY 
OUT SUCH DIALOGUE, AND T h E  CONDIT IONS WHICH HAVE LED TO 
P O S I T I V E  RESULTS FROM THE DIALOGUE. SUCCESSFUL DIALOGUE 
L E A P I N G  TO P O L I C Y  CHANGES CAN BE AN E F F E C T I V E  MEANS I N  
REDUCING U S A I D ' S  PROGRAII AND PROJECT f lANAGEflENT BURDEti. 
TEAR WOULD EXPECT T O  OBTAIN n o s t  OF ITS INFOR~IATION RE HC 
AOSORPTIVE CAPACITY AND P O L I C Y  DIALOGUE FROM U S A I D  
OFFICERS AND DOCUflENTATION A V A I L A B L E  TO U S A I D *  BUT SOflE 
EXCHANGE WITH HOST COUNTRY O F F I C I A L S  SEERS E S S E N T I A L .  
TEAn UOULD EXPECT TO BE GUIDED BY n I S S I O N  RE NUtlBER AND 
NATURE OF CONTACTS. AN INFORf lAL  S E T T I N G  tlAY BE l4OST 
CONDUCIVE TO THE BRAINSTORf l ING TYPE OF SESSION THAT TEAR 
E N V I S I O N S .  

5 .  FOLLOWUP WITH f l ISSIONS--WE SUGGEST THAT DAKAR'S 
PROPOSAL FOR A FOLLOWUP WORKSHOP BE DISCUSSED AT SMDC 
X I I I .  ROUSH I S  EXPECTED TO ATTEND SMDC X I 1 1  AND TO 
PROVIDE A SYNTHESIS  OF TEAM'S F I N D I N G S  TO DATE AND TEAR'S 
I D E A S  FOR NEXT STEPS AS R E F I N E D  I N  TEAf l  MEETING I N  
ABIDJAN.  

6. FOR BANJUL--TEAf l  WILL PHONE FROfl  DAKAR RE SCHEDULE 
FOR V I S I T .  

7. FOR BAMAKO i S D P T 3 - - A P P R E C I A T E  OFFER TO HAVE TEAM 
I'IEETING BARAKO. UE WILL CONSIDER F E A S I B I L I T Y  AND 
ADVISE. HOWEVER* A B I D J A N  WAS CHOSEN BECAUSE OF R E L A T I V E  
CONVENIENCE OF A I R L I N E S  SCHEDULES FROfl  OUAGADOUGOU/NIAflEY 
AND ONWARD TO UmSm 
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- I I N c I A S S I ~ ~ E ~ '  ' ' ' - - * O U T G O  ING Department of State TELEGRAM 
PAGE B l  OF 8 4  STATE 2 8 8 5 1 8  . 4 6 5 8  a 4 1 1 1 4  A I D 9 1 5 1  
O R I G I N  A I D - 8 0  

------~-------~--~~----------------*------------------------------ 

OR l G l N OFF 1 CE AFFW-B4 
I N F O  A A A F - 0 2  AFRA-03  AFCU-03  AFDP-86  P P C E - 9 1  PPPf i -02 G C - 0 1  

GCAF-81  G C F L - 0 1  P P D C - 0 1  R F D A - # I  E S - 8 1  R E L O - 0 1  H A S T - 0 1  
A F P H - 0 1  / 0 3 P  A 1  S 3 8  ....-------------------------------------------------------------- 

I N F O  O C T - 0 0  COPY-81  I N R - 1 6  EUR-08  A F - 8 0  EB-B8 S I C - a 3  
/ 0 7 9  R 

DRAFTED BY A ID /AFR/SUA:  JROUSH: VD 
- APPROVED BY A l  D /AAA/AFR:  H J O H N S O I  

A I D I A F R I S U A :  J E I E R K E  
A lD /AFR/PHR/CCHR I S T  I A N  (DRAFT) 
A I  D/AFR/PD: JCMCCABE (DRAFT) 
A ID /AFR/DP:  E L S A I E R S  (DRAFT) 
LF/W/EPS ( I  NFO) 
A1 D/AFR/SWA: JHOPE 
A f  /Y /C  ( INFO) ________-____----- 3 6 3 4 3 0  B t 0 1 3 1 Z  1 6 2 - 3 7  

P 3 0 1 9 4 1 1  SEP 8 3  
F U  SECSTATE UASHDC 
TO Af lEt tBkSSY BUHAkO P R I O R I T Y  
AMEMBASSY BANJUL 
AMEUBASSY 8 1 SSAU 
AMEMBASSY DANAR 
AMEBEASSY NOJAHENA 
AHEMBASSV n l  a n E r  
A n E n B A s s Y  N O ~ A K C H O T T  
AMEMBASSY OUAGADOUGOU 
AHEHBASSY P R A I A  
A~ERSA::~: AB I D J ~ N  

AHEBEASSY P A R I S  

UNCLAS STATE 2 8 0 5 1 6  

A I O A C  P A R I S / A I D  FOPFELL, BAMAMO .FOR A I D  AND SWA/SDPT, 

E 0. 1 2 3 5 6  N / A  
TAGS: 
SUBJ  ASSESSRENT O F  A I D  SAHEL PROGRAH RAWAGEHENT 

- .  C A P A C t T l E S  AND REQUIRERENTS - . - - 
. - 

DLKAR FOR USA1 D AND RBDO, 481DJAN FOR REDSO/UA, B I S S A U  
FOR J. ROUSH ONLY ' 

REFERENCE: STATE 8 4 1  4 - 

I. SUHRARY: AS RECOHMENDED I N  MARCH 1 9 8 3  ASSESSHENT OF 
SLHEL DEVELOPRE!:T PROGFAB, ANC D l  S C U X D  I N  t R D C  X I  I - I N  

OUAGADOUGOU I N  HAY ) 9 8 3 ,  AFR/SWA 'HAS ARRANGED FOR SUBJECT 
ASSESSUENT. A TEAH HAS BEEM SELECTED, AND I T  HAS 
REV1 EdED THE-PROPOSED TERMS OF REFERENCE (TOR) AND 
PROPOSED A METHODOLOGY AND SCHEDULE FOR CARRYII(G OUT THE 
ASSES5MEHT. T H I S  MESSAEE I S  TO S O L ! C l f  USAID ,  Ef lBA=SY, 
REDSO, RBOO, aND SDPRO COMMENTS ON THE TOR AND PROPOSED 
SCHEDULE SET FOPTH HERE I N ,  THE TEAH HAS REVIEWED 
M I S S I O N S '  R E j P O E S E S  TO-REF CAGLE. R E P L I E S  LRE-REQUESTED 
BY OCTOBER 1 2 ,  SLUGGED: QUOTE ATTN: JOHN HOPE, AFR/SWA 
UtiQUOTE. (HOPE I S  CONTROL AND SUPPORT OFFICER FOR 
ASSES5MENT TCAM) ; 

2. B9CKGROUID: RECOHPENDATION MUMSER F I V E  OF THE MARCH 
1 9 8 3  ASSESSHiNT OF THE SAHEL DEVELOPt lENT PROGRAM 
S T A T E S - T H I T  THERE- IS  A NEED TO CONTINUE TO STRENGTHEN 
A1 0 '  S EFFORT3 I tl F 1 NAIIC l AL AND PROGRPM M4NACEMENT AND 

W I L L  REQUIRE, I t I T E R  AL I A ,  QUOTE AN ALSES:HEPlT OF THE A I D  
SAHEL PROGRAM MANAGEMENT C A E A B I L  I T I E S  AND REQUIREUENTS I N  

THE F I E L D  UNQUOTE AND CUOTE A SECOND GENERATI ON OF 
I N 1  T 1 A T l V E S  TO STRENGTHEN PROGRAM HANAGEMENT CAPACI  T 1 E S  

STATE 2 8 8 5 1 0  4 6 5 8  0 4 1 1 1 4  A I D 9 1 2  
AT THE REGIONAL AND NATIONAL L E V E L S  UNQUOTE. I N  HAY 1 9 8 3  
THE SAHEL H I S S I O N  D IRECTORS ISHDC X I  I )  DISCUSSED T H l S  

RECOUHEWOATION AND CONCURRED THEREIN,  ALTHOUGH ONE 
D IRECTOR QUESTIONED UHETHER R TEAM COULD ACCOMPLISH 
ANYTHING MEANINGFUL I N  TWO WEEKS I N  COUNTRY AND ANOTHER 
DIRECTOR REQUESTED TO SEE THE TOR FOR THE ASSESSHENT. 
SUA HAS ARRANGED FOR A TEAM OF F I V E  FORHER SENIOR A I O  
O F F I C E R S  TO UNDERTAKE THE ASSESSHENT AND HAKE 
RECOHHENDATIONS, AS APPROPRIATE, F 3 R  THE SECOND 
GENERATION OF I N I T I A T I V E S  TO STRENiTHEN RANALEMENT 
C A P A C I T I E S .  THE TEAM HAS MET TO R E V I E W  THE PROPOSED TOR 
AND SUGGEST, FOR WASHINGTON AND F I E L D  CONSIDERATION AND . 
COMHENT, A PROPOZED HETHODOLOGY AN3 SCHEDULE FOR CARRYING 
OUT TBE ASSESSMENT. THE TEAM HAS STATE 8 4 1 4  OF 1 2  
JANUARY 1 9 8 3  RE: IHPROVEHENTS I N  THE MANAGEMENT OF THE 
SAHEL DEVELOPHENT PROGRAH, AND HAS R E V I E U E D  THE 
I WD.IVIOUAL M I  SS I O N  RESPONSES TO I T .  

3. TERHS OF REFERENCE (TOR) . 

- . PURPOSE: TO IHPROVE PROGRAM AND PROJECT UANAGEMENT 
OF THE SAHEL DEVELOPMENT PROGRAH ( i D P  APPROPR l AT IONS AND 
ASSOCIATED ASSISTANCE A C T I V I T I E S ) .  

THE TEAH DOES NOT SEE I T S  OUTPUT A; S I M P L Y  A CATALOG OF 
HANAGEHENT CAPACl  T 1 E S  AND REQUIREMENTS AND ONE NORE 
L I T A N Y  OF UANAGEHENT PAOBLEHS AND :ONSTRAINTS I N  THE 
SAHEL. RATHEQ, I T  U I S H E S  TO GENER3TE A C T I O N  DURING AND 
I M H E D I A T E L Y  FOLLOWING I T S  UORU T H A l  W l L L  R E S L L T  I N  
REDUCI NS OR 3 l f l P L F Y  I NG HANAGEMENT 7EQU I RERENTS AND/OR 
INCREASING OR IMPROVING HANAGEflENT CAPACIT IES- -FOR F I E L D  
f l lSS. lONS, HOST COUNTRY COUNTERPART AGENCIES, AND FOR 
A I D / W  J F F I C E S  WHOLE JORI  I H P A C i S  D I R E C T L Y  OtJ THE f I E L D  
H I S S  I OMS CAPAC 1 TY TO MAHAGE T HE I R 'ROGRAHS. 

- - 2. RETHODOLOGY: 

---A. GENERAL APPROACH: THE T E A H  DOES NUT WANT TO 
PRODUCE ONE HORE REPORT TO S I T  ON JARIOUS S H t L V E S ;  PATHER - 
I T  WANTS TO SEE ACTIONS TAKEN THAT W I L L  REDUCE OR 
AMEL I ORATE THE COHST7A l l l T S  FACING ;AHEL H I  S 3  iONS A X C  
IHPROVE T H E I R  C A P A B I L I T Y  AND THAT J F  T H E I R  HOST COUNTRY 

. ... . . - - .. - - . . . - -. - 

COUNTERPART AGENCIES TO P L A N  PROGRAHS, D E S I G N  AN0 
IHPLEHENT PROJECTS, 3 1 0  U T l  L 1 ZE RE iOUFCES 

E F F  I C I E N T L Y .  T d I  S APPEAR: F E A S 1 6 L E  I N L b  I F  THE H I  S S I C N S  
AND SELECTED A I D / W  O F F ~ C E S  aRE P A R T I C I P A T I N G  I N  THE STUDY 
TO THE U A X l R U H  EXTENT F E A S I B L E  G I V E N  REGULAR WORKLOADS 
AND C R l S E C  T H l T  HA\ ?RI:E. THI S, THE T E d l  I t  SEZY I f  G 

C O l l M N T S  ON THE TOR PREStNTED HEREIN, W l L L  B E  SEEKING 
IDEAS &NO SUC. iESTION3 I N  I T 5  l ! l T E R l l E b l S  I N  T b E  F l E L G  &NO 
I N  UASHINGTON, AND SUBSEQUENTLV W I L L  SYNTHESIZE AHD 
PRESENT TO THE H I S S I O N S  fiND WASHINSTOH IUDIEPICES WHAT THE 

'TEAH I S  HEARING AND lH INU, ING A k D  S l E K  FEEJEACK. THE TEAM 
W I L L  T R r r W l f n P  A CONSENSUS FOR INPROVEMENT ACTIONS AND 

' 0 0 1 ~ 1 ~  R E C O W O N  FQR P O S I  T I -SSES ALREA3'1 
i n  PLACE. AFTER SUBHITTING I T S  REPORT, PART OF THE T E ~ M  

UHENTS FOR I N I T I A L  IMFLEREt ITCTIOV W l L L  P R E P R R ~ O C  ---- 
OF I T S  MAJOR RECOflHENDATIONS2 I T  I I I L L A L A D  
--A 

6E P B E P h R u  
TO RE TURN TO THE F l E l  -- - 
OWII MAXACEHEIIT=OJEHEFIT PLAIIS--IH I: M I G H T  E N T A I L  

~ ~ I ~ I D I N G  BY THE MI S S I  OMS. 

- - -8.  WEEPING TVE TASU MANAGEEBLE 

THE TEAM RECOGNIZES THAT I T  I S  UNDERTPK I N G  A VERY 
A N B I T I O U S  TASY, ONE THAT COULD GET OUT OF HAI lD AS VARIOUS 
A l D / W  OFF I C E S  OR F I E L D  ~ L I S S  ION: S U i G E f T  ADD1 T l ONAL 
PROILEUS/CONSTRAI  NTS/RELAT I ONSH I P S  THAT SHOULD BE 
REVIEWED. TO PREVENT T H I S ,  THE I E  ltl HAS TWO SUGGESTIOII2:  
0 )  JO E S T A B L I S H  SOHE C R I T E R I A  FOR DETERMINIPIG UHETHER A 
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P O S S I B L E  A C T I V I T Y  OR SUB-STUDY SHOULD BE G I V E N  P R I O R I T Y  
I N  THE ASSESSBENT; AND ( 2 )  RECOGNIZE THAT I N  SOHE CASES 
THE TEAM HAY BE ABLE ONLY TO OETERHINE WHETHER SORETHING 
I S  UORTHY OF HORE D E T A I L E D  STUDY AN0 I F  SO TO PREPARE A 
SCOPE OF WORN FOR A SUBSEQUENT STUDY. H I  SS l ON/UASH INGTON 
SUGGESTIONS FOR OTHER REAMS OF H E L P I N G  THE T E A H  M A I N T A I N  . 
I T S  S E L F - D I S C I P L  I N E  U l L L  BE APPRECIATED AS WELL AS 
COtlHENTS ON THE SUGGESTED C R I T E R I A  BELOW FOR D E T E R M I N I N G  
P R I O R I T I E S .  

--- C. E S T M L  l SH l WG P R I O R  I T I E S .  

THE T E b H  STARTS U l T H  A B A S I C  PREHISE:  THE 
PURPOSE OF F I E L D  H I S S I O N S  (COUNTRY OR REGIONAL)  I S  TO 
H E L P  HOST COUNTRIES USE A I D  RESOURCES E F F I C I E N T L Y  AND 
E F F E C T I V E L Y  TO PROBOTE T H E I R  DEVELOPHENT. T H l S  SUGGESTS A 
REVIEW WITH HISSIONS OF WHAT ACTIONS THEY ARE TAMING OR 
COULD TAME THAT WO'JLD PROtlOTE DEUELCPREtIT D I R E C T L Y  OR 
l WCREASE THE C A P A B I L  I T  l E S  OF THE HOST GOVERNMENT TO CARRY 
OUT DEVELOPHENT A C T I V I T I E S  E F F I C I E N T L Y  AND E F F E C T I V E L Y .  
HANAGEHENT REQU I REflENTS AND CAPABl  L I T l E S  RELATED TO THESE 
ACT IONS AND P O T E N T I A L  ACT IONS WOULD BE THE S T A R T I N G  P O I N T  
FOR THE TEAM': REV iEW.  THE TEAB UOULD PROPOSE TO LOON AT 
VARIOUS ISSUES THAT HbVE BEEN R A I S E 0  (SEE D BELOW) FROTl 
THE PERSPECT l VE OF HOW IMPORTANT THEY ARE AND HOW THEY 
RELATE TO PROHOT l RC ECONOHI C DEVELOPHENT. THUS, POL l CY 
OIALOCUE I S  HOT AN EN0 I N  I T C E L F  BUT RELATED TO I P E C l F l C  
DEVELOPFENT GOALS OR P R I O R 1  T I  E i .  ' F l NANCl  AL HAI~AGLHENT I S  
NOT JUST EN;URING FOHTROLZ OFER THE USE OF A I D  RESOURCES, 
BUT ENSURING THAT THOSE RESOURCES ARE A V A I L A B L E  ON A '  
T I H E L Y  B A S I S  AND PROVIDED I N  A HANNER THAT P R O l M T E S  
E F F  I ;I EPiCY IF F R O J l C T  OPE4ATIU143 

---- (2) A SECOND HAJOR CONCERN OF THE TEAH IS MISSION 
REQUESTS FOR REV1 E U  OF F l NANCIAL  SYSTEMS, -HANACEHENT - 
ASSESS~WTS,  AND nl ss I OMS HANDL I NG OF AUD I T REPORTS. 

---- (3) I N  L I G H T  OF THE ABOVE I S  THE H I S S I O N  MAKING USE 

OF PUB1 l C ACCOUNT l NG F I R H S  (CPAS) LOCATED I N  A F R I C A  TO 
' h E L P  IMPFOVE OLERA L FR0J:CT Mcti -GEYENT I l .CLO: l I t IG  

ACCOUNTING SYSTEHS, PROCEOURES AH0 CONTROLS7 I F  SO, HOW 
DO THEY EVALUATE THE RESULTS?  I F  P O S I T I V E  HOW AND H E R E  
CAW T H E I R  USE BE EXPANDED? (MONlTORl  NG THE CPAS WORK BY 
V l S S l  ON: I S ESEEHT i AL. ) 'HE HfiFIDL I t:G At lo f iESPOl lSE TO 
AUOI;  REPOR;: CAN ,HPhCT H E A V I L Y  OH THE V I E U S  I N  h l D / U  
AND THE CONGRESS ON A H I S S I O N ' S  A B l L  l TY TO HANAGE I T S  
PROGRAR AND THUS ON THE L E V E L S  OF FUNDING SOUGHT AND 
APPR3VEC F 0 7  ThE 5 -HEL .  -HEKEFO:IE, A REVIEW Of R l S ~ l 9 H  
PROCEDURES FOR HANOL I NG F I NANC I AL SYSTEMS AND HANAGEMENT 
CSSE3Sf lENTS AS WELL AS A U S l T  REPORT' W I L L  EE A P R I O R I T Y .  

-- (0) ISSUES SUGGESTED FOR REVIEW: 

---- (I) DO THE A I D  B I L A T E R A L  H I S S I O N S ,  THE SAHEL 

DEVELOPPENT PLANN I 'IG BEG l ONAL ORliA1I I Z A T  I ON (SOPRO) , 
REDSO/UCA, THE R l VER BAS l H OEVELOPRENT OFF l CE RBDO, , THE 
SAHE! M I S S  1 'IN DIRECTORS'  COUIICIL (SPDCI AN0 A I  D/W 
B A C H i T O F P I H i  OFF ICcS,  C O L L E C T I V E L V  &NO I N D I V I D U A L L Y ,  
CONST l TUTE A MANAGEHENT SYSTEH APPROPR I ?TE T O  THE 
R E S P J t J i l B I L ! T I E S  l ' l P L l E 0  JY  THE aRE:EtlT :DF CN3 T h A T  
k H l C 3  I S  L l d E L Y  TO I N  PLACE F I V E  YEARS FROH NOW7 

- - - - -  A. AqE THE CURPENT S U i  ORGAHI ZAT  l O N / R E L A T  I CbISH I P S  

APPROPR l ATE FOR SUPPOKT I N b  AlvD RON I TOR l llir F l E L 0  P E O G R A ~ S ?  

----- B. ARE U S A I D S  CRGAII IZEO, FLIIICED, LIND STAFFED 

APPROPR I ATELY?  

OUTGO l NG 
TELEGRAM 

* 
STATE 2 8 0 S 1 0  4 6 5 8  8 4 1 1 1 4  A I D 9 7 5 1  

----- 0. 0 0  F I E L D  H I S S I O N S / O F F I C E S  HAVE THE NECESSARY 

AUTHORITY AND GUIDANCE TO BE E F F E C T I V E ?  

-- 2. PERSONNEL HANAGEHENT I N  ALL  I T S  FACETS: I N  AID/W, 
I N  THE F I E L D ,  STATE AM0 EMBASSY ROLES, USE OF FORE l G N  
MAT I ONALS, USE OF CONTRACTORS, RECRl!I TPENT, ? 5 9 ! N l  NG, 
ORIENTATION,  SUPERVIS ION,  N O T I  VAT ION, ETC. 

- -  3. CONTRACT A O H I N I S T R A I I O N :  S i L E C T I O H ,  AWARDS, 
PLRFORHANCE, REPORTING, EVALUATION,  HOST COUNTRY 
R E L A T I O M S H I P S ,  A I D  D I R E C T  VS. HOST COUNTRY CONTRACTS, ETC. 

-- 4. HOST COUNTRY ABSORPTIVE C A P A C I T Y - - I N  TERHS OF 
BUDGET, BALANCE OF PAYMENTS, T R A I N E D  PERSONNEL--AND A I D  
R L A C T I  ON THERETO. 

-- 5. EXTENT A t lo  RESULTS OF COLL 4BORATION WITH HOST 
COUMTRV I N  PROGROM/PROJECT O E F l N l T L O N  AND PLANNING. 

-- 6 .  A D H l N l S T R A T l U E  AND L O G I S T I C  SUPPORT FOR PROJECTS, 
INCLUDING CONTRACTOR AND OTHER PERSON?EL ASSIGNED TO 
PROJECT;. 

-- 7. MEEDS AND C A P A B I L I T I E S  FOR POL I C Y  DIALOGUE. 

- -  8. DONOR COORO I t l A T I  ON, REG I O N A L L Y  AN0  B I L b T E R A L L Y .  

-- 9. P L A N N I N G  FOR REDUCTION OF I I R E C T  H I R E  - 
PERSONNEL--USE OF CONTRACTORS, USE OF PVOS, USE OF 
F O R E I G N  N A T I O N A L S ,  GREATER R E S P 0 N ; I B I L I T Y  BY HOST COUNTRY 
I N S T I  ;UTIONZ k i i C k l l G c  F C l i  5I :LECTED EXFERT; T t  HAnE 
P E R I O D I C  TDY V I S I T S ,  ETC.. 

---- (Dl BACKSTOPPING OF F I E L D  H l 5 S l O N S  BY A I D / U  AND 

RLDSO/YCA--WITH P A R T I C U L A R  E H P H A S I S  ON P O L I C Y  GUIDANCE, 
PROGRAH AN0 PROJECT APPROV4L S, A L I O C P T  I 011 OF FUHOS, 
ESTABL l SH l NG PERSONIIEL CE l L l NGS A'1D P O S I  T I  ONS, 
R L C R U I  T W N T ,  CONTRACTING, CONGRESSIONAL MOT I F  I C A T  IONS, 
PROCUREFENT iCTI.CFIS. ETC. 

--.- (E) -SUGGESTED TEAH kPPROACH I N A I D/ i l :  

THE TEAH HAS MET W l T H  C,WA THE O F F I C E  OF P L I l \ F R  TO 
UISCU;S THE dOLE AN2 PURPOLE OF T f A M  AND TO EKSJRE AA/nFR 
SUPPORT FOR THE ASSESSHENT. W H I L E  A U A l T l N G  RESPONSE TO 
T H l S  N S S A G E ,  TWO TEAH HEHEERS Y l  L L  BE  CONDUCTING 
I h T E R I I E h :  I l l  n l D / U  W l T H  n r  EYPHA; lS  GH J E T - l h l  I ;  i l O  ,110 
S T A T E  PERCEPT IONS OF THE SAHEL S l  ~ U A T I O N ,  I D E A S  &NO 

SUGGESTIONS FOR THE T E A t l ' S  WORM I ii THE F IELD, STATUS 
REPORTS OF F I E L D  REQUESTS IIOW PEN31NG I N  AID/W. 
F.OLLOVING R E X  I F T  OF F I E L D  AIIO WA;H ILGTOII C c n n E l u s  CII TPE 

TEAR 'S  TOR, THERE HAY B E  SOHE A O D l T  IONAL HEETINGS FOR 
PURP0:ES OF CLAR l F l CAT 1 ON 4140 POS :I BLY TO OETA I !I AFPRO'IbL 
FOR CHANGES I N  THE TOR THAT HAY SEEH NECESSARY. ONE TEAH 
HERBER U l L L  R E V P I N  ' N  UPSH!NCTON THE L A S T  HPLF Of  CC'OBCR 
FOR FURTHER ! N T E N S l  JE I N T E : I V I E U I N i  RELATE0  TO S4A 
ORGAN1 ZAT I ON 'REL AT I ONSH l P S  AND A I Y/W BACKSTOPP l IIG. m R  
1 T " J F l L t  WO?H, THE T E h H  U L L  P2E'CRE A J i t ITHE:  j CF 1': 
F I ND I IIGS, l NCLUD l NG I D E A S  \NO S U G i E S T  I ON; THAT HAY f PPEAR 
WORTHY OF BECOHl  NG RECORHEtIDAT I ONS. AND PRESENTATI  O N 5  
Wl L L  RE PADE I t l  UASd  lPlGTC?I CO1,CURJEIIT UI'H PRESE'ITFT IO:I, 
K T H ~  FIELD. F O L L J U I ~ G  THE F IELI  PRESEIITATIOH; OF 
TEAH'S SYNTHESIS, THERE HAY NEED T O  BE s o n €  ADDITIONAL 
VEET I I ICS I N  '.!ASH I NGTON FOR CLPR I F I CAT I OF4 OR FOR 
ATTE~P~ING TO E U l L D  A COtlSCt4SCS 0 I PCTE l l : lAL  AC;lOltS. 
F I N A L L Y .  TWO OR THREE NEnaEAS OF THE TEAH WOULD P L A N  TO 

- - - - -  C. I ?  THE F I E L D  STRUCTURE APPROPRIATE--RECIONLIL 

AND B I L A T E R A L ?  

UORH V l T H  A I D / U  O F F I C E S  I N  THE I N l T l P L  I I 1PLEHEN71TIC t I  OF 

THE TEAM'S RECOMHENOAT I QLLS. - 
U N C L A S S I F I E D  - 
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Departn1,ent of State O U T G O  ING 
TILEGRAM 

P M L  0 4  OF 8 4  STATE 2 8 8 5 1 8  4658 6 4 1 1 1 4  A I D 9 7 5 1  
WASHINGTON U N T I L  OCTOBER 31, ARR l V l  NG I N  DAWAR NOVEREER I 
TO J O l N  OTHER TEAH flEfl9ERS. (4) RASSEY AND ROUSH WlLL 
BE I N  N l A M Y  APPROXIMATELY NOVERBER 8 TO 18; FURST AND 
THORNBURG THE SANE DATES I N  OUAGADOUGOU. IS) BOTH TEARS 
WlLL  GO TO ABIDJAN NOVERBER 18 TO J O l N  I R V l N  TO HOLD 
TEAH REVIEW AN0 INTERCHANGE SESSIONS NOVERBER 19-28. 
(6) FURST AND ROUSH GQ TO BAHAKO NOVERBER 2 1  AND OTHERS 

RETURN U. S. FUaST U l L L  LEAUE BAMAKO ABOUT NOUERBER 2 6  
AND ROUSH W l L L  RERAIN THROUGH SRDC I F  HELD AS PROPOSED 
INOVERBER 38-DEJEREER 21; 

------ DECEMER 5 TO 16--TEAM RECONVENES WAfHlllOTPK 

ROUSH AN0 FURST RAY BE DAY OR TWO LATE, TO P R E P M E  
SYNTHESIS AND ARRANGE FOR I T S  P- 
3ND THE F I E L D  I N  EARLY JANUARY. 

------ JANUARY 3 TO 2 4 - - F I N A L I Z E  PRESENTATION 

DOCURENT4TI ON AND BAKE PRESENTATI OMS 1 N WASH l MGTON AND 
T,HE F IELO: 

------ JBWUARY 25 TO FEBRUARY 18-:PREPARE AND PRESENT 

F I NAL REPORT, 

------ FEBRUARY 13 TO 24--PREPARE I N I T I A L  I l lPLEMWTATIO)(_ 

DOCURENTAT 1 0 4  

FOR CHflD: THC TEAH I S  NOT SCHE~ULING A V I S I T  TO CHAD OW 
THE HSSUMPTlON l H A l  THE ?HA0 i I T U A T I O N  I S  UNIQUE AN0 
MEED: TO BE DEALT WITH ON A n o u E  URGENT BASIS THAN WOULD 
BE F L A S l 8 L E  I F  I T  WERE PART OF THE ASSESSHENT. 
NEVERTHELESS, THE T E M  WELCOMES Ef lBASSY/AID COlHENTS ON 
TdE FOREiOl t lG  AiSUHPT13N, ON THE T E A l ' S  TOR, Al.0 TrlE 
SUBSEQUENT TEAR F l N D l N G S  ON0 RECOBRENDATIONS. POSSIBLY 
TEAR HEH8ER ATTENDING SHOC X l  I 1 COULD INTERVIEU CHAD 
REPRESENTAT 1 VE THERE. TEAR WOULD UELCOHE A SUBHI S S l  ON 
F R M  EMIASSY/AI  D CHAO OFFER l NG COHMENTS, IDEAS, AND 
SUGGEST l ONS FOR REOUC 1 NG MANAGEHEN1 REQU I REHENTS, 
EL l B l  NAT l NG OR AHEL IORAT I PIG nANAGEflENT CONSTRAINTS, 
AND/OR INCREASING MANAGERE)IT CAPABIL I T l E S  I N  CHAD M I N  

THE SAHEL GENERALLY. APPRECIATE COMMNTS ON THE TEAH'S 
PROPOSED APPROACH. ERBASSY/AID Ill GHT Wl SH TO CONSIDER 
HAVING 4 SHORT V I S I T  FROB A TEAR HERBER FOR PRESENTATION 
OF I N I T 1 4 L  SYNTYESIS OF F INDINGS EARLY JANUARY,. 

--3. ASSUWTIONS GIVEN THE TEAH: 

- -  - A. 3VERALL A I D  PR5GRCtl P ? I O R I T I E S  WILL REHAIN 

R E L I T  l VEL Y UNCHANGED. 

--- 0 .  NEITHER THE AGENCY NOR THE AFRICA BUREAU 
ANTICIPATE GREATER/LESSER PRIORITY EHPHASlS ON THE SOP. 

---C. TOTAL SOP FUNDING LEVELS AS A SEPARATE 
APPROPRIATION WlLL CONTINUE AT THE LEVELS REFLECTED I N  
CURRENT AAPL'S (APPROXIHATELY DOLLARS 1 8 0  M I L L I O N )  ; 
COHBINED P. L.  430 PND €SF WILL CDNT INUE AT THE DOLLARS SB 
H I L L  ION LEVEL. 

--- 0. THE POS;IBI L I T I  E X l S T i  FOR ADDITIONAL INCREASE: 

I N  FUNDING BASED 011 NE'A I N I T I  311 VES (AFRICA STRATEGIC 
PLAN) AND THE NEED TO FUND SPECIAL EFFORTS TO INFLUENCE 
P9L I C Y  CYANGES JHEII RE I U  IRED TO OVERiORE C R I T I C A L  
CaNSTRA I NTS. 

- - -  E.  TOTAL DIRECT Hl RE PERSOHHEL IU. PI. AND FORE IGN 
NAT IONALI A V A I L A B L ~  FO2 THE tlANA6EflENT1 DES IGN AN0 
I f lPLERENTATION OF THE i D P  WILL REHAIN THE 'SAME OR . 
PROEFBLY DECL INE. ALTERfICT I V5 AZ2E:;flEliTS ;HOL1LD BE VADE 
FOR DECL INES OF 0 PERCENT, 1 0  PERCENT AN0 28 PERCENT OVER 

STATE 2 8 1 5 1 0  4 6 5 6  0 4 1 1 1 4  A I D 9 7 5 1  
A 3 TO 5 YEAR PERIOD STARTING FROM FY 1 9 8 4  END OF YEAR 
LEVELS, 

--- F. OVERALL PROJECT PLANNlNG/lRPLEHENTATION 
C A P A I I L I T Y  OF HOST COUNTRIES W l L L  CONTINUE TO BE A 
CONSTRAINT DURING THE NEXT 3 TO 5 YEARS. 

4 

4. AFTI ON REQUESTED: 

-1 .  C O H ~ E N T S  ON T H I S  R E S ~ A G E  BY  OCTOBER 12, SLUGGED: I 

QUOTE ATTN: JOHN HOPE, AFR/SWA UNQUOTE. (I - 
m - 2. ENSURE THAT ALL APPROPRIATE PERSONNEL HAVE AN rn 

OPPORTUNITY TO REVIEW TRE TERMS OF REFERENCE FOR THE I 

ASSES SHENT AND OFFER COBMEMTS. -m . 
- 3 ARRANGE FOR AN OFF ICE Wl TH TELEPHONE FOR THE TEAM 
AND FOR AN ADt l IN ISTRATIVE CSSISTANT TO HELP ARRANGE AND 

W N M E  THE INTERVIEW SCHEDULE. TEAH BER8ERS W l L L  HAVE 
FUNOS TO PAY FOR SUCH SERVICES IF I T  I S  NECESSARY AND TO 
RENT SPACE AND HIRE SOHEONE SPECIFICALLY FOR THE 
JOB--TEAM WOULD LOOK TO A I O  OR JAO TO ESTABLISH 
APPROPRIATE RATE OF PAY. 

- 4. REQUEST ALL APPROPRIATE PERSONNEL TO DETERMINE, 
PRIOR TO THE ARRl VAL OF THE T EAH, THE l R  RANAGEHENT 
R E S P O N S I B I L I T I E S  lALHOST EVERYONE HAS TO RANPGE THEIR 
T I N E  AN0 A CERTAIN uHOU#T OF PAPER F L J U ) ,  EVILUnTE H o d  
WELL THEY ARE DOING AM0 CONSIDER UHAT COULD HELP THEW t.0 
A BETTER JOI.  

- 5 . .  I N V I T E  ALL APPROPJIATE P ~ R ~ L N : I E L  TO Cili;IGER r45  
O I J E C T I V E S  OF THE A I D  PROGRAH I N  THEIR COUNTRY, THE ROLES 
AND RESPONSIBILITIES OF VARIOUS OFFICES I N  THE nlssIom, 

Z 
THE OUOGETING AN0 SCHEDULING OF RESOURCES, AND THE 
PROCESSES AN0 MECHANlSIlS WITHIN THE M l S S l O H  USED TO 
O I T A I N  CONSENSUS ON THE FOREGOING, WITH A VIEW TO 
SUGGESTING WHICH SEEH TO BE APPROPRI A l E  OR AJEWATE,  
VnlCH COUL'D BE EXLlBPLES TO OFFER TO OTHER HISSIONS,' UHlCH 
NEED IttPROVErlENT. HOW MI  CHT ZU:H BPR JVE:!ENT BE CAR? I I t  
OUT. now CAN THE n l  sslon AND THE AGENCY IN GENERAL DO A 
I E T f E R  JOB OF LEARING FROH t T S  EXPERIENCE AND INTEGRATING 
LESSONS LEARNED INTO POLICY AND PROCEDURES? LIST 
A C T I V I T I E ;  WHICH &RE NOTMALLV 1CCCBPL ISHED I N  A T I P E L Y  
BANNER. L I S T  A C T I U I T I E ;  WHICH NQEHNLLY hRE ACCCBPLISdtD 
AFTER ASSIGNED DUE DATES. WHAT DOES H l S S l O N  FEEL I T  DOES 
I F F I C I E N T L Y  AND H A T  I S  DONE I S  I N E F F I C I E N T L Y ?  

- 6. ASSEHeLE OOCUMENTATtON RELATED TO H l S S l O N  
HAMAGERENT --HPNAGEflEMT l RPFOVEHEHT PL 4N, H I  S j l  Oti ORDER:, 
M I S S I O N  OPERATIONS MANUAL, ETC. 

- 7. PROVIDE A L I S 1  lNG OF A I D  PROJECTS AND 3THER 
~ C T I V I T I E S  FOR WHICH THE nlsslon IS  RESPONSIBLE. FOR 
EACH PROJECT/ACTI V l  TY, L l S T  THE CORP07ENTS E. G., AN 
INTEGRATED RURAL DEVELOPHENT PROJECT CAN HAVE $1 X OR HORE 
COHPOlJENT3,, aNO PROVIDE FCR E I C H  CDBDOtlENT 1 L l S T l Y G  (*F 
THE MAJOR I t fPLEHENihT I O;J ACT 1O:IS EXECJTEC DUi7 It46 THE Lb.ST 
TWO YEARS AND PLANNED U Y T l L  TERHlt lAT ION OR F 1 VE YEARS 
OUT, VH IC iEVER I; SkORTIR --IH:LUC ITlG CO:,TRA:T l.!.G, 

PROCUREHENT, RECRUITING OFPERSINHEL, ETC. TY I S UOULJ 
PROVIDE A-F IRST CUT AT GETTING A HANDLE ON THE HAGNITUCE 
AND CGnPLEXl TY OF ItlPLE'lENTAT l 3 N  PCT l SNS TO 9E PPfIASi!3. 0 4 t l  

UNCLASS IF l ED 
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