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PREFACE
 

the result of a request to the
This organizational development study is 

Senegal Mission of the United States Agency for International Development from 

the Senegal River Basin DeveLopment Organization. OMVS was requested by its 

The Council of MinistersCouncil of Ministers to undertake such a study. 


approved the terms of reference for the study (found in Annex A). Technical
 

and financial assistance was requested in order to accomplish the following
 

broad tasks:
 

- a study of the structure and functions of the OMVS, and 
of its High Commission;recommendations for reorganization 

- the establishment of an integrated, homogeneous financial
 

management systeml •
 

also called for in the
In order to accomplish these tasks (which are 


USAID/ OMVS Grant Agreement for the Planning and Policy Development Project)
 

USAID/ Senegal engaged the services of a two-person team, comprised of an
 

an institutional analyst, along with
organizational development specialist and 


the four-person USAID funded Sahel Regional Financial Management Project
 

(SRFMP) team, which is based in Dakar.
 

The two teams were combined as a means of coordinating their expertise
 

and resources. It is anticipated that following submission of this study, the
 

SRFMP team will assist the OMVS High Commission with financial and management
 

planning and training.
 

further agreed by both USAID and the OMVS that the findings of
It was 

this study be presented in full and without modification to the OMVS Council
 

of Ministers.
 

that this report could be extendec- beyond its
The study team is aware 


current limits, addressing other areas of critical interest to the OMVS,
 

including, for example, the issue of proper member-state coordinating
 

Additional areas of concern
responsibility for participation in the OMVS. 


might also include reporting and supervisory relationships between the Hfigh 

Commission and the OMVS Council of Ministers, and more detailed analysis of 

personnel policy, qualifications and assignments, and additional research into 

the critical issues of recurrent costs, alternate sources of capital funding,
 

and the financing of operating costs. However, limitations of tinte prevented
 

any greater detail than is provided in this report.
 

1/ See Annex A, Scope of Work.
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It was fortuitous that the first phase of this study took place
 
OMVS Consultative Committee, and

simultaneously with the annual meeting of the 

two meetings of the OMVS Council of Ministers. It allowed the team to develop 

some appreciation of their role in the development of OMVS programming and to 

discuss critical issues with participating donors and member-state ministers. 

and supportThe study team is appreciative of the willing cooperation 
in )akar. In addition to expressingprovided by USAID and OMVS statff members 

support provided by the Sahel Regionalits appreciation for 	the substantial 
authors of this report wish to acknowledgeFinancial Management 	 Project, the 

provided by former and current staff of lhe USAID/Senegal/the generous counsel 
River Basin Development Office, the World Bank, and the United Nations 

Development Program, and repr-esoetatives of the Club du Sahel, CGZ and FAC in 

New York, Paris, and Dakar. Additional appreciation must be acknowledged for 

charged with conductingthe assistance of the three-member European consortium 

an in-depth study of OMVS common works management (Si.r Alexander 

Gibb/Electricit6 de France/Euroconsult). 

The study team was composed of: 

- Dr. W.A. Rutherford, Organizational Development Analyst, Chief of 

Party, Phases I and 11; 

- Nicolas Kulibaba, Institutional Analyst, Chief of Party, Phase 

111;
 

- Lloyd M. Mitchell, Financial Analyst, SRFMP Team Leader; 

- Mansour Fall, MBA, Operations Analyst, SRFMP; 

- Ibrahima Yade, Accounting Specialist, SRFMP; 

- Khalifa A. Sene, ADP/Accounti.ng Specialist, SRFMP; 

- Bernadette Daluz, Secretarial Support, USAID/RBDO 

- Asta B6rt6, Secretarial Support, USAID/RBDO 

- Odette Marek, Translator. 

are those of the authors
The views and opinions expressed in this report 


and do not necessarily reflect the official position of the U.S. Agency for
 

International Development.
 

Note on English langua.e terminology
 

The authors are aware of the sonsiderable variation that is found in 

English-language discussions pertainig to the OMVS, its projects, and 

operating divisions. In order to standardize all references in this report, 

the authors have adopted the terminology utilized in the official translation 
This varies at times with currentof the 1982 OMVS organizational chart. 


usage and quasi-official project titles utilized by donor organizations.
 

http:ADP/Accounti.ng
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EXECUTIVE SUMMARY
 

The following numeration of paragraphs in this Executive Summary
 

correspond to the exact numbering and titles of chapters and their divisions
 
as found in the body of the report.
 

I. INTRODUCTION
 

I.I. The Senegal River Basin Development Organization (OMVS) is an 
international o_-ganizati.on founded in 1972 as a cooperative effort by Mali, 
Mauritania, and Senegal to coordinate planning and development of the Senegal 

River baiiin. 

1.2. The formal. objectives of the organization are: to secure and
 
enhance the living conditions of the populations of the river basin; to 
contribute to self-sufficiency in food production; to Coster environmental
 

equilibrium; to reduce the economic vulnerability of the basin to climatic
 
and other conditions: and to accelerate economic development through
 

international cooperation. 

Sectoral development programming is concentrated in three areas: 
agricultural development, through the construction of a salt-water intrusion 
dam (Diarda), a storage dam (Manantali), and the eventual development of 

irrigation works. InduAstVial development through the production and 

management of a hydro-electric power plant (Manantali) and other activities; 
Economic development through improved navigability of the river and integrated 

development activities. 

1.3. Since its inception the OMVS has moved through progressive stages
 
of planning (1972-1979), infrastructural development (1979-present), and
 

beginning in 1986, the management of infrastructure designed to control the
 

flow of the Senegal River. 

Organizational complexity has grown throughout this period, with
 
diffuse responsibilities attached to internal operating divisions, member

state agencies, bilateral and multilateral donors.
 

II. STRUCTURAL ANALYSIS
 

2.1.--2.3. Principal organs of the OMVS include: The Conference of
 
Heads of State and Government, which defines OMVS policies of cooperation and
 
development; the Council of Ministers, comprised of one minister-delegate
 
from each member-state, which elaborates policy through programming and
 
coordinat.ion of member--state participation; and the High Commission, which
 

implements policy through managerrent of the common-works development program,
 
coordination of research and projects, and which provides administrative
 
services to the organization.
 

http:o_-ganizati.on


These are complemented by a number of advisory organs representing 

member-state ministries and donors participati-g in the OMVS development 

program. 

2.4. Operating units of the High Commission include: 

- an Administrative and Accounting Service;
 

- a Documentation Center;
 

-
 four operating directorates (Investments, Regional
 

Infrastructure, Training and Human Promotion, Development and
 

Coordination), with a varying number of project, planning,
 

service, and study divisions attached to each.
 

2.5.-2.12. Principal structural problems in the OMVS High Commission 

include: inadequate functional linkages between the High Commission and 
poorly adhered-tomember-state ministries and development agencies; 


hierarchical relationships; overcentralization of management responsibilities 

and functional redundancies; poorlyand resource allocation; structural 
inappropriate functional responsibilities;
defined operational mandates; 


insufficient separation of control, administrative, and executive organs; and
 

high ratios of support personnel to professional .staff.
 

III. BUDGET AND FINANCIAL MANAGEMENT
 

3.1. Serious deficiencies are evident in the management of internal
 
statutory procedures for budgetresources, due to failures to adhere to 

Accounting personnel are
formulation, accounting, and fiscal controls. 

seriously underqualified and poorly supervised. 

3.2. Fixed costs (mainly personnel and operating expenses) of the High
 

Commission budget are excessively high, constituting 95% of allocated
 

resources.
 

The principal dysfunction of financial management is the failure of 
These commitments
member-states to honor conmmitments to the operating budget. 

are chronically in arrears. At theconstitute 99% of operating resources and 
formal 

adherence to statutory procedures for budget formulation and fiscal
 

end of 1985 arrears totaled 65% of budgeted resources, while 70% of 

budget commitments were engaged. 

3.3. Recommendations for improved fiscal management stress the absolute 

necessity for timely payment of member-state contributions to the operating 

budget; 

training of qualified accounting personnel; andmanagement; recruitment and 

the St. Louis Documentation Center
attempts to capitalize on the operations of 

for self-financing. 

http:2.5.-2.12
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IV. OPERATIONS AND PERSONNEL MANAGEMENT
 

4.1. Administrative operations of the High Commission are subject to 
numerous external influences which, if not formally managed, undermine 
institutional efficiency and promote a breakdown of operating systems. These 
include: multiple and heterogeneous programming objectives; diffuse 
political, professional, and personal allegiances; political patronage in 
recruitment; failures of member--states to adhere to budgetary commitments; 
and the heavy administrative load that is related to participation by numerous 
donors in OMVS programming. 

4.2. Principal managemernt problems of the High Commission include: 

- inadequate formal systems for management control; 
- ovecentraliiation of authority and responsibility; 
- absence of fully qualified personnel in key administrative 

positions;
 
- poor internal coordination and comlunications;
 
- inadequate operating resources;
 
-- political patronage and tacit agreements on personnel quotas
 

and assignments prevent competitive recruitment; 
- separation of High Commission offices (Rue Carnot and Place de 

l'Independance) renders conununications and coordination 
difficult and inefficient; 

- poor maintenance of the physical plant and equipment, and 
inadequate supplies; 

- low priority assigned to field operations; and 
- ad hoc resource allocation and prejudicial scheduling of timely 

salary payments. 

4.4. Recommendations for improved management performance include: 

- statutory delegation of administrative oversight to the OMVS 
Secretary General; 

- concentration of all principal operating units in a single
 
building, and the relocation of the High Commission 

headquarters to St. Louis, Senegal;
 
- divestiture of OMVS responsibility for the funding and
 

management of field-level agricultural research stations in the
 

three member--states;
 
- revised programming guidelines; 
- improved management planning for human resources; 
- statutory clarification of recruitment guidelines and 

depoliticization of the recruitment process; 
- the establishment of formal procedures for personnel 

evaluation, including external participation to assure ,jnbiased 
recommendations; 

- resolution of arrears (salaries, wages, allowances, 
perquisites); 

- improved accountability and the use of sanctions for employee 
discipline. 
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V. RECOMMENDATIONS FOR INSTITUTIONAL REORGANIZATION
 

5.1. Reorganization of the High Commission is based upon three
 
the need to improve
the need for well--articulated structure; 


the need to adhere to
 
criteria: 

efficiency, cost-effectiveness and coordination; 


existing institutional mandates and to emphasize member-state 
participation.
 

Specific recommendations are:
 

That the SecretaryG-eneral be better--integrated into 	the OMVS
5.2. 
be assigned responsibility for administrativehierarchy, and that he 

coordination and oversight.
 

follows: the Legal
That AdvisorAPositions be reorganized as 

a legal officer; that

Advisor retained and strengthened by the addition of 
position be eliminated and these functions

the Financial and Economic Advisor 

by the head of the Directorate of Administration and Finance; that
performed 

be renamed Attach6 de Cabinet.the Chef de Cabinet position 

5.3. 	 That the Evaluation and Planningllnit be made a permanent OMVS 

role in planning and evaluationthat it be given an autonomous'structure; 

advisory role at the level of the Secretary
serve an
activities; and that it 


General to enable it to assist all major organizational units in planning 
and
 

evaluation. 

5.4. 	 That the OMVS Documentation Center be continued and given greater 
resources.autonomy to seek external support and 	 to manage its own 

5.5. 	 That a Directorate of Administration and Finance be created,
 
Investments and the
consolidating the functions of the existing Directorate of 


an
 
Administrative and Accounting SerLvice, comprising an Investment Division; 


a Division of
of Personnel and Training;Accounting Division; a Division 

and a Computer Service.
Material and General Affairs; 


5.6. 	 That the Directorate of Regional Infrastructure be reorganized 
and
 

a Division of Coordination and
 comprise: a Navigation and Por*ts Project; 


Management of Regional Infrastructure; and the Manantali project.
 

That the Directorate of Development and Coordination 	be
5.7. 

reorganized and renamed the Directorate for the Coordination 

of Development,
 

and that it comprise: a Rural Development Service, an Energy, Mines, and 

r\d Industrial Development Service, and a Project Coordination Service. 

over to the

That the OMVS AyKjicultural Research Centers be turned
I U 

appropriate member-state research organizations, 
thatofOMVSCIER2DAdivest stren~gtheneditself of 

and that the coordination role be.field-level resear'ch 

with the Rural Development Service of the DCD acting 	
as technical secretariat.
 

Y ' 


5.8. That the Directorate of Training and Human Promotion be
 

its internal training functions transferred to the newly-created
eliminated, 

DAF, and its Human Promotion functions to the reorganized DCD.
 



VI. FINANCIAL AND ADMINISTRATIVE IMPLICATIONS OF INSTITUTIONAL REORGANIZATION
 

6.0. Cost savings related to institutional reorganization are 
categorized as follows:
 

6.1. Pro L in, - Divestment of the CIERDA agricultural research 
centers will result in cost savings of 116,0 1 2,000 francs CFA, or a 16% 
r'eduction of the operating budget (based on 1985 figures). 

6.2. Staff reduction - Pr'ofessional staff will be reduced by 6 (cost 
reduction of 36,000,000 francs CFA) and support staff by 32 (38,400,000 francs 
CFA).
 

6.3. A contingency fund of 2,000,000 francs CFA will provide for hiring
 
of temporary, short-term personnel dut'ieng periods of unusual need 
(conferences, etc, ,. 

6.4. Total costs savings fr1om pr'ogranuning and personnel reorganization
equal 190,44i2,000 fr'ancs CFA, representing a 25% reduction o-f the 1985 
operating budget. 

6.5. One-time implementation costs equal 8,016,000 francs CFA, related 
to severance indemnities and repatriation of personnel. 
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CIAPTER 1 - INTRODUCTION 

1.I. Background
 

Originating in the highlands of Guinea and Upper Mali, the Senegal
 

River flows for a distance of 1,800 kilometers, through Mali, along the 

northern and southern borders of Senegal and Mauritania, before emptying into 

the Atlantic. While the states through which it flows are amongst the most
 

economically depressed in the region, the Senegal River Basin, nearly 300,000
 

square kilometers in size, is recognized as having considerable agricultural
 

and economic potential.
 

As early as 1927 plans were established to realize major public
 

works along the river's course. A constant theme of these early programs was
 

a three--part strategy for river development: hydro-electricity development,
 

irrigation works, and the improvement of the river's navigability.
 

In the post-independence period these efforts continued. Beginning
 

in 1962, with the 1st Conference of the Chiefs of State of Mali, Mauritania,
 

Senegal and Guinea, precedent was established for a de facto
 

internationalization of the river. The Comite Inter-Etat (1963-1968) and the
 

Organisation des Etats Riverains du Senegal (OERS) (1968-1972) formalized
 

cooperative efforts in planning for regional development, through the
 

establishment of institutions endowed with the authority to utilize common
 

resources and to actively coordinate the management of supra-national
 

development planning.
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from OERS in 1971, Senegal, Mali and 
With the withdrawal of Guinea 

on the

the continuity of established agreements
assure
Mauritania moved to 

of joint planning activities. in March of 1972 they 
status of the river and 

River Basin Development Organization 
(OMVS), endowing it 

created the Senegal 

the common works of its 
with the legal authority to implement and manage 

member states. 

The OMVS Mandate
1.2. 


of the Senegalfor the integrated development
Long--term objectives 

the formal basis of OMVS activity are : 
River Valley -- goals which are 

of the population of the basin 
to secure and augmetL the income 

areas, and to contribute to assuring self
and neighboring 


sufficiency in food production,
 

in the Sahelianpermanent ecological stabilityto re--establish 

r-egion,
 

to 
- to reduce the vulnerability of member-state economies 

climatic and exogenous factors, 

economic development through member-state 
- to accelerate 

I/
 
cooperation-

cited in "Fleuve Senegal", OMVS, 1979.
 as
I/ Charter of the OMVS, 1974i, 
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The Organization is specifically charged with "the promotion and
 

coordination of studies and works for the development of the resources of the
 

Senegal river in the national territories of member states of the
 
2/ 

Organization"
 

While individual member state priorities vary, there is consensus in
 

regard to the sectoral development program of the OMVS which emphasizes:
 

Agricultural development through the construction of a salt-water
 

intru-sion dam at Diama, and a storage Dam at Manantali that will allow the
 

flow of the river to be controlled. The development of irrigation works by
 

Member-States is viewed as a further step toward this end;
 

Industrial development through the production and management of
 

hydro--electric power at a power station to be built at the Manantali dam and
 

other activities;
 

Economic development and transport through improved navigability of
 

the river. The development of terminal ports at St. Louis (Senegal) and Kayes
 

(Mali) and at intermediary sites and the dredging of a channel is expected to
 

allow access to the Atlantic from landlocked Mali, resulting in the improved
 

flow of goods and services in the region.
 

2/ Convention Portant creation de l'organisation pour la Mise en Valeur du
 

Fleuve Senegal, du 11 Mars 197/i.
 



- In order to achieve these goals, the OMVS has been empoweL'ed by the 

member-states with the legal authority to carry out research and planning; to 

recruit personnel or contractual agents; to accept grants, loans, and 

technical assistance; to acquire property; to contract debts; and to 
3,
 

negotiate agreements with external governments and institutions

1.3. Ogani9zational Evolution of the OMVS
 

Conventions establishing the OMVS in 1972 provided for a 

hierarchically ordered inlstitution, with sovereign representation at its two 

highest levels: the Conference of Heads of State and the Ceunci] of Ministers. 

A key element in the organization's design was the provision that 

(a) all decisions by its govrning bodies be unanimous, and (b) that such 

decisions be binding on all memoers. The assurance of consensus by 

amember--states is the fundamental principle allowing for the existence of 


central OMVS operating authority.
 

The first OMVS executive authority was a General Secretariat
 

comprised of an administrative and financial service, a documentation center,
 

and a single technical directorate having four jectoral divisions and a
 

projects division. This relatively simple orgaiizational structure reflected 

the OMVS' unified focus on studies and planning for the eventual execution of 

public works and integrated development projects. 

3/ cf. Convention portant creation de l'Organisation pour la Mise en Valeur 

du Fleuve Senegal dII 11 mars 1972; Convention Relative au Statut Juridique
 

des Ouvrages Communs du 21 Decembre 1978; Convention Relative au Statut du 

Fleuve Senegal du 11 Mars 1972. 
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As the following chronology demonstrates, however, organizational
 

growth has occurred through an accretion of responsibilities to the OMVS as
 

well as through constant efforts to supplement organizational resources and
 

capabilities. This has been true not only in relation to the Organization's
 

overall focus, but also in regard to its internal administrative needs:
 

1972 - Creation of the OMVS, and establishment of four permanent
 

organs: Conference of Heads of State; Council of Ministers;
 

General Secretariat; and Permanent Water Commission. Adoption
 

of an integrated development strategy encompassing the entire
 

Senegal River Basin.
 

1973 - Completion of initial hydrological and soils studies.
 

1974 - Ist meeting of the OMVS donors group; statutes adopted 

governing the sharing of costs of common works projects,
 

allowing for the use of external contractors for OMVS projects,
 

and providing for member-state guarantees for project financing;
 

1st Council of Ministers resolution calling upon member-states
 

to honor past and current fiscal obligations to the OMVS
 

operating budget.
 

1975 - The OMVS General Secretariat is replaced by a High Commission;
 

a High Commissioner is empowered to act as the operating and
 

legal authority of the organization; the Permanent Water
 

Commission is convened; the completion of mineral studies.
 

1976 - Creation of the Comite Inter-Etats de la Recherche et du
 

D6veloppement Agricole (CIERDA), a consultative organ of the
 

OMVS; the Council of Ministers calls for a reorganization of
 

the High Commission; completion of regional livestock studies;
 

fiscal allocation and responsibility study for common works.
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1977 - Establishment of OMVS agricultural research budget; Council of 

Ministers calls for study of relocation of OMVS High Commission. 

1978 - Establishment of Dakar annex of St. Louis documentation center; 

"Convention on the Status of Common Works" signed by Conference 

of Heads of State, establishing the principle of common 

ownership of OMVS works projects. 

1979 - Authorization for construction of Diama Salt Water Intrusion 
Dam. 

1980 - Council of Ministers commission GERSAR report on reorganization 

of the OMVS High Commission; completion of aerial survey and 

mapping, social, and demographic studies. 

1981 - Financing is secured for the Diama Salt Water Intrusion Dam and 

the Manantali Buttress Dam ($500 million, with a current 
value 

of $700 million 1981 dollars). 

1982 - Formal reorganization of the OMVS High Commission establishing 

current organizational structure; conference of Heads of State 

resolution mandating the transfer of OMVS High Commission 
to St. 

Louis (Senegal). 

1983 - Creation of the Comit6 Inter-Etat porr le Development 

Industriel, a consultative organ of the OMVS; Council of 

Ministers' resolution clarifying the role of member-state 

development services (SAED/SONADER/OVSTM) as key elements of the 

OMVS regional development strategy. 
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1985 - Council of Ministers calls for four-month reorganization study 

of OMVS High Commission; creation of Ad Hoc Inter-Ministerial
 

Committee on OMVS jobt; status report on cost/benefi.t studies
 

regarding relocation of the OMVS High Commission to St. Louis is
 

requested by the Conference of Heads of State.
 

Frequent calls for a reorganization of the OMVS executive organ have
 

been motivated by three separate, but equally critical considerations.
 

In the first instance it is recognized by both OMVS member-states 

and the organization's donors that OMVS is moving rapidly through progressive 

stages of planning__execution, and manyaement of works in its regional 

development program (Diama dam construction will be completed in 1986 and 

Manantali in 1988). This necessitates that organizational structures be 

capable of accommodating the very different demands made upon the organization. 

A second consideration has to do with what is known throughout the
 

region as "la conjoncture 6conomique" - the combined effects of depressed 

member-state economic conditions, international debt burdens, monetary 

erosion, and drought. These have impacted seriously on all member-states, 

resulting in an inability to make full or timely payments to cover their 

various financial obligations. The effect on the OMVS operating budget is a 

chronic and growing deficit.
 

A third consideration, however, is recognition that the OMVS has
 

evolved into a complex, difficult to manage organization.
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In its current form, the 01IS High Conunission is composed of: 1/ 

- An executive (High Commissioner); 

- A Secretary General; 

- Two executive advisors; 

- Four technical directorates, divided along sectoral and 

functional linez; 

- Ten div.isions with sectoral focus (e.g. agricultural research, 

irrigated agriculture); 

- 5 project divisions (Manantali, Diama, Ports and Navigation, the 

Cost Allocation Project, and Evaluation and Planning projects); 

- An administrative and financial service encompassing three 

subdivisions. 

(GERSAR, 1980; GERSAR, 1981) repeatedly cite the
Previous studies 

same problems of a structural and operational nature: redundancy and 

confusion of functions within the organization; confusion of roles among 

between units with complementaryprofessional staff; absence of linkages 

and
responsibilities; over-centr:dlization of power within the hierarchy; 


numerous problems characteristic of or'ganizations having an overabundance of 

sub-altern personnel.
 

It is, hence, against the backdrop of increasingly scarce financial
 

resources, increased institutional responsibilities, and a desire for more
 

efficient organization and management that the Council of Ministers requested
 

the present reorganization study.
 

I/ cf. "Organigramme adopt6 lors do la 176me Session Extraordinaire en Mai 

1981 et amend6 par la 166me Session Ordinaire du Conoeil des Ministres en Mai 

1982." (Dakar, Vuin 1982). 
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1.4e. Terms of Reference and Methodology of the Study
 

Following the first biennial meeting of the OMVS Council of
 

Ministers in July 1985, terms of reference were developed for an
 

organizational study of the OMVS High Commission. They are clear in their
 

requirement for a comprehensive reorganization analysis that would
 

simultaneously take into account and provide recommendations concerning:
 

- the adequacy of OMVS structures and objectives;
 

- the capacity of the structures to adapt themselves progressively and
 

at lower costs to the development of the Organization's program;
 

- a minimization of operating expenses;
 

- more efficient and productive use to be made of a reduced staff, thus 

reducing member-state financial obligations;
 

- elimination of actual or potential duplication of effort, risks of
 

conflict at different competency levels or similar attributions between
 

different structures.
 

The comprehensive character of this study, entailing both short and
 

longer term perspectives, necessitated an inter-disciplinary approach by a
 

team with varied areas of technical expertise. Methodologies appropriate to
 

the analysis of ijistitutional and management functions were employed in the 

course of research and included: a review of literature pertaining to the 

OMVS, its projects, and its member-states; the analysis of OMVS fiscal data; 

the conduct of 3 financial management needs survey at OMVS headquarters and 

its field sites; visits to OMVS projects and research centers; and, 

interviews with key OMVS and member-state officials, the Council of Ministers, 

and members of the Consultative Committee (donors' group). 

Findings and recommendations were synthesized by the team, and are
 

reported in chapters organized on the basis of institutional structure and
 

functions, budgetary and financing mechanisms, and operational activities
 

including management pr-ocedures and personnel utilizatqon.
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CHAPTER II: THE ORGANIZATIONAL STRUCTURE OF TIlE OMVS 

2.1.1. The Conference of Heads of State and Government 

isComprised of the heads of state of Mali, Mauritania and Senegal, this 

It is convened on an annual basis, with the
the supreme organ of the OMVS. 


presidency rotated amongst the member-states every two years.
 

as the supreme
The 1972 Convention founding the OMVS describes this 


authority of the organization, charged with defining OMVS policies of
 1/
 

cooperation and development- .
 

2.1.2. The Council of Ministers
 

The Council of Ministers is comprised of one minister from each of the
 

OMVS member-states, with presidency of the Council rotating amongst the
 

member-states every two years.
 

Designated by the 1972 Convention as the "conceptual organ" of the 
OMVS,
 

the Council is responsible for elaborating OMVS policy through the
 

implementation of projects and through the coordination of member-state
 

participation in all OMVS activities.
 

1/ In addition to the "Convention portant cr6ation de l'OMVS du 11 Mars
 

1972", the Conference of Heads of State and Government is governed by the
 

"R.glement int6rieur de la Conf6rence des Chefs d'Etat et du Gouvernement du
 

13 Avril 1973".
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It is the Council of Ministers which defines the ways and means of the 
OMVS through the determination of individual member-state contributions to the 
operating budget of the organization, through the annual review and approval 
of the OMVS budget, through the negotiation and acceptance of loans, grants, 
and technical assistance, and through the appointiment of executive and 
management positions of the Ihigh Commi.ssion. 

The Council of Minister-s meets at two regularly scheduled sessions each 
year and, as well, at extLaordinar'y sessions which may be convened occasionon 


by the President of the Council. 
 During interim periods it is the president
 
of the Council who is charg'ed with over'si)ht of the OMVS High Conmmssion,
 
monitoring and facilitating the implementation of council decisions, and for
 
negotiating agreements on behalf of the Council.
 

The Council of Ministers is under the direct guidance of, and reports to, 
1/the Conference of Ifeads of State and Government 

At the present time, the Council of Ministers is comprised of: The Malian 
Minister of Industrial Development; the Mauritanian Minister of Equipment and 
Transportation; and the Senegalese Minister of hydrology, who currently 

se'ves as Council President. 

2.1.3. Analysis 

The organizational structure of the OMVS at its highest levels is
 
explicitly political, providing a forum for the representation of sovereign
 
interests as well 
as a system of structural and functional checks and balances.
 

1/ The internal rules and procedures of this organ are governed by the 
"R6glement int6rieur du Conseil des Ministres de l'OMVS du 4 Mai 1976". 
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Provisions guiding the operation of the Conference of Heads of State and 

Government and the Council of Ministers require that all decisions be 

unanimous, that these decisions be binding, and that the presidency of these 

organs rotate regularly among member--states. 

The power of the Conference of Heads of State and Covernment to appoint 

(or dismiss) senior OMVS officials, and that of the Council of Ministers to 

appoint OMVS cadres, has the effect of ensuring equitable distribution of 

senior management positions among member-state nationals. These decisions are 

based largely on tacit agreements which have assigned part icular management 

posts to the nationals of particular member-states on an ongoing basis (e.g. 

the posts of High Commissioner and Secretary General rotate between Mauritania 

and Mali; key financial positions are assigned to Malian nationals; key 

and the post of Legal Counsel isengineering posts to Senegalese nationals; 

regularly assigned to a Mauritanian national). 

is theThe recruitment of OMVS cadres, meanwhile, carried out by Council 

of Ministers: vacancies are not advertised in member-state media but, rather, 

on the basisare signaled to member-state ministers who recommend candidates 

of their own technical and other evaluations. The practical result of this 

procedure has been to sometines skew appointments to the High Commission on 

the basis of political patrcnage, sometimes at the expense of technical 

competence of individual appointees. 

2.2.0. Advisory and Consultative Org s: 

Since the founding of OMVS, the Conference of Heads of State and 

Government has enacted resolutions providing for the creation of a number of 

permanen.t advisory organs: 
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1/
 
2.2.1. The Consultative Committee (CC) was formally created in 1978,
 

as 	the OMVS began to mobilize resources for the construction of the Diama and
 
2/


Manantali dams- The Consultative Committee is, in fact, the coordinating
 

committee of donors participating in OMVS programs largely focussed on
 

infrastructure. Convened annually, the Coiumittee has no formal
 

decision-making powers. It does, however, exert considerabl.e influence on the
 

programs of the organization through the provision of grants, loans, and
 

technical assistance by its members.
 

2.2.2. The Inter-State Committee for Agricultural Research and
 

Development/Comit6 Inter-Etats de la Recherche du Dveloppement Agricole
 

(CIERDA) was created in 1976, as a means of better coordinating member-state
 

research programs. The cummittee is currently sponsoring agricultural
 

research at sites in Senegal (Gu6d6), Mauritania (Ka6di), and Mali (Sam6),
 

funded by the OMVS and member state agencies.
 

I/ The Consultative Committee is governed by "Statut du Comit6 Consultatif,
 

adopt6 par Res. No. 61/CM/S/D/du 14/7/76," and "Rglement Int6rieur du Comit6
 

Consultatif adopt6 par Res. no. 91/CM/MM/N du 5/1/78.
 

2/ Members of the CC at present include: Fonds Saoudien do D6veloppement
 

Economique; Fonds Koweitien pour le D6veloppement Economique arabe; Fonds
 

d'Abu Dhabi pour le Dveloppement Economique Arabe; Banque Islamique de
 

D6veloppement; Banque Africaine de D6veloppement; Banque Internationale pour
 

la Reconstruction et le D6veloppement; R6publique F6d6rale d'Allemagne;
 

Fonds d'Aide et de Coop6ration; Caisse Centrale de Coop6ration Economique;
 

Commission des Communaut6s Europ6ennes; United Nations Food and Agricultural
 

Organization; United Nations Development Program; United Nations Scientific
 

Organization; Fonds de l'OPEP pour le Developpement International; United
 

Nations Industri.al Development Organization; the Government of Canada; the
 

Government of Italy; and the United States Agency for International
 

Development.
 

http:Industri.al
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Membership of the CIERDA includes two representatives from each of the
 

with respective expertise in the areas of agriculturalOMVS member-states, 


research and rural development as well as representatives of the OMVS High
 

statute calls for it to meet at least on an
Commission. The committee's 

I/
 
annual basis
 

for 	 DeveOpment/Comite2.2.3. 	 The Tnter-State Committee Tndustrial 

was first called for i.n 
Inter-Etat pour le D6veloppement Industriel (CIIDl) 

1983 to serve as a provisional body meetLing i .'egularly to provide a forum for 

2/ 
in the area of itdLus trial developmentmember-state coordination 

is extensive, and includes: the High
Composition of the committee 


Comnmissioncr, and representatives from each of the member-states in the
 

mines and energy;
following ministeri:-l domains: industrial development; 


rural development. Since its
planning; scientific and technical research; 

yet to be convened.establishment, the CIEDI was 

2.2.4. The Permanent Water Commission/Commission Permanente des Eaux.
 

The Comnission was created in 1972 for the purpose of providing the OMVS with
 

an organ capable of advis:ing on the equitable commitment of Senegal River
 

water resources, both between member-states and between the competitive
 

The commission is empowered
demands of agriculture, navigation, and industry. 


with the sole authority to assess damages steimning from actions affecting the
 

quaLity, quantity, or ecology of the riv.!r and its waters.
 

1/ C ERDA is governed by "Statut du Comit6 Inter-Etats de la Recherche et du
 

D6veloppement Agricoles, Adopt6 par Res. No. 112/CM/S/D du 9/5/79".
 

CIEDI is governed by "Statut du Comit6 Inter-Etats pour le D6veloppement
2/ 


Industriel, Adopt6 par Res. No. 163/CM/M/N du 4/11/83".
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The Commission, which is convened on an irregular basis, is composed of
 

two representatives from each of the membe-states, representatives of the
 

OMVS High Commission as well as any number of technical advisors they choose
 

to nominate. Presidency of the Commission rotates annually among the member
 
I/
 

states

2.2.5. Analysis
 

The advisory organs of the OMVS are, like the High Commission, organized
 

on the basis of both functional and sectoral interests. The Consultative
 

Committee (donor mobilization and coordination of fiscal and technical
 

assistance) and the Permanent Water Commission (procedural rulings on water
 

resource use) are clear in their "fit" within the OMVS programming and are
 

well positioned to have direct impact in support of the organization's efforts.
 

More vague, however, are those bodies which are organized around sectoral 

programm11ing and coordination. CI.RDA (agricultural research) and CIEDI 

(industrial development) have considerable potential, but have not thus far 

significantly affected OMVS efforts. 

While the OMVS advisory organs are sLucturally situated to provide input
 

on the policy--making (Council of Ministers) and executive (High Commission) 

levels, linkages are often tenuous. Ties are strongest where the advisory 

bodies have a discrete function that is tied to measurable input, as in the 

case of the Consultative Committee. 

1/ The Permanent Water Commission is governed by "Resolution No. 89/CM/N du 5
 

Janvier 1978, Rglement Int6rieur de la Commission Permanente des Eaux.
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While there can be little doubt about the importance of the OMVS' 

increasing role as a pivotal organ for the coordination of regional 

development, what is difficult to ascertain 	at present is the priority that 

organs. The Pe.manent Watermember-states have assigned to the advisory 

1979, while attempts to convene CIEDICo.dnission has not been convened since 

singlehave been postponed, due to a failure to achieve a quorum on the 

member-states asked send representatives for its firstoccasion when 	 were to 

session.
 

A problem of an entirely different character faces CIERDA. Direct 

supervision of agricultural research has beeninvolvement by CIERDA in the 

of fielddistinctly unsuccessful. Problems associated with the managemet 

CEHRDAresearch centers and insufficient resources 	 have preoccupied 

as a
activities, at the expcnse of this committee's mandate to act 


coordinating body for the significant volume of applied research data that is
 

generated within member-states.
 

2.3.0. Fiscal Control Organs 

are provided for by the "R6glement financier
Several fiscal control organs
1/
 

de I'OMVS" , which governs all fiscal operations and procedures of the 

organization. Established control mechanisms provide for both a priori and a
 

the Council of Ministers.
posteriori oversight by units which report to 


for thLoUgh "ResolutionI/ The "R~glement Financier de l'OMVS" is provided 

No. 53/CM/ML/B du 4 Mai 1976. 
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2.3.1. Comptroller
 

The OMVS Comptroller, assisted by a staff of four, is appointed by the
 

Council of Ministers, and is responsible for permanent supervision of all
 

internal fiscal activity of the High Cotwuission on an a priori basis. He is
 

authorized to report directly at any time to the Council of Ministers
 

regarding budgetary activity, and is required to file formal .accounts of
 

fiscal performance every six months. [tcluded within his domain of activity 

are the administration of bids, approval of payment requests, and surveillance 

of internal accounting procedures. 

2.3.2. Auditor/(Commissaire aux coniptes) 

The OMVS auditor is appointed by the Council of Ministers, and is charged
 

with surveillance of all fiscal activity. lie is authorized to have access to
 

all fiscal records at any time, and enjoys unrestricted access to the High
 

Conunission offices. Reporting to the Council of Ministers at least once each
 

fiscal year, the auditor serves as the principal organ of a posteriori fiscal
 

control.
 

2.3.3. Analysis
 

Fiscal oversight is one of the most critical management functions in any
 

organization and must be structurally and functionally insulated from
 

lower-level fiscal functions. Presently this, however, is not the case at the
 

OMVS. The Comptroller's office has acquired, through its efficiency and
 

competent performance, a number of routine accounting functions which should
 

normally be carried out by the Accounting Division of the Administrative and
 

Accounting Service (SAC). It is, hence, executing functions that it is
 

formally responsible for monitoring.
 

On the other hand, the Comptroller's office has not always been permitted
 

to fulfill its mandate to participate in the administration of bids for
 

contracting and procurement, and remains significantly removed from the
 

operations of the Directorate of Investments.
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The appropriation by this office of initernal accounting and administrative 

functions, (whether by default or for other reasons), and the practical 

limitations on its ability to perform oversight of certain key fiscal
 

activities creates a managerial dysfunction which could have serious 

consequences on OMVS credibility vis a vis member-states and external donors.
 

The resolution of this problem is, hence, a matter of the greatest urgency.
 

2.4.1. The High Commission
 

The High Commission, located in Dakar, is the central operating and 

executive authority of the OMVS, charged with the planning, execution, and 

management of comm1on works projects, coordination of research and projects, 

and providing administrative and accounting services to the organization as a 
I/
 

whole-


Authority is centralized in the person of the High Commissioner, who is
 

appointed directly by the Conference of Heads of State and Government for a
 

renewable ter-m of four years. lie is responsible for executing directives of
 

the Council of Ministers, and administering the internal functioning of the 

High Commission. He is also authorized to represent the organization 

officially in all international negotiations and meetings. 

The High Commissioner is assisted in his duties by a Secretary General, 

who is officially empowered to act as an official representative and proxy for
 

the High Commissioner and is responsible for a number of management functions
 

delegated by the High Commissioner.
 

1/ The internal organization of the High Commission is governed by 

"Organigranune, adopt6 lots do la 176me Session Extraordinaire en Mai 1981 et 

Amend6 par la 166me Session Ordinaire du Conseil des Ministres en Mai 1982. 
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Also attached to the office of the Hligh Commissioner are several official 

advisors: Legal Counsel, an Economic and Financial Counsellor, and a Public 

Relations Advisor (Chef de Cabinet). All of these positions are subject to 

appointment by the Council of Ministers, on the advice of the High 

Commiss ioner.
 

Directly un'er the supervision of the High Conmission are a number of 

operating arms the OMVS.,, composed of the foLlowi.ng: 

- the AdministraLive and Accounting Service; 

- the Docume0ntation Center at St. Louis; 

- four operating directorates, each with its own sectoral 

or organizational focus: 

Directorate of Investments;
 

* Directorate of Regional Infrastructure;
 

* Directorate of Training and Human Promotion; 

* Directorate of Development and Coordination.
 

2.4.2. Analysis
 

The structural and functional organization of the OMVS Hfigh Commission
 

provides for the performance of diplomatic and administrative tasks through 

the central authority of the High Coimtissioner. While the current 

institutional organigramme is structured as a hierarchical pyramid, in 

authority and responsibilities topractice there is a clear tendency for both 

consolidate at the highest level of the organizational structure. 

Structural provisions for both a High Cotmnissioner and Secretary General 

are, in principle, of value as a means of dividing the complex array of 

to thediplomatic, protocol, and managerial tasks that are assigned 

This does not, however, constitute bicephalous leadership. Theorganization. 

are not coincident with well
responsibilities of the Secretary General 


http:foLlowi.ng
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articulated authority or functional responsibilities in the structural
 

hierarchy. The responsibilities of the SecL'etary General are delegated by the
 

High Commissioner, often on an ad hoc basis. As a deputy to the High 

Commissioner, the Secretary General may be, and is, easily bypassed by 

subordinates within the OMVS hierarchy, who bring problems of an 

administrative nature directly to the atLention of the High Commissioner. 

While the present organization of the High Commission is organized more or 

less logically in the assignment of functional and technical responsibilities 

to clearly defined units, the tendency toward over-cent.ralization has
 

effectively led to an appropriation of responsibilities fc'om lower levels of 

the hierarchy. The High Commissioner has largely assumed responsibilities 

for the procurement of equipment and supplies, the payment of rents, 

utilities, and fuel, decision-making in regard to the timely payment of
 

salaries, and petty-cash disbur'sement f-om the Administrative and Accounting
 

Service, thus rendering several of its divisions ineffective and -cdundant.
 

Meanwhile, responsibility for the recruitment of OMVS cadres has passed almost
 

entirely outside the authority of the High Commission.
 

2.5.1. Executive Counsellors
 

The 1982 OMVS organigranme provides for the existence of two senior
 

advisors to the High Commission: Legal Counsel and an Economic and Financial
 

Counsellor. In addition, provisions are made for the appointment of a Public
 

Relations Advisor (Chef de Cabinet), who reports to and works under the direct
 

supervision of the High Commissioner.
 

The Legal Counsellor is charged with the review and editing of all
 

regulatory and legislative texts relative to the organization; the analysis of
 

all conventions, cooperation agreements, and contracts under consideration by
 

the OMVS; advising all OMVS committees and commissions; and the management of
 

other legal issues of concern to the organization.
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The Economic and Financial Counsellor is responsible for assisting the 

High Commissioner in a wide variety of matters regarding OMVS policy, resource 

management, cooperation and development activities. In this capacity he 

participates in all OMVS committees and commissions. Additionally, he may be 

charged on occasion with managing or analysis of matters of concern to the 

High Commission on an ad hoc basis. 

2.5.2. Analysis
 

The position of Legal Counsellor is of critical importance in the OMVS, 

given the numerous treaties and tultinational agreements that form the basis 

for all programning, and the organization's responsibility for the 

coordination of an extensive member-state loan portfolio involving numerous 

donors, lenders, and support institutions. The demands made upon the occupant 

of this position are bound to increase in the near future, with the 

realization of technical capability to control the flow of the Senegal River
 

and the subsequent demands for impartial decision-making by the organization 

in regard to the management of common works. 

While provisions exist for the appointment of a Legal Officer, who would 

act as an assistant to OMVS Legal Counsel, this position has remained unfilled 

(although at present an expatriate technical assistant works in collaboration 

with Legal Counsel). The increasing demands that will be made upon the Legal 

Counsellor, both in regard to major programming issues and relating to 

day-to--day administration of the High Coimision, make it imperative that this 

position be filled withouL delay. 

The position of Economic and Financial Counsellor is a redundant one in 

the organizational structure. Attribution of responsibilities for this 

position are vague, and supplement the existing capabilities of the 

Directorate of Investments, the Comptroller's Office, and the Administrative 

and Accounting Service. Few, if any, indicators of productivity exist for 

this post and there is little to suggest that it should be sustained. Because 

the better-defined operating divisions responsible for fiscal analysis, 

management, and support already report directly to the High Commissioner, the 

elimination of this post would not perceptibly affect the structural or
 

functional balance of the High Commission. 
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The position of Public Relations Advisor had been unoccupied until June
 

1986, making it difficult to assess its contribution to OMVS programming or
 

efficiency to date. There is little doubt that the multi-national interests 

of the organization, both in regard to its member-states and to those external 

institutions which support it, require a central point of coordination for 

public relations management. However the tangible contributions to be made by 

any occupant of this post require a carefully developed program of public 

affairs management, which comprises not only the dissemination of information,
 

but also strategies for the development of governmental and institutional
 

support on a sustained basis.
 

2.6.1. 	 The Administrative and Accounting Department/Service Administratif
 

et Comptable (SAC)
 

The SAC 	is charged with providing administrative support to the High
 

Commission, and its role is largely confined to those internal or ancillary
 

activities which are funded by the operations budget. It is rarely, if ever,
 

involved in the management of earmarked funds, capital accounts, or project
 

implementation.
 

The SAC is headed by a chief of service who administers separate divisions
 

of Internal Accounting, Personnel, and Mat6riel and General Affairs.
 

2.6.2. 	 _Analysis: 

The SAC is structurally situated within the High Commission to meet the
 

administrative needs of all operating units, and where procedural protocol is
 

observed it is accessible through easily identifiable channels.
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Serious operational problems, however, have affected the ability of SAC to 

and resources have led
perform its duties effectively. Inadequate personnel 

a progressive de facto transfer of SAC responsibilities to other units 
of
 

to 


The SAC Internal Account.ing Division relies extensivelythe High Commission: 

of the Controller for assistance in carryingupon the better-staffed office 

of a head of the Personnelout its duties, while the long-time absence 

Division has brought about an exttes.ive backlnp ,l tie *:pi;,i iii; uf pvrsonnel 

Affairs Division, formally char-ged with a
files. The Mat6riel and General 

the OMVS physical plant,wide range of responsibilitLies pertaining to 

equipment, supply, and vehicle maintenance and coordination, has experienced a 

serious erosion of its operational effectiveness and does not command adequate 

resources to perform effectively. 

In an anomalous 	 attribution of responsibilities, the Equipment and General 

formally assigned public relations and protocol functions,Affairs Division is 


though these are not, in fact, performed by this unit.
 

With a staff of thirty-fou', and a professional/support staff ratio of 

is heavily laden with subaltern personnel. The practical1:4,- the SAC 

such a large unit, where personnel are
difficulties of 	 supervision within 

at times upon SAC
dispersed throughout the organization, impacts negatively 

perfor-mance.
 

2.7.1. The Documentation Center 

of Dakar, in the former SenegaleseLocated some 260 kilometers north 

the OMVS Documentation Center is responsible for
capital city of 	St. Louis, 

data, publications, and the 
maintaining and coordinating the use of technical 

extensive OMVS archives. 

It maintains a
 The Center was created in 1970 as a UNDP/FA0 project. 


more than 50,000 reports and technical studies, 40,000
collection of 


microfiches, a 5,000 dossier administrative archive, and a 
computerized date
 

base.
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The Documentation Center comprises three divisions: 
 an Archives Division, 

which maintains organizational records and documents pertaining to the Senegal 

River Basin, a Documentation Division, responsible for the physical 

reproduction and distribution of reports and publications; and a Division of 

Information and Translation, based in Dakar. 

2.7.2. Analysis 

The physical isolation of the center from OMVS headquarters seriously
 

undermines any contribution that it is able to make to organizational
 

productivity. (The eventual transfer 
of the OMVS High Commission to St.
 

Louis, already mandated by the Conference of Heads of State and Government,
 

would resolve this problem).
 

The Documentation Center also suffers from a lack of funds, not being
 

allocated the fiscal resources nciessary to either fulfill its mandate in
 

support of the OMVS program or to even maintain in good order the material
 

resources already under its responsibility. Inadequate and antiquated
 

equipment, the absence of either an operating budget or 
petty cash resources, 

and poor operational liaison with Dakar all combine to undermine its 

effectiveness. 

Attempts to functionally integrate the Documentation Center in the past 

have included the establishment in Dakar of the Information and Translation 

Division, which is ostensibly responsible for maintaining in situ a small 

library of technical information. It also provides translation services to 

the High Commnission. 

A valuable but underutilized resource, the Documentation Center is used 

primarily at the present time by non-OMVS researchers, visiting technicians, 

and scholars.
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2.8.1. Directorate of Investments 

units of the High Commission, theOne of the four principal 	operating 

responsible for the coordination of member-stateDirectorate of Investments is 

OMVS common works. The common works portfolio, the primaryfinancing for 

of funding for the Diama and Manantali dam projects, is valued at U.S. 
source 

$500 million (U.S. $700 million 1981). Approximately 60% of this amount is in 

amounting to de facto management
the form of "soft" loans, 	 with interest rates 

five to ten years, and repayment
fees, hlaving grace periods ranging from 

fifty years. An additional 30% of this portfolio is in 
schedules of forty to 

with the remainder in other forms of financing.the form of grants, 

is responsible for implementing appropriate
The Accounting Division of DI 

for the more than fifteen individual lender/donoraccounting procedures 
Its operations are,
portfolios active in the co-financing of OMVS projects. 


for the most part, computerized.
 

The Budget Division is responsible for advising member-states on the 

to projectfunds, facilitating payments from donorsmanagement of earmarked 

contractors, and notifying member-states in advance of payment schedules on 

outstanding debt.
 

A third division, the Project for the Allocation of Costs, is charged with
 

determining appropriate member-state contributions to common works projects,
 

updating of a fiscal allocation "key".
 

2.8.2. Analysis
 

The structural separation of fiscal management responsibilities 
between 

untenable; the distinction between SAC
this division and the SAC 	 is somewhat 

management of the operations budget and DI management of OMVS rapital accounts
 

funds,
does not, in fact, extend to cash management. The D1. does niot manage 


contractors by

but rather coordinates member-state debt and payments to 

lenders and donors.
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This directorate, with clearly-defined tasks and a unified field of
 

command, functions with relative economy, largely due to the computerization
 

of its accounting procedures and its cost allocation model. However, the
 

computer resources at its disposal are underutilized and have not been made
 

available for the implementation of related accounting procedures currently
 

carried out manually by SAC.
 

An additional anomaly exists in the ongoing existence of the Project for
 

the Allocation of Costs. The purpose of this unit, the establishment of a
 

member-state cost-allocation "key" for common works projects, is carried out
 

on the basis of already completed and periodically revisable model provided by
 

external and impartial technical assistance. The need for a discrete and
 

autonomous organizational unit for the performance of this function is
 

questionable.
 

2.9.1. Directorate of Regional Infrastructure
 

This directorate is responsible for technical management of OMVS
 

construction projects at Diama and Manantali, ongoing technical studies
 

related to hydro-electricity production, ports and river channel improvement,
 

and monitoring systems for the Senegal River Valley and its watershed.
 

The Diama Project division of DIR is charged with coordinating activities
 

related to the construction of a salt-water intrusion dam, to be completed in
 

July 1986.
 

The Manantali Project division provides support to a second major
 

component of the OMVS common works program. The Manantali storage dam is
 

intended to regulate the flow of the Senegal River, to produce
 

over the course of a ten-year period, facilitate
hydro-electrical power, and, 


the transition to irrigated agriculture in the middle-basin of the river. The
 

project entails not only construction, but also the clearing of some 10,000
 

hectares of lands which will be flooded beginning in 1987, and the
 

resettlement of communities presently located in the anticipated flood 
zone.
 

Three divisions --the Administrative and Accounting division, the Technical
 

division, and the Resettlement/Deforestation division-- are responsible for
 

project implementation in collaboration with a consortium of contractors.
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The Ports and Navigation Project is presently coordinating technical
 

studies for the eventual development of terminal ports at St. Louis (Senegal)
 

and Kayes (Mali), and the improvement of channels for navigation and river
 

transport.
 

The Baseline Studies division of the DIR is charged with coordinating 

Q, LY~/Ltudies of hydrology and hydrometeorology, toward the ultimate establishment 

U of a capacity to monitor and manage the river waters. 

The Procurement Division of DiR was created to facilitate protocols and 

foradministrative formalities ,elated to materials and equipment shipments 


common works construction projects. It is however, inoperative. 

2.9.2. Analysis
 

The structure of this directorate is, by and large, oriented around the
 

administration of projects as discrete subsystems, unifying key technical and
 

administrative ,Anctions within a single field of co.atmand.
 

The OMVS relies upon contractors for the execution of all construction
 

at the Diama and Manantali dam sites, and as "agents of execution"activities 

contractors have set in place more-or-less self-contained operati.onal units.
 

OMVS responsibili y in regard to these eCS is further limited by standard 

international practice which requires the engagement of a consulting engineer
 

at each project, who provides a technical audit function to assure contract 

compliance by contractors engaged on-site. As such, the consulting engineers
 

are the technical oversight organ of the OMVS at its works projects.
 

OMVS project directors on site provide liaison between the High Commission
 

and construction sites, aided by expatriate technical assistants. Technical
 

and administrative divisions have been created to assist project directors,
 

although the real demands for such comprehensive support are not entirely 

justified, replicating functions served by contractual agents.
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The Baseline Studies division of this directorate is, in'fact, less
 

occupied in the implementation of studies than in serving as a center within 

the directorate for the coordination of externally--funded and managed projects 

in which the division chief has only a limited role. 

The Procurement Division of the DIR is neither staffed nor operative, and
 

is not likely to be reactivated over the short term. Hypothetically, in view
 

of the existence of a Materiel and General Affairs division within the SAC,
 

this division is redundant. 

2.10.1. Directorate of Training and Human Promotion 

This directorate is responsible for promoting strategies for integrated 

rural development amongst communities in the Senegal River valley and, as 

well, for planning and evaluation of human resource needs both within the OMVS 

High Commission and at its project sites. (The latter include the conmmon 

works construction projects at Diama and Manantali.
 

The Division of Planning and Training is largely responsible for OMVS 

manpower needs assessment and the coordination of member-state policies on 

training. An Office of Management Forecasting and Vocational Training is 

situated within this division. 

The Human Promotion Division of this directorate is charged with a wide 

variety of tasks related to the assessment of impacts of development 

programming in the Senegal River Valley, and with providing tecfhc suport 

to national development agencies vis-a-vis the populatio ol -hp "lley. An 

6ffice- of ducational Workshops is under the supervision of this division. 

2.10.2. Analysis
 

While the development of human resources must be a key component of all
 

OMVS and member-state efforts, this directorate suffers from a lack of
 

well-defined and feasible responsibilities, poor linkages to other structu'es
 

within the organization, inadequate approbation and programming resources, and
 

a serious lack of ongoing organizational and member-state support.
 



Although it is responsible for drawing up a master plan for OHVS staff 

is structu,'ally andtraining, the division of Planning and Training 

from the OHVS personnel and administrative units.operationally removed 

candidates by member-stateCurrent recruitment practice --- the 	nomination of 

the ability of this division to serve aministers-- effectively has eroded 

genuine consultative role. Similarly, while formally responsible for the long 

of human resource needs at OMVS conmon works projects, this unitterm analysis 

has neither adequate operational ties nor the necessary resources to cooperate 

fully with the Directorate of Regional Infrastructure. Rather, established 

at conmon works sites has been for on-site technical contractors topractice 


identify needs and provide training for 1ember-state nationals.
 

The Human Promotion Division is similarly endowed with an ambitious 

mandate, to provide technical assistance to member-state agencies in regard to 

of its anticipatedhuman development in the rural setting. However much 

rural animation, literacy training, andprogramming, which includes extension, 

media, could best be performed by member-stateprogramming for member-state 

the pavamete • " Vograms. Withministries 	and agencies within 

resources, only episodic links to member-state agencies, andinadequate 

insufficient internal human resources, this Division is poorly placed to 

affect OMVS programing. 

While there can be little doubt regarding the long-term need for improved 

for human resources incoordination between member-state agencies responsible 

the Senegal River valley, this directocate is poorly structured, inadequately 

equipped and insufficiently developed to fulfill its mandate. Its mandate 

exceeds the coordination anid pvroot i role of OMVS. ~/ ~ 

2.11.1 The Directorate of Development and Coordination 

The Directorate of Development and Coordination is responsible for a wide 

of studies and projects in the area of integrated development, and forrange 

in the Senegal River Valley. It iscoordinating member-state activity 

composed of three sectorally-defined divisions, a studies division , and a 

project "cell". 
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I/
 
The Division of Agricultural Development is formally responsible for 

planning a ,d execution of a master plan for agricultural develupment of the 
Senegal River valley. Much of its focus presumes the eventual transition from 

floo recession to fully-irrigated agriculture in the post-dam era for 

sigrificant areas of the valley. This division also serves as the secretariat 

of the Permanent Water Commission even though water allocation problems go 
beyond the agricuLture sector and include onergy and navigation. 

The Division of Integrated Research is charged with coordination and 

implementation of research pertaining to agricultural and livestock 

production. Its direct interventions in supervLsing agronomic research at 

sites in each of the OMVS member-states is carried out in association with its 

responsibilities as the secretariat of the Inter-State Conmtittte for 

Agricultural Research and Development (CIERDA).
 

The Industrial Development Division is responsible for the promotion of,
 

and planning for, industrial development, including the coordinated
 

exnloitation of mineral and energy resources by member-states. It has the
 

additional responsibility of acting as the secretariat of the Inter-State
 

Committee for Industrial Development (CIEDI).
 

Formal responsibilities assigned to the General Studies Division are
 

extremely wide-ranging and inclUde: environmental impact assessment for all
 

development initiatives in the Senegal River valley; the formulation of a
 

master plan for transportation; harmonization of member-state development
 

planning, including other sub-regional river basins; and providing support to
 

commercial, technical, and scientific exchanges and projects between member
 

states.
 

1/ Although this division is frequently and quasi-officially 6eferred to as 

the "Division of Hydro-Agricultural Studies" its official title remains 

unchanged in the operative institutional organizational chart of 1982. 
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a donor-supported
The Unit for Permanent Evaluation and Planning is 


UNDP/GT /USAID project which is responsible for developing 
sustained
 

institutional capability for planning and the evaluation of development
 

performance.
 

2.11.2. Analysis
 

This directorate represents a heterogeneous mix of 
sectoral and functional
 

While certain of its divisions are
 
research, planning, and evaluation units. 


well-endowed with project support ad technical 
assistance, its broad mandate
 

and diverse activities have resulted in a lack of unified focus.
 

The impact of donor input on organizational structure and performance has
 

its
 
been especially significant in this directorate, possibly contributing to 


While some divisions (e.g. the Evaluation and Planning

weak central focus. 


Unit and the Ceneral Studies Division) have been successful 
in attracting
 

technical and budgetary assistance from external donors 
for their activities,
 

others (e.g. Industrial Development division) suffer from 
both insufficient
 

resources to permit adequate performance
programming input and a lack of 


vis-a-vis their organizational mandate.
 

On the other hand the High Commission, beset by serious budgetary and
 

that attempts to fund and sustain 
management difficulties, has demonstrated 

y direct interventions through units of this directorate may 
be ill-founded."
 

(Senegal), Ka6di
The CIERDA agronomic research programs at Gu6d6 


(Mali) have been distinctly unsuccessful due to chronic
 (Mauritania), and Sain6 

in the payment of support
shortages of agricultural input, lengthy delay" 

the purchase and maintenance of essential ,;taff, and insufficient funds for 


equipment.
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While unified structurally, divisions within this directorate have little
 

formal interaction. Because no formal or standardized guidelines are
 

currently employed for all units within this directorate, the product of 

planning exercises varies considerably. A number of those who are assigned
 

research and planning functions are insufficiently trained in technical areas
 

critical to their work and lack sufficient access to the institutional
 

linkages that might facilitate competent performance.
 

Several divisions within this directorate serve as focal points for member
 

states coordination, serving as the secretariats of OMVS advisory organs
 

--CIERDA, CIEDI, and the Permanent Water Commission. The absence of
 

programmed input from member-states and the failure of these organs to be
 

convened on a regular basis have minimized the ability of these divisions to
 

tulfill their mandate in this regard.
 

212.0. Summary Findings
 

2.12.1. Inadequate functional linkages exist between operating units of
 

the High Commission and member-state ministries and development
 

agencies
 

As the primary vehicle for sub-regional cooperation, the role accorded to
 

OMVS for inter-state cooperation and policy harmonization is an extremely
 

important one. Nonetheless, few functional linkages are apparent between the
 

High Commission and member-state development agenies. While inter-state
 

advisory organs (i.e. CIERDA, CIEDI, and the Permanent Water Commission) have
 

been created for the purpose of ensuring adequate cooperation and guidance
 

from sectoral authorities within the member-states, none of these organs has
 

been convened on a regular basis or provided ongoing programming support to
 

the activities of the High Commission.
 

Given the OMVS' ambitious mandate, the limited resources at the disposal
 

of the High Commission, and the austere economic conditions within
 

member-states, greater efforts must be made to maximize programming input and
 

participation in projects by member-state ministries and agencies.
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2.12.2. 	 Hierarchical relationships within the OMVS are poorly defined or 

adhered to at the operational level 

While the OMVS organizational chart provides a hierarchically ordered 

structure, these relationships are not always observed as having an operative 

value. Hierarchically defined responsibilit does not necessarily coincide 

with hierarchical authority. Subordinates within the organization can readily 

bypass their direct superiors in seeking to resolve personal or professional 

problems. This provides for a muddled chain of command, encourages employee 

reticence, and can render discrete organizational bounds meaningless. 

Similarly, the tendency of supervisory responsibility within the High 

Commission not to coincide with disciplinary authority has sometimes paralyzed 

divisional level operations.
 

The situation of the Secretary General in this regard is critical. His
 

position, as defined by the relevant directives in force at present, provide
 

that he act as a proxy to the Htigh Commissioner or else that his powers be
 

delegated to him by the High Commissioner. However, in the absence of a clear
 

and unified field of administrative command, his role is an ambiguous,
 

possibly ineffective one.
 

The integration of the post of Secretary General into the organizational 

hierarchy and a more rational division of diplomatic, protocol, and 

administrative functions between the High Comnmissioner and the Secretary 

General would serve several purposes. It would not only clarify the hierarchy 

of responsibilities within the High Coninission, but it would simultaneously 

counter evident tendencies toward overcentralization of authority and
 

responsibility at the highest levels of the organization.
 

2.12.3. 	 Resource management is not coincident with2Lroject or divisional 

management 

Chronic 	operating deficits have disrupted the operations of the OMVS High
 

Comnnission by overcentral.izing the control over prograimning resources. 
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The Intel.grated Research Division of the Directorate of Development and 

Coordination, for instance, is responsible for conducting research and 

managing a number of field stations. These sites are greatly dependent upon 

timely disbursement of wages, cash for the purchase of seed, fertilizers and 

other inputs, and for the maintenance of basic equipment. They have been 

handicapped, however, by the removal of authority for the management of 

necessary resources to the High Coimission in Dakar. This, in turn, has led 

to incomplet research and serious labor problems over the course of the past 

several 	years.
 

A similar example exists in the case of the Matriel and General Affairs 

Division of the Administrative and Accounting Service. This division has been 

almost totally divested of the resources necessary to carry out its 

"reSp0 s iilities for procurement, and maintenance of the OMVS physical plant 

and motor pool, and is entirely dependent upon ad hoc disbursements on an 

occasional basis. 

The effect of removing resource management so thoroughly from operating 

units of the organization is to drastically increase administrative 

uncertainties, while causing management and planning horizons to become 

telescoped. In certain instances, whether in the management of research 

activities or the maintenance of institutional facilities and equipment, this 

can lead to serious disruptions of activity, resulting in greater overall 

costs over the long term. 

2.12.4. 	 Similar and complementary units within the High Commission are 

often structurally separated, leading to redundancies 

The division of separate units for capital and operations accounting, the 

separation of personnel management and training responsibilities between 

structurally removed units of the organization, and the failure to integrate 

advisory positions into the organizational mainstream are all characteristic 

of the High Commission at the present time. The effect of such separation is 

redundancy and the dispersement of critical resources throughout the 

organization in a costly and ineffective manner. 
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The separation of accounting functions between the Administrative and 

Accounting Service and the Directorate of Investments has led to a serious 

r.,ource use -- one unit is drasticallyimbalance in efficiency and 

understaffed, while the other possesses underutilized computer equipment. 

related to common works projects are dividedMeanwhile, accounting functions 

of Investments and on-site accountants who reportbetween the Directorate 

Di-ect,)rate of Regional Infrastructure.directly to the 

to the Economic and Financial Counsellor duplicate,The functions assigned 

exists elsewhere in the
in many respects, tLe technical capacity that already 

to further redundancies.organization, (e.g. SAC, DI, Comptroller, etc.) leading 

a2.12.5. Inadequate or imprecise attributions of function exist for 

number of OMVS units, reultinj_ in a lack of direction and 

creating confusion retard in their roles 

Operating units of the High Conmission are, by and large, organized on the 

the presence of
basis of sectoral functions or responsibilities. This assur'es 

administrative activities.central points of coordination for development and 

of function are so generally defined a number of cases attributionsHowever in 


those units to fulfill their mandates.
 as to undermine the ability of 

the General Studies and lntegrated Research divisions of the
For example, 

Directorate of Development and Coordination are assigneI xtremely wide-

rnin tVical resonsibilities which are far beyond their technical means 

could serve as important points of
and resources. While these divisions 


research activities, their ability to

coordination for speific projects and 


range of activities assigned to them is

directly participate in the full 

untenable.
 

2.12.6. Inappropriate functions are assigned to certain units of the 

organization 

a number of cases, including the
Inexplicable assignments are evident in 


functions to the Procurementrelationsresponsibility for protocol and public 


of SAC, or the management of the Information and Translation
Division 

division, which is located in Dakar, by the Documentation Center 
in St. Louis
 

some 260 kilometers from the High Commission headquarters.
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CHAPTER III - BUDGET ANALYSIS AND FINANCING
 

3.1. Introduction:
 

This analysis is based on:
 

(1) Directive 047 regarding implementation of resolutions No. 53
 

and 54/CM/CL B of May 4 1976, on Financial Regulations and the Special
 

Appropriation Account;
 

(2) The OMVS Special Statute adopted by resolution 166/CM of
 

January 19, 19'4;
 

(3) Budget implementation reports for the years 1983, 1984, 1985;
 

(4) The statement of contributions by member-states, and their
 

evolution from 1980 to 1985;
 

(5) Results of interviews with OMVS staff and the external auditor.
 

During the course of our interviews the team consulted the Administrative
 

and Accounting Service and the Financial Controller regarding the OMVS
 

operating budget. However, time constraints did not allow us to develop the
 

OMVS budget analyses more fully. The team was not, for example, able to
 

compare budget trends over the past five years in a systematic fashion, nor
 

was it able to take into consideration budgetary evolution during the
 

following key periods:
 

- the year following the creation of OMVS and adoption of the
 

General Secretariat Organizational Structure (1972);
 

- the year following the first conference of the OMVS donors, in
 

which the Permanent Water Conission and the OMVS High Comnission were created
 

(1975).
 



- 38 

3.2. Observations and Anayses: 

3.2.1. General Observations 

The OMVS adopted the practice of budget forecasting with approval by the 

Council of Ministers, with Directive 017 of the High Comunission serving as a 

of the budget.
for the preparationguideline 

The budget must ultimately be approved by the designated ministers of the 

to ... member-states, guaranteeing the cotmuitment of their governments contribute 

equally to the financing of the operating expenses of the OMVS. 

The above-mentioned Directive 047 organizes the management of tie
 

financial resources of OMVS as follows:
 

- budget certification by the Secretary General, 

- preparation and implementation by the Head of the Administrative 

and Accounting Service, 

- oversight control of implementation by the Financial Controller, 

who reports directly to the Council of Ministers. 

Financial regulationo applied to the OMVS require only that it: 

- keep budget accounts, 

banking and cash operations.
- keep financial accounts limited to 

somehow neglects the role of information management, whichThis regulation 

affects decision-making on the part of OMVS executives.
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In the management of the financial__nesource erinber iumfae,' 

of difficulties, the most serious of which is the_.late-paymeaL-of -membevr-state 

contributions. The existing staff of the OMVS administrative and accounting 

service, SAC, has neither the experience nor the motivation necessary to carry 

out its responsibilities. 

This analysis concludes that: 

(1) The budget is the total of all personnel costs (70% of the 

budget), plus water, electricity, rents and telephone expenses (25% of the 

budget). As such, 95% of the OMVS budget is used for fixed costs. 

(2) Accounting records, which are intended to track expenses 

related to OMVS assets, have not been kept up to date. Hence, it is not 

possible to compare projected versus real expenses. Given this situation, it 
Czr--.. . . .. . .. . .... ... 

is clear that the budget is not being used as a management tool. 

(3) The mandated budget prozess described in Directive 047 is not 

adhered to. In the budget preparation stage, budget proposals must, in 

principle, be examined by a committee chaired by the Secretary General. 

Any changes in the proposed budget must be examined by this committee, 

composed of representatives of the OMVS cost centers. In practice, not all 

members are invited to the draft budget review. Hence, they are not able to 

support teir proposals, often resulting in arbitrary changes. As a result, 

the final budget is not representative, and often does not take into account 

all organizational objectives or informed judgement. 
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3.2.2. BudKet Analysis 

In the following tables we have presented the distribution of the 

operating budget figur'es of 1983, 1984i, and 1985 by line item, divided between 

the High Comunission and the CIERDA research centers. In the annexes, they are 

broken-down by line item and cost centers of the High Conmuission. A review of 

this information shows that: 

(1) 95% of the budget is used for fixed costs, of which 80% is 

devoted to the ligh Commission and 15% for the field research sites at Sam6, 

Kadi, and Gu6d6. 

(2) Of these fixed costs, 75% is used for personnel costs; (65% 

for the High Commission and 10% for the field sites) divided as follows: 

a) fixed salarie3: contracted salary + empLoyment 

allowances + housing allowance, mileage allowances, benefits 

(retirement/social security). The rates of the different benefits and 

allowances mentioned are shown in tables which follow, taken from the OMVS 

Personnel Statutes, 

b) variable costs: overtime
 

The different benefits mentioned above are paid only to 

managerial staff in accordance with differential rates determined by the 

Personnel Statutes. The amount of benefits paid represents 50% of the 

contractors' salaries (base salaries). 
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Table I: 

OCCUPATIONAL OR OBLIGATION ALLOWANCES AND BENEFITS-IN-KIND
 
GRANTED TO THE HIGH COMMISSIONER, TO CIVIL SERVANTS ON
 

SECONDMENT, AND CONTRACTUAL AGENTS OF' OMVS
 

OCCUPATIONAL 
OCCUPATIONS !SUPPLEMENTAL ALLOWANCE! BENEFITS IN KIND 

' _ _ __ __ PER MONTH 

High Commissioner 1 ! At 	 the100,000 the discretion of 

Council of Ministers 

Secretary General ! 	 H
65,000 	 housing allowance of 

173,000. 
' 	 ' Service vehicle provided 

Advisors ' Housing allowance of 
Directors 45,000 110,000 F CFA 
Financial Controller ' ' Service vehicle provided 

Supervisors head of Housing allowance of 
the Documentation ' 30,000 ! 95,000 FCI.A. 15,000 FCFA 
Center ! mileage allowance 

Division heads ' 
!Co-Directors of Projects! 
Head of Translation ' 
and of Information ' 
Office 

25,000 

Housing allowance of 
! 88,000 FCFA. 15,000 FCFA 
! mileage allowance 

Chiefs of Section 20,000 ' Housing allowance of 

88,000 FCFA  15,000 FCFA 

mileage allowance 

! Other Managerial ' 
! Personnel (cf. Art. 25)! 20,000 

Housing allowance of 
! 88,000 FCFA - 15,000 FCFA 

mileage allowance 

Accountant 15,000 

* 
Cashier SAC 

I 
15,000 ' Cashier allowance 

I 
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Table II:
 

DAILY LUMP SUM TRAVEL ALLOWANCES GRANTED
 
TO CIVIL SERVANTS ON SECONDMENT
 

AND CONTRACT AGENTS OF OMVS
 

I U 

TRAVELLING ZONES AND CORRESPONDING LUMP SUM RATES
 
I p 

CATEGORIES ZONE A (1) ZONE B (2) ZONE C (3)
 

Specinl Groups ' 40,000 30,000 20,000
 

(CH-HC)
 

Group I 30,000 20,000 12,500
 

I I I I 

Group II 30,000 20,000 12,500
 

Group III - 15,000 10,000
 

Group IV -- 15,000 10,000
 

(1) - ZONE A: Non African and African other
 
than the member states
 

(2) - ZONE B: Capital City of member states
 

(3) - ZONE C: The Senegal River Basin
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Table III: 

OHVS STAFF QUALIFICATION PER CATEGORY 
FOR DISTANCE ALLOWANCE PAYMENTS 

Exceptional Category:
 

President of the Council of Ministers 
Ministers on a Mission for OMVS 
High Conuniss ioner 

Category I: 

Secretary General
 
External Auditor
 
Financial Controller
 
Advisors
 
Directors
 
Chiefs of Services
 

Category II 

Heads of Divisions 
Deputy Project Director 
Other Managerial Staff (cf. Article 25) 

Category III
 

Indexe rs 
Executivt: Secretaries 
Stenographers, short-hand - typists 
Accountants
 
Key-punch operators
 
Ass is tant-Acc ountants
 
Photog raphes 

Category IV
 

Typists
 
Messengers 
Drivers - Laborers
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3.2.3. Budtet Financ.uig 

At the end of 1979, membe'-sLates owed OHVS 300,154 ,894 FCFA in upaid 

contributions: Mali, 142,164,812 FCFA, and Mauritania 157,990,082 FCFA.
 

states represent 99% of the resourcesThe contributions of the member 

time memberincluded in the operating budget. of OMVS. Yet over the course of 

states have been paying their contributionS less and less regularly. In the 

beginning of fiscal year 1985, arrears were 469,230,629 FCFA, not including 

new commitments of 733,100,739 ,CA, or a total needed of 1,202,331,428 FCFA as 

of January 1, 1935.
 

As of November 28 of the same year, paid contributions totalled only 

549,866,i15 FCFA, or 45% of the expressed needs. However, 70% of the 1985 

budget was already committed. This means that OmVS indebtedness to its 

creditors (suppliers and financial institutions) is increasing dramatically 

and resources are dwindling. 

If no urgent measure is taken to bring the situation under control, OMVS 

administtative operations will soon be insolvent. 
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Table IV:
 

OMVS: RECAPITULATION OF BUDGET FISCAL PERIOD 1985 - TITLE I 

H.C. ' CIERDA ' TOTAL 

Item I Planned ! 64% ! 11% ' 75%
 
Personnel ! 468 313 438 ' 79 310 650 ! 
 547 624 088 

385 858 318! 37 538 161 ' 423 296 479 
Actual ' 82% ' 47% 

Item 1 '18% ! 4% ' 22%
 
Equipment ! 130 380 000 ' 32 431 350 ! 162 811 350
 

74 998 013 ! 2 735 214 ' 77 733 227
 
56%! 8%!
 

! I I I I 

Item 111 
 1%
 
Supplies ' 5 964 362 ! 4 300 000 1
10 264 362
 

828 420 ' 976 950 ! 1 805 370 370
 
14% ! 23%
 

Item IV ' 2% 
 * ' 2% 
Other ' 12 401 020 ! ! 12 401 020 

2 799 714 2 799 714 
14%!
 

TOTAL ! 84% ! 16%
 
617 058 820 ' 116 042 000 ' 733 100 820
 
464 484 465 ' 41 250 325 ' 505 734 790
 

75%! 35%
 

The upper line (percentages) shows the ratio of line-item to the global
 
budget.
 

The lower line indicates the percent of the planned budget that was
 
actually spent.
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Table V:
 

FISCAL PERIOD 1984 - TITLE I
OMVS: RECAPITULATION OF BUDGET: 


H.C. CIERDA ! TOTAL 
II I 

' 
Item I Planned! 61% ' 10% 71%
 

! 442 241 372 ' 71 773 245 514 014 617
Personnel 

407 876 412! 58 936 713 ' 466 813 125!
 

82%
Actual ! 92% ' 


!
ItemII ! 20% 5%
 

! 151 470 270 ! 37 181 350 ! 188 651 620
 

, 238
 
Equipment 


143 209 300 ! 25 833 938 169 043 


94%! 69%
 
II !! 

! 1% ! 2%
Item III ! 0.3% 

8850 000 11 28 000
Supplies 2 435 000 


2 066 099 ' 4 774 300 ! 6 780 399
 

, ! 82% ! 54%
 

' 1%Item IV ' 1% 

! 9 901 000
Other 99901 000 

! 3 710 332
3 710 332 


37%! 
I I 

84% ' 16% ! 100%
 

606 047 642 ! 1.17 804 595 ' 723 852 237TOTAL ! 

89 544 951 ' 646 347 094
556 802 143! 


91%! 76%
 
! !! 
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Table VI:
 

OMVS: RECAPITULATION OF BUDGET: FISCAL PERIOD 1983 - TITLE I
 

H.C. ' CIERDA ' TOTAL
 

Item I Planned ! 56% ! 11% ' 67% 
Personnel ' 369 701 1.24 75 821 330 ' 445 522 454 

310 468 305! 45 308 744 ! 355 777 048 
Actual ' 83% ' 60% ' 80% 

Item 11 20% ! 6% ! 26% 
Equipment ' 136 819 278 ! 39 101 350 ' 175 920 628 

' ! 130 298 056 ' .0 060 116 ! 160 358 172 
95% ' 77% ' 91% 

Item III 3% ' 2% ! 5% 
Supplies ' 20 682 000 ! 14 150 000 ! 34 832 000 

16 234 525! 11 021 295 ! 2/ 255 820 
78% ' 78% ' 78% 

Item IV ! 1% ' ! 1%
 
Other 6 150 000 ! 6 150 000
 

' 70%! ' 70%
 

80% ' 20%
 
TOTAL !533 352 402 ' 129 072 680 ! 662 425 082
 

* ! 461 346 214 ! 86 390 155 ! 547 736 369
 

* '86% ' 67% ! 82,6%
 

Personnel within the High Commission is divided as follows: 33%
 
managerial staff and 67% of support staff.
 

In some directorates (Investments, Development and Coordination, and
 
Training) there are roughly equal numbers of managerial and support staff.
 



3.3. Recommendations 

In view of our observations and analyses, we make the following
 

recommendations:
 

3.3.1. Financial Evaluation
 

First, the needs expressed in budget submissions must be related to
 

objectives (quantifiable in regard to the given budget period).
 

The relevance of this practice is that the member-states would be more 

likely to pay their budget contributions if they subscribe to objectives that 

are mutually understood and agreed upon. 

Well before the passing of the budget by the Council of Ministers, the 

OMVS High Commission must confer with member-state ministers in order to 

assess the real contributions which member-states are capable of meeting.
 

3.3.2. Improvement of the Accounting System 

An accounting system will soon be made available for the OMVS
 

authorities by the USAID-funded Sahel Financial Management Project, which will
 

ensure its implementation.
 

However, we advise the systematic use of the following documents in OMVS
 

accounting operations:
 

- Commitments Journal; 

- Bank Journal;
 

- Cash Journal;
 

- Durable Equipment Records;
 

- Bank Reconciliation Statements;
 

- Individual card-*based budgetary items;
 

- Suppliers' file.
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3.3.3'. Accounting Records 

The Directorate of Administration and Finance must be endowed with 

equipment and supplies necessary for the establishment of adequate accounting 

records. Records must include the identification of past accounting 

journals. They must also be specific with reference to budgetary periods, 

completed journals, and accounting charts. 

Legislation in force in the OMVS member states, and particularly in
 

Senegal, requires the preservation of accounting documents for a minimum
 

period of ten years.
 

The head of the Documentation Center archives of the OMVS should be able 

to assist the DAF in the implementation of this recommendation. 

3.4. Budget Reconmmendations 

3.4.1. Budget Elaboration Procedure
 

A budget is first and foremost a management planning tool in the sense
 

that it is a projection over time of a set of activities necessary to meet
 

specific goals. This projection must take into account necessary resources
 

and allocates them to different "employmen-" posts, in accordance with planned 

activities. In this connection, the preparation of decentralized budgets by 

objective -- in which the objectives and the means necessary to meet them are 

carefully planned-- must be accepted. To this end, we recommend that the 

budgetary procedure pass through the following stages: 
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a. Information:
 

Written notice must be made to all OMVS operating units and their 

directors, division heads, or other administrators regarding time-tables for 

the preparation of the budget; a three--month advance notification is 

advisable. Instructions should also provide information regarding required 

format and strictly enforced dates for submission. This memorandum, 

distributed by the High Commissioner or Secretary General, should define 

current budgetary policy; it should cite specific global OMVS objectives for 

the budgetary period, as well as providing instructions to individual 

operating units regarding their particular programs. 

b. Supervision and Coordination: 

- The budget process should be supervised by a single 

individual, although it must be emphasized that budget preparation requires a 

team effort involving all professional personnel. 

- The supervisor of the budget process must assure that all
 

participants receive:
 

* 	 copies of the previous budget, 

* 	current price information for goods and services,
 

including any available projections regarding inflation
 

or sectoral price trends.
 

c. Submission of Proposals:
 

Budget proposals must be returned to the udget-process supervisor within
 

the deadlines initially prescribed. Submissions must be complete and detailed.
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d. Proposal Review:
 

At this stage of the process it is necessary that:
 

- the High Commissioner or the Secretary General summon
 

their advisors and collaborators for a review of budget proposals. The review
 

committee should be led by the Director of Administration and Finance.
 

- the heads of individual operating divisions should be
 

summoned individually for discussions of their proposals. This will allow
 

them to provide any necessary additional information and arguments necessary
 

for the defense of their proposals.
 

e. Budget Formulation:
 

Following all discussions and evaluations of individual proposals, the
 

Director of Administration and Finance should be instructed to prepare a final
 

organizational budget. This document should encompass all OMVS cost centers
 

and line-item submissions.
 

f. Presentation of the Budget to the Council of Ministers:
 

The High Commissioner, supported by all necessary staff, should present
 

the final budget to the Council of Ministers. Preparation for this meeting
 

should include all arguments for defense of the proposal, including
 

assessments of the impact of any subsequent reductions in the proposal.
 

In the event that the Council of Ministers finds it necessary to reduce
 

the amount of the proposed budget, it should be the duty of the High
 

Commissioner to convene his staff for a discussion of budgetary adjustments.
 

A subsequent meeting must then be held for an evaluation and adjustment of the
 

objectives of all operating units in light of reduced resources.
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3.4;.2. Cash Budgeting
 

Cash budgeting is fundamental for the efficient management of OMVS. It 

allows for projections of cash flow related to not only operations, but also 

to organizational investments and the settlement of debt. Moreover, it would 

assist the organization in avoiding the four principal shortcomings of cash 

management from which the institution suffers at present: 

- supply shortages; 

- inability to meet operating expenses; 

- inability to settle accounts with suppliers of goods and 

services; 

- dependence upon bank loans during periods of cash 

shortages. 

Therefore we recommend a cash plan model involving two tables on:
 

- cash inflow budget (receipts)
 

- cash outflow budget (disbursements).
 



Receipts 


Member State 
Contributions 


Senegal 

Mali 


' Mauritania
 

(-Centers Receipts 

( Gu d6 

!Previous Kadi 

'Balance Sam6 


Documentation 
Center 

(-Previous Fiscal Pe--! 
( iod Balance ! : 

Disbursements , : 

Personnel Expenditures ! 

Office Suppliers ! 

Fuel ! 

: 

: 

Missions : 

Payable Suppliers 

Telephone ! 

: 

t 

Electricity 

Etc. 

! 

! 

! 

: 

* 
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Table VII
 

TREASURY PLAN
 

1st Quarter ! 2nd Quarter! 3rd Quarter !4th Quarter!
 
!Jan:Feb:March!Apr:May:June!July:Aug:Sept!Oct:Nov:Dec!
 

' 
, : 

! : 
: 

' : 
! :: 
' 
, 

: 

, : 
: 

! 
: 

, 

! 
! 
! 

! 

: 

: 

! 
: 

, 

! 

: 
: 

: , 

: 

, : 

: 

: : 

, 

! : : 

! : ! 

: : 

* 

! 

! 

: 

* * * * 

! 

I * : I 
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3.4.3. Budget Auditing 

Financial auditing within OMVS is carried out by one of the organization's
 

best managed departments. In view of the recommendations made here, however,
 

it is important that some review be made of its essential role in financial
 

operations.
 

1. 	In accounting, auditing simply requires comparison of
 

It may be reduced to the following
scheduling (projections) and performance. 


formula:
 

Projection - Performance 	= Variance. 

In practice, auditing will reveal:
 

a. Variance Assessment
 

This refeLs to the above equation.
 

b. Sectoral Variance
 

Many variances appear in the reconciliation tables (See Table VIII).
 

breakdown of variances is necessary for two reasons: 

- To provide information to relevant operating 

divisions and their managers. Transmission of this information should be 

operating divisions. This assures insularity ofrestricted to individual 

resource management and avoids manipulation of available resources by separate 

divisions.
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- To assess significant variances. Very often 

tables show several variances. Determination of significant variances is 

based upon not only calculations in absolute terms, but also in terms of 

percentages: 

% of variance = Variance x 100 of forecast.
 

c. Accounting for Variance
 

Variances must be accounted for in the "observations" column included in
 

the tables.
 

2. Forms of Control
 

a. Differential Control: Evaluates cash statements and
 

indicates the liquidity or the need for supplemental resources.
 

b. Marginal Control: Identifies line-item ratios as
 

they exceed budgetary provisions.
 

c. Operational Assessment: Evaluates the performance
 

ratio of cash inflow and outflow. This permits comparison of available
 

resources to their use.
 

d. Marginal Differences Integration: Allows for the 

isolation of parameters subject to more rigorous control. 
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Table VTTI 

FORMAT FOR AUDIT[ftG OF REALIZED AND FORECAST
 
RECE[PTS AND EXPENDITURES
 

Period: Ist Quavtet' Period: Ist Quater 
Forecast : Realized Forecast : Realized 

Heading : Receipts Receipts Hleading :Disbusent:Disbur-sement 
ta (1) ( T ( 

!Vri anc + : :l -
I * * V * I 

I . . . . . : : I 

I * * .9 * : 

I . . . . . * I * : 

!Total : (1) : (2) ! Total : (1) : (2) 

!Var'iances : + (3) =:(I) - (2) ! Variances :F (3) = :(I) - (2) 
t * * I * I 

t * t * I 
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Table IX
 

MONTHLY TREASURY OPERATING REPORT
 

Month of ..... ................. . 
Receipt : Observations 

t . . 

' : Forecast Realized Variances 

O DISBU E 
o . . I 
o . . I 
! . . I 
o : : o 

o : : 

o . . 9 

Mo th o . . . . ... .. ..
 

Foecs Relie Variance
 
!TOTAL RECEIPTS ::::, 

' : Month of..................... :,
 
' Disbursements :. Observations,
 

': Forecast :Realized :Variances :
 
* I 
I I 

o I 

I I 

t I 

! I 

* I 

TOTAL DISBURSEMENTS::::,
 
I I 
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3.5.0. Reconmendations on Financing 

3.5.1. Planning of Membe-State contributions 

OMVS officials must intensify their efforts to make member-state 

authorities aware of the necessity for timely payment of commitments to the 

organization's budget. In this regard, member-state contributions should be 

scheduled in relation to cash flow projections. Member-states should also 

ut- neIr t on all delayed payments. Over the long term, this 

would have the effect of relieving the organizational budget of charges 

incurred on borrowing to meet cash shortfalls related to late member-state 

contributions.
 

This recommendation requires, however, a modification of rules and
 

regulations that currently govern OMVS operations.
 

3.5.2. The OMVS Documentation Center
 

We reconmlend that budgetary planning take into account the financial 
resources that could be generated by services performed by the Documentation 

Center at St. Louis.
 

OMVS administrators must bear in mind the value attached to information 

resources. The Documentation Center enjoys a world-wide reputation for the 

quality and quantity of its archives. While necessary investment is called 

for over the short-termh as a means of co-recting the serious physical 

deterioration of the Center, plans should be formulated to turn this valuable 

resource into a self-financing entity. Expanding tIe Center'sec hiical 

setvic aldre rch- cuap-aity would serve this end. 
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3.5.3. Agricultural Research Centers 

As detailed elsewhere in this report, the CIERDA agricultural research
 

programs in Senegal (Gu6d6), Mauritania (Ka6di), and Mali (Sam6) have proven
 

unsuccessful.
 

It is recommended that the OMVS High Commission withdraw from all field-

level research and that the research centers, their staff, equipment,
 

faci es, etc. , be handed over to member-.state agencies and be integrated 

into national research programs. OMVS agricultural research activities will
 

be focused on coordination and harmonization of research programs on the 

river, analysis and dissemination of research results to member-states and
 

upgrading of its role as secretariat of the CIERDA.
 

In divesting itself of the research centers, OMVS will reduce its budget
 

by a. much as 16%.
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CHAPTER IV: OPERATIONS AND PERSONNEL MANAGEMENT
 

4.1.0. Background
 

In many respects the purpose of the OHVS is to provide services to its
 

.member-state clients. As a multilateral, quasi-governmental development 

authority it has been assigned a wide range of responsibilities which are 

concentrated in the areas of technical and administrative support. Yihe 

mandate and the nature of thespectacularambitious nature of the OMVS 

common works program often obscure the underlying requirementorganization's 

for organizational administration geared toward the provision of services.
 

The multiple service objectives that form the OMVS program require 
the
 

establishment and maintenance of a well-controlled and efficient system 
of
 

While no single criterion may be applied
administrative management. 
as a
 

measure of overall program success, the efficient provision of 
administrative
 

on own merits.and technical services may be evaluated its 

High Comunission of the OMVS isAs an international organization, the 

subject to multiple external influences which, by their very nature, 

While conventions establishing the OHVScomplicate admitiistrative efficiency. 


provide for unanimity in policy and decision-making at the.uppermost 
levels of
 

the organization, the fact remains that administrative performance 
must adhere
 

to individual member-state regulations regarding personnel administration,
 

local operations and procurement, labor regulations, etc...
 

Internal administration within the High Conunission is also subject to 

large, of a political nature. 'Theseexternal infiue ices which are, by and 


levels of programuning and
influences make themselves evident at all 


individual member-state
administration, and are reflected in various ways: 


support for and participation in programs, the quality and quantity 
of member
 

that are assigned to particular projects; the criteria used by
state resources 
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member-states in the selection of appointecs to the OMVS cadre, and in tacit
 

agreements regarding member-state domains of responsibility within the High
 

Commission. To these may be added the personal and professional concerns of
 

High Commission staff vis-a--vis membev state institutions and the manner in
 

which these impact upon administrative coherence, disciplinary authority,
 

management control, and the spirit of cooperation within the organization.
 

Hence, while unanimity may be an a priori condition of policy and decision
 

making at the highest levels of the organizational structure, unanimity
 

neither implies nor results in homogeneity of interests at the operational
 

level. Within the context of a multi-state administrative system,
 

heterogeneous external influences cannot help but to influence profer;sional 

demeanor and adherence to administrative practice. However, as in any
 

administrative system, factors which impede good management can be overcome
 

through recognition of those influences and planning around them.
 

While the multiple objecti',,es of the OMVS program and the external
 

influences which exert pressures on the performance of staff are a powerful
 

influence on the administrative performance of the High Commission, yet a
 

third factor must be taken into consideration prior to an analysis of the
 

administrative system. 

Administrative planning and the design of management systems mus. be
 

organized on the basis of clarity: clear definition of goals, clear
 

attributions of management responsibilities, and clear commitments of
 

resources for the accomplishment of objectives.
 

Budgeting is an indispensable foundation of institutional programming and
 

performance. In the budgeting process the organizational program is
 

translated into terms that correspond to the spheres if responsibility of
 

thos,. who are charged with executing the program. The end product of the
 

budgeting exercise is a statement of the outputs that are expected during the
 

budget year and the resources that are necessary for achieving those outputs.
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Because it is a service organization, the OMVS Hligh Commission is a labor
 

intensive enterprise, with a high proportion of costs relegated to personnel 

(project implementation costs are gene'ally obtained from member-state
 

agencies arid governments, or from external donors). 

Previous chapters of this report have stressed the serious problems that
 

confront the High Commission in this area, particularly in regard to arrears 

in member-state contributions to the 	OMVS budget. Translated into operational 

terms, where resource commitments are not adhered to organizational systems 

necessarily break down, and formal prograimiing becomes a moot exercise. .he 

management of uncertainty results in ad hoc administration, overcentralized 

decision-making, and serious dysfunctions in administrative operations. In a
 

labor-intensive enterprise such as the High Commission the unavoidable 

consequence is low morale and attrition of personal and professional
 

responsibility on a wide-spread scale. No administrative system, however
 

perfectly designed, can function efficiently under such circumstances.
 

A final factor which must be considered in the analysis of OMVS
 

administrative operations is the role played by thu organization's numerous
 

donors. It is evident that OMVS programming depends critically upon sustained
 

technical and financial assistance from external institutions.
 

The coordination of programming and fiscal assistance from the community
 

of institutions which supports the OMVS itself contributes to the
 

administrative load that is carried by the High Conunission and its staff.
 

Procedures for prograimming, project 	 implemer,.,-'tion, and fiscal management vary 

the High Commission develop considerableconsiderably and have required that 

expertise in administrative coordination.
 

While external institutions (including those of the member-states) play a
 

key role in the realization of OMVS prograuning, it is essential that core
 

administrative functions and the budgeting for their activities be sustained
 

by the OMVS. Fiscal and technical assistance are, by their very nature,
 

complementary to what is an already well-defined institution whose mandate for
 

coordination is clear.
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4.2.0. Summary Findings
 

The following tables summarize the principal administrative and
 

operational dysfunctions which have been identified at units of the OMVS High
 

Commission:
 

4.2.1. Accounting and Financial Management
 

- Inadequate trained staff,
 

- Insufficient reporting requirements,
 

- Failure to adhere to prescribed reporting schedules,
 

- Decentralization of accounting functions,
 

- Inadequate supervision of accounting,
 

- Inadequate accounting of receipts at field sites,
 

- Inadequate input from line managers in budget formulation,
 

- Inadequate communication of resource allocation to line
 

managers and cost centers,
 

- Inappropriate location of petty cash management.
 

4.2.2. Management Control
 

- Inadequate formal systems for management control, 

- Inadequate reporting requirements at all levels, 

- Inadequate identification of or response to administrative 

dysfunctions,
 

- Overcentralization of decision-making precludes systems for
 

management control,
 

- Absence of formal criteria or scheduling for operational
 

performance evaluations at all levels.
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4.2.3. Administrative Operations
 

- Inadequate observance of the institutional hierarchy by staff, 

- Failure to adhere to established administrative procedures at 

all levels, 

- Appropriation of decision-making by senior managers, 

- Excessive decision-making by informal committees at highest 

level of the High Commission, 

- Inadequate formal conununications: memoranda, directives, 

procedural notifications. 

4.2.4. Communications and Coordination
 

- Inadequate coordination between the High Counission and field 

sites (including the Documentation Center), 

- Overcentralization of decision-making excludes input from line 

managers, 

- Inadequate communication to line managers (e.g. resource 

allocation),
 

- Inadequate planning and coordination within operating units,
 

- Inadequate supervision with operating units,
 

- Inadequate planning inputs from support personnel for task 

scheduling, 

- Inadequate requirements and scheduling for the distribution and 

communication of studies, research, and planning exercises to 

internal units and external agencies, 

- Inadequate planning, communication, and coordination amongst 

structurally separate units with similar responsibilities 

results in redundant efforts and contradictory efforts, 

- Insufficient timely submission of documents for review by legal 

counsel, 

- The separation of High Commission offices (Rue Carnot and Place
 

de l'Ind6pendance) renders communications and coordination
 

difficult and inefficient,
 

- Inadequate number of functioning telephone lines,
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- Excessive use of telephones for personal communications by both
 

professional and support staff,
 

- Inadequate and irregular registration and indexing of
 

correspondence,
 

- FailuLe to prioritize all correspondence.
 

4.2.5. Physical Plant, Equipment and Supplies
 

- Poor overall maintenance, 

- Arrears on utility payments and rentals have led to withdrawal 

of se'vices (e.g. elevators at Place de l'Ind6pendance offices), 

- Poorly maintained motor pool, 

- Supply shortages at division-level units, 

- Serious equipment and supply shortages, unrepaired equipment at 

field sites, 

- Poor maintenance and physical plant management endangers the 

collections of the Documentation Center. 

4.2.6. Diama Project
 

- Underemployment of support personnel,
 

- Inadequate personnel and fiscal management, 

- Inadequate definition of personnel assignments, 

- Inadequate management controls and authority, 

- Uncertainties regarding employment in the post-construction 

phase of operations among personnel encourages employee 

reticence, low morale.
 

4.2.7. Manantali Project
 

- Inadequately trained technical and support personnel, 

- Poor communications with the High Commission headquarters,
 

- Inadequate fiscal and personne) management,
 

- Inadequate resources for local management,
 

- Salary arrears.
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4.2.8. Gu~d6 Research Center
 

- Extensive salary arrears, 

- Inadequately trained technical and support personnel (with the 

exception of the Center's director), 

- Inadequate fiscal and personnel management, 

- Inadequate resources for local management of programmed 

activity,
 

Commission headquarters,- Poor communications with the High 

- Overcentralization of decision-making at High Commission 

headquarters, 

- Serious personnel problems and poor local command. 

4.2.9. Ka6di Research Center
 

- Extensive salary arrears, 

- Inadequate fiscal and personnel management, 

for local management of programmed- Inadequate resources 


activity,
 

- Poor communications with the High Commission headquarters,
 

- Overcentralization of decision-making aL High commission
 

headquarters,
 

4.2.10. Sam6 Research Center
 

- Inadequate fiscal and personnel management,
 

for local management of programmed
- Inadequate resources 


activity, 

- Poor maintenance of equipment, physical plant, 

- Inadequate book-keepiag, failure to make necessary 

contributions to social security, family allowances of workers, 

- Extensive salary arrears, 

- Poor communications with the High Commission headquarters, 

- Overcentralization of decision-making at High Commission 

headquarters.
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4.2.11. Documentation Center
 

- Inadequate fiscal management,
 

- Inadequate technical staff,
 

- Inadequate resources for maintenance of equipment, physical
 

plant, and supplies,
 

- Outdated equipment,
 

- Serious storage and management problems for the physical
 

maintenance of collections,
 

- Poor communications, collaboration with the High Commission
 

headquarters.
 



Table I
 

PERSONNEL POLICY AND ITS REVIEW
 

DEFINED POLICY 
 NORMAL PROCEDURE 
 FINDINGS
 

1. Recruitment:
 

! Formal responsibility of the ! Member-state ministers notified ! Recruitment is made in accordance
 
! Directorate of Training and H' an ! of vacancies; nominate 
 ! with member-states' quotas, and in
 
! Promotion. The High Commissizner ! candidates, decision by the HC. 
!accordance with expressed preferences!

! 	responsible for final decisions. 
 ! 	Quota system as criterion. ! of relevant member-state ministers.
 

2. Training and In-Service Training! 
 , 


Responsibility of the Directorate 

of Training and Human Promotizn. 


3. Change and Promotion
 

Article 77 Particular 

' Statutes for OMVS Personnel 

! Promotion (see Particular 

! 	Statutes, Chapters II and IIi. 


,
 

! Needs assessment - training and ! The Directorate of Training and
 
! action plan - training program. ! Human Promotion receives
 

suggestions. Training programs are
 
decided at the HC level, sometimes
 
through other Directorates. Inade-

quate funds often prohibit training.!
 

! 	Appointment, dismissal, retire- ! Delays in decisions, poor communi
! ment is proposed, the HC 

! decides.
 
#
 

4. The application of the Personnel!
 
Statutes 

Existing provisions , 
- for sanctions , 
- for promotion 
- etc. 

5. Communication
 

Written, oral. 
 ! 	Through usual communication 


networks. 

'' 


I 

! cation and follow-up.
 

!-The texts are not adhered to
 
adequately
 

!-Lack of communication between agents!
 
! support staff and managers.
 
!-No feedback
!-Official documents ignored, 
not
transmitted.
 

I 

cc 



DEFINED POLICY 


6. Remuneration and Premium 


' 

t 

7. Fringe Benefits
 

8. Security and Health Care
 

Defined policy of member states. 


I 

9. Discipline

I 

!-Particular Statute of civil 

! servants 

!-Agreement of the host country 


necessary to enact sanctions. 

!10. Administration
 

!-

!-

!-

Governed by the personnel 
Collective bargaining 
Decisions of the COM 

Statute 

!- Financial regulations. 

! 

! NORMAL PROCEDURE 
 FINDINGS
 

!-Standardized salary system 
 !-Delays in the salary payments,
 
! defines grade levels ! difficulties in the collection of
 
.'-Collectivebargaining by the ! travel expenses, premiums and
 

host country ! allowances. 
'-Allowances fixed by the Statute. !-Preferential scheduling of timely 

'' 


I
' As defined by the Particular 

Statute for Personnel and some 

decisions of the Council of 

Ministers.
 

. Adherence to statutes 

I 

I 

Superv-l:.ory staff make 

' recommendations. High 
! Commissioner responsible for 
! formal decisions. 

! Administration and Financial 
! Service. 

! 

I payment in favor of headquarters 
staff.
 

I 

!-Some benefits from the respective
 
! countries.
 

: 

!-Pension funds paid to member states
 
funds in most cases.
 

I 

I 
I 

! Inadequate application of procedures! 
! evaluation and sanctions. Political 
! patronage undermines application 
! of sanctions. 

!-Inadequate records 
!-Lack of efficiency 
!-Lack of coordination 
!-Lack of communication 
!-Lack of control (supervision)
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4.4.0. Recommendations 

4.4.1. Administrative Oversight
 

Statutory delegation of responsibilities for administrative oversight and
 

coordination should be assigned to the OMVS Secretary General, who would
 

remain directly under the direct authority of the High Commissioner. 

Existing responsibilities of the High Commissioner call for frequent
 

travel and absences from the High Conmission headquarters. In order to assure 

that administrative oversight and coordination is continuous, provisions must 

be made for on-site management on a regular basis. 

4.4.2 Operation Headquarters 

Provisions must be made for the concentration of all principal OMVS
 

operating directorates in a single building.
 

The present division of the OMVS headquarters into two separate sites has
 

contributed unnecessarily to administrative inefficiency, resulting in serious
 

communications and organizational problems. Telephone communications between
 

the two sites are not functional, scarce resources are diffused, and
 

administrative oversite is rendered more complex.
 

Relocation of the OMVS headquarters to the campus of l'Universit6 Gaston
 

Berger, at St. Louis, Senegal, had been decided upon by the Conference of
 
I/
 

Heads of State e.nd Government- . In light of the critical cost savings to 

the High Commission which would result, the unifying effect that this would 

have upon all operating units of the High Cowulission (including proximity to 

the OMVS Documentation Center), and the enhanced proximity of the headquarters 

to the OMVS project area, it is strongly recommended that relocation take
 

place.
 

1/ Resolution No. 10/CCEG MLB, relative au transfer du si6ge de l'OMVS, 12
 

Mai 1982.
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4.4.3. CIERDA Research Centers 

CIERDA research centers at Sam6, Cu6d6, and Ka6di should be turned over to
 

member-state agencies which are better placed to operate them in an efficient
 

and cost-effective manner.
 

The CIERDA research program has placed an exorbitant load on the OMVS High 

Commission. The High Co,mission is incapable of meeting the fiscal burden 

they entail and, over the past three years, has been unsuccessful in 

completing any of the progratuted research activities carried out by the 

centers.
 

4.4.4. Programming 

Official guidelines must be established for all programming activities,
 

outlining procedures, informational and analytical requir'ements, goals, 

strategies, and identification of required resources. 

Programming must become an integral management tool that is closely 

coordinated with all budgetary matters, and integuating planning for both 

investment and operations budgets. 

All programming activity must be a collaborative effort, including
 

analytic input from line managers who will be participants in any eventual
 

activity.
 

Programuning must be instituted as an ongoing function that is related
 

specifically to organizational goals and objectives.
 

4.4.5. Management Planning for Human Resources 

Human resources planning must be instituted as an essential process in all
 

programming and budgeting activities.
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It is imperative that OMVS recruitment be linked to secured 
revenue
 

particularly in regard to all field projects and decentralized activities.
 

The Personnel and Training Division must have, as 
one of its foremost
 
responsibilities the maintenance of 
a current roster of internal human
 
resour-ces, projected human resource requirements, and adequate administrative
 

and budgetary support for internal staff traininf.
 

4.4.6. Recruitment
 

The issue of member-state quotas must be clarified by the OMVS Council of
 
Ministers, with statutory procedares established for all recruitment.
 

Personnel Ltcruitment must be depoliticized to the maximum extent
 

possible, allowing for compe 
 ti e recruitment on 
th,. basis of individual
 
competence and merit. 
This may be done while still respecting the quota
 

system.
 

The participation of member-state agencies and institutions should be
 

maximized, through the secondment of qualified personnel for assignment to
 
fixed-duration projects (research, studies, planning, and field interventions).
 

During periods of intensive activity, the OMVS should utilize part-time
 

personnel for assignments of short duration (e.g. translators, interpreters,
 

secretaries, and drivers during OMVS conferences and meetings).
 

Recruitment activities should allow competitive candidacies from amongst
 

the ranks of existing OMVS cadres.
 

4.4.7. Personnel Evaluation
 

Guidelines, including procedures, timetables, and requisite data, must be
 
provided as a means of assuring regular periodic evaluations of OMVS personnel
 

on an objective basis, and this program must be conscientiously '.:plemented.
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Personnel evaluation must be a consequential management tool, allowing for 

the use of positive and negative sanctions.
 

External participants must be included in personnel evaluation activity as
 

a means of assuring objectivity.
 

4.4i.8. Personnel Transfer and Promotion
 

Article 77 of the OMVS Personnel Statute must be adhered to, convening an
 

annual meeting on personnel transfer.
 

Existing OMVS cadres and staff must be permitted equal opportunity to
 

apply for vacant positions at the High Commission and its project sites.
 

All personnel transfers and promotions must be acted on in a timely
 

manner, and on an orderly basis.
 

Promotion on the basis of training must be encouraged.
 

4.4.9. Remuneration and Premiums 

Partir.ular efforts must be made to resolve all outstanding arrears in
 

regard to salaries, wages, allowances, and statutory or contractual
 

perquisites at OMVS field sites.
 

Discrimination in the timely payment of salaries, premiums, allowances,
 

and perquisites must be avoided.
 

Contributions to member-state social security and pension funds must be 

made in a timely manner, and in accordance with all applicable statutory 

regulations. 
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Procedures must be instituted to assure that benefits earned by staff at
 

OMVS are credited to relevant member-state agencies, ministries, and
 

institutions during transfer periods.
 

Procedures must be instituted to assure that personnel on loan from
 

external services, or on loan to services outside the OMVS, are not penalized
 

vis-a-vis seniority and benefits as a result of secondment.
 

4.4.10. Discipline and Performance
 

A disciplinary section must be activate,. within the Directorate of
 

Administration and Finance, in accordance wit'h the existing personnel
 

statutes. It would serve a management control function.
 

The use of time sheets or similar rosters must be instituted as a
 

management control tool.
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CHAPTER V: RECOMMENDATIONS FOR INSTITUTIONAL REORGANIZATION
 

5.1.0. Introduction
 

The recommendationsfor institutional reorganization which follow are based
 

upon several fundamental concerns which are derived from the previous analysis
 

of structural and operational dysfunctions within the OMVS.
 

5.1.1. The need for a well-articulated organizational structure
 

Institutional organization must be logically ordered to meet the ongoing
 

requirements of administration, planning and evaluation, project coordination,
 

and technical management. The attempt has thus been made to provide organic
 

complementarity among individual units of the High Commission. This
 

necessitates the consolidation of task management in some instances through
 

the joining of certain divisions and the separation of responsibilities from
 

certain others.
 

5.1.2. The need to improve efficiency and coordination
 

The recommendations have required that a certain number of existing units
 

be eliminated entirely, particularly where redundancies, inconsequentially low
 

productivity, and poorly-defined responsibilities have been identified.
 

Recommended structures and responsibilities seek to assure the clear
 

definition of roles, unified fields of command, and easily identifiable
 

channels for technical collaboration.
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5.1.3. The need to adhere to existing organizational mandates and to
 

emphasize member-state participation
 

While the OMVS High Counission has been assigned an ambitious mandate,
 

efforts must be made to adhere closely to that mandate. As the primary
 

vehicle for member-state cooperation in sub-regional development, the OMVS
 

High Commission must assign a high priority to programming maximum member

state participation in its activities.
 

Sufficient emphasis must be placed upon the mobilization and coordination 
of member state technical resources, institutions, and cadres as a means of
 

both optimizing the use of scarce resources and moving toward the goal of 

development harmonization.
 

5.2.0. High Commission
 

The powers of the High Comunissioner, as defined under Articles 12-18, 

Title VI of the Convention establishing OMVS, will remain for the most part 

unmodified. However as 
a means of diminishing the burden of administrative
 

tasks that are incumbent on this position, it is recommended that 

responsibility for administrative coordination be made the statutory
 

responsibility of the Secretary General. 
This will have the effect of 

reinforcing the powers of the High Commissioner as they pertain to his pivotal
 

role in the mobilization of member-state and external support for OMVS
 

programs and policies, maintaining active liaison with member-state
 

institutions and political organs, promoting the best interests of the
 

organization at sufficiently senior levels of those 
institutions. He will
 

play a more active role in the ever-more complex tasks that shall result from
 

the management of 
conunon works and the role of OMVS operat.ing units in
 

technical determinations regarding the disposition of river resources.
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An Attach6 to the High Commissioner will be charged wiih the
 

responsibility for:
 

- formulating an ongoing program of public affairs management which will 

assure that optimal use is made of member-state and external media to 

promote the interests of the OMVS; 

- assuring sufficient and accurate distribution of news regarding OMVS
 

programs, accomplishments, and long-term goals;
 

- providing assistance in matters of protocol in regard to OMVS
 

conferences and meetings, official visits and missions.
 

5.2.1. Secretary General
 

As the statutory deputy to the High Commissioner, the Secretary General
 

will be responsible for: I
 

- oversight and management of the interni. administrative functioning of 

the High Commission headquarters; 

report ing to the High Conunission on any internal developments requiring 

consultation with, or action by, the OMVS Council of Ministers or the 

heads of member-state agencies;
 

- collecting data for periodic reviews of service activities included in 

the organization's annual report; 

supervising the preparation of the organization's budgets, assuring the
 

timely allocation of resources, and adherence to budgetary guidelines
 

by the heads of operating units of the High Commission;
 

- presiding over internal committees for recruitment, promotion, and 

staff evaluation; 
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- presiding over internal boards responsible for contracts financed by
 

the OMVS operations budget;
 

- presiding over boards or administrative organs responsible for the
 

disposal of OMVS material .nd equipment;
 

supervising the preparation and organization of sessions of all OMVS
 -


advisory committees.
 

5.2.2. Legal Counsel
 

The OMVS Legal Counsel will be responsible for:
 

- examination and preparation of all legislative and regulatory texts
 

concerning the functioning of the OMVS;
 

- examination of cooperation agreements and conventions in conjunction
 

with relevant operational units of the High Conission;
 

review and management of all legal matters pertaining to the High

-

Commission, its advisory committees, internal administration, 
and
 

collaborative efforts with member-state agencies.
 

He will be assisted by a legal officer, who will 
report directly to him.
 

,nit
5.3.0. Evaluation and Planning 


The Evaluation and Planning Unit will provide the OMVS 
with a permanent
 

internal capability for the implementation of formal 
planning and evaluation
 

activities in support of organizational and member-state programs 
in the
 

It will act as a sub-regional center for the
 
Senegal River Basin. 


coordination and harmonization of inember-stete 
policies for the development of
 

the basin and will assure institutional liaison 
with counterpart planning and
 

evaluation institutions in member--states.
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Its responsibilities will include:
 

- the establishment of formal planning and evaluation methodologies in 

concert with member--state institutions; 

- technical and administrative support for planning and evaluation by 

member-states in the Senegal River Basin; 

q - the gathering, synthesis, and updating of baseline data for use in 

planning, evaluation, impact assessment, and analysis of compatibility
 

of member-state development planning, and in regard to OMVS development 

initiatives;
 

- the implementation of master plans in the areas of health, environment,
 

agricultural development, and community development; 

- collaboration with other uni.ts of the High Commission for the 

establishment of ongoing technical dialogue in regard to sectoral 

development activities. 

5.4.0. Documentation Center
 

The Documentation Center is responsible for:
 

the OMVS collection of technical, administrative,
 

historical and other documents;
 

- maintenance of 


- organizing, registering, and indexing all documents in the OMVS
 

collections;
 

- serving as a point of orientation regarding the OMVS collections for
 

all OMVS staff, techtlcal aa;nsd;:ant;;, id vi. ii.,r, : h, tbh, ,o.1 1,t i(,ris; 

distribution of documentary informaLion to relevant OMVS operating
 

units, projects, and collaborating re:;earchers. 
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Under the direction of the head of the Documentation Center will be a
 

Technical Unit, responsible for;
 

-	 provision of technical services for the physical maintenance, 

reproduction, and distribution of documentary materials managed by the 

Documentation Center; 

- material preparation of dossiers for the Organization's conferences and
 

meetings;
 

- maintenance of supplies and equipment related to the activities of the 

Documentation Center. 

5.5.0. Directorate of Administration and Finance
 

The Directorate will provide a unified field of command in the provision
 

of 	 fiscal and administrative services to the OMVS. 

It will include two technical services and three administrative divisions, 

under the supervision of a Director with compeLen-e in the area of fiscal 

administration and management. 

5.5.1. Investment Division
 

The Investment Service will be responsible for coordinating all financing
 

operations in support of OMVS programs. Its responsibilities will include:
 

- plariking for and participation in negotiations regarding financing 

agreements with external donors, lenders, technical assistance 

agencies, and member-state services; 

- management of funds or accounts, including calls for funds and payment 

of annual installments on borrowings; 

-	 facilitating settlement of payments due for services contractors, 

suppliers, consulting engineers, etc... 
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- coordinating the collection of member-state fees in redemption of
 

common charges resulting from common works investments;
 

- identification of, and research pertaining to, all prospective donors, 

lenders, and sources of fiscal support to the OMVS p'ogram of 

development and coordination; 

- timely notification of membev-states in regard to all fiscal 

obligations related to their participation in the OMVS common works and 

development programs. 

5.5.2. Accounting Division
 

This division will unite all OMVS accounting functions. Its
 

resprnnsibilities will include:
 

- preparation of the OMVS investment and operating budgets; 

- implementation of all accounting procedures related financingto 


agreements, b ii-tu-al- management agencies or concessionary companies 

involved in the management of OMVS conmion works projects; 

- collection of member-state contributions and miscellaneous receipts; 

- settlement of expenditures;
 

- administration of salary payments on a timely basis;
 

- bookkeeping;
 

- keeping bank accounts and cash;
 

- formulation and timely maintenance of all fiscal records, balance
 

sheets, and statutory reports on fiscal operations.
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5.5.3. Division of Personnel and Training 

This division will be responsible for all tasks related 
to the
 

Its responsibilities

administration and internal training of OMVS personnel. 


will include:
 

- coordination and administration of recruitment, promotions, and 

dismissals of OMVS professional and support staff; 

- monitoring staff status; 

- drawing up salary statements in collaboration with the Accounting 

Division; 

- administration of leave, vacations, dismissals, retirements of OMVS 

staff; 

- administration of medical and social issues regarding 
staff; 

- administrative organization and supervision of 
staff assignments, and 

transfers; 

internal and external programs for the training 
and 

- identification of 


enhancement of OMVS staff;
 

promoting, selecting, and coordinating OMVS staff participation
-

training on a regular basis; 

- formulating of an ongoing plan for OMVS staff 
traini ig. 
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5.5.4. Division of Mat~riel and General Affairs
 

This division will be responsible for:
 

- procurement of supplies and light equipment;
 

- administration of the OMVS motor pool, (including daily assignment of
 

vehicles and drivers and assuring the implementation of repairs and the 

purchase of spare parts and fuel); 

- administration and coordination of all protocols and exemptions related 

to OMVS procurement and settlements with suppliers; 

- maintenance of the OMVS physical plant, including repair of premises, 

furnishings, materials and equipment; 

- disposal of OMVS equipment and materials; 

- coordinating the operations of all OMVS telephone and telex equipment; 

- logistical assistance to OMVS conferences, meetings, and missions. 

5.5.5. Computer Service
 

This technical service will be responsible for:
 

- formulation (within a period to be designated) of a technical plan for 

the comIputerization of OMVS fiscal, administrative, and documentation 

operations; -

- unifying all internal and external (operations and investment) 

accounting 'unctions and coordinating their implementation through 

existing computer hardware; 
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- training of OMVS personnel in the optimum use of available conputer
 

equipment and hardware;
 

- providing technical assistance in the computerization of OMVS
 

inventories, personnel records, and data bases;
 

- advising the Director of Administration and Finance on the cost

effective selection and purchase of all comp-ter hardware and software;
 

coordinating technical use of computer operations with technical 

assistance agencies and member-state services to assure compatibility
 

in collaborative efforts.
 

5.6.0. Directorate of Regional Infrastructure
 

This Directorate will continue to maintain responsibility for planning,
 

technical and administrative support, and coordination of the OMVS program for
 

the construction of common works. It will be composed of a single division
 

and two projects.
 

5.6.1. Navigation and Ports Project
 

This project will be responsible for overseeing the coordination and
 

implementation of efforts to develop the Senegal River for use as an improved
 

navigable waterway. Its activities will evolve as technical studies proceed
 

toward any eventual realization of existing plans for the development of a
 

navigable waterway and a series of ports-of-ca]"
 

Its responsibilities iTiclude:
 

coordination of studies to improve the navigation channel between Saint
 

Louis and Kayes; studies to measure current and projected river
 

traffic;
 



- 86 

- elaboration of plans for primary and secondary infrastructure related
 

to river improvement, navigational aids, and ports-of-call;
 

- investigations of administrative and operational organization, 

infrastructure capacity, equipment requirements, staff requirements and 

operation and maintenance cost,; 

- technical coordination of eventual dredging, free flow correction, 

construction, or other engineering interventions. 

5.6.2. Manantali Project
 

The Manantali Project will maintain its current organizational structure 

until the completion of all ongoing construction. Its responsibilities and 

activities will remain as they are described in the organigramme currently in 

force. 

Upon completion of construction activities, however, the Manantali Project 

division of this directorate will be dissolved, and responsibilities for 

technical and administrative coordination will be transferred to the newly 

created division of Coordination and Management within this directorate. 

5.6.3. Division of Coordination and Manapement of Regional Infrastructure 

This division will be responsible for;
 

- serving as the Secretariat of the Permanent Commission on Water; 

- technical coordination of common works management, including the 

operation and maintenance of the Diama and Manantali dams, and other 

physical structures and operations which are part of the regional 

infrastructure; 

- technical and management liaison with any external agents, contractors, 

concessionary agents, member-state services or independent authorities 

which are engaged by the OMVS to manage the OMVS common works; 
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implementation of technical support mechanisms necessary for the
 

management of common works, including a Groundwater Monitoring Unit and
 

for hydrological forecasting;
 

common works management and at
gathering all base-line data produced at 


the Groundwater Monitoring Unit, and synthesizing that data for
 

regular, p[-p-tri75dic
reports to the HighCokinn. its advisory organs,
 

and member-state agencies.
 

5.7.0. Directorate for the Coordination Development
 

This directorate will play a primary role in the coordination of
 

It will provide
integrated development in the Senegal River basin. 


prograiming support to member-state agencies and will act as an institutional
 

liaison for technical research, field interventions, and the application 
of
 

member-state development policies.
 

--The directorate will be composed of three services, divided along sectoral
 

lines, with key responsibilities assigned to project coordinators within 
each
 

of its services.
 

5.7.1. Rural Development Service
 

The Rural Development Service will be responsible for assuring
 

institutional Jn4 ......, -.... su[pport in matters pertaining to
 

It will absorb the former OMVS
integrated development in the rural milieu. 


divisions of Agricultural Development and Integrated Research (Directorate 
of
 

as well as the luritan Promotion divisionDevelopment and Coordination) 

of Training and Human Promotion). Its responsibilities will(Directorate 

include:
 

- serving as the secretariat of the Inter-State Committee for
 

Agricultural Research and Development (CIERDA);
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- ollecting, synthesizing, and assuring the distribution of information 

pertaining to research programs in agriculture (including agronomy, 

livestock science. pisciculture, and forestry); 

- follow-up and technical support for study and executioi of agricultural 

development projects underLaken by member-states in the Senegal River 

- coordinating metmber-stafe programs for the development of agricultural 

perimeters as well as interventions related to flood-recession 

agriculture; 

- coordinating member-state programs in agricultural extension, rural
 

animation, and Lraining for rural populations;
 

- providi.ng technical s&pport to combined member-s.tate actions in the
 

areas 2 rural training and human noeds assessment.
 

5.7.2. Enery, Mines, -nd Industrial Development Service
 

This Service will be responcible for coordinating member-state planning
 

and development projects in the development of the Senegal river basin's
 

energy, mineral and industrial resources. Its responsibilities will include:
 

coordination of studies for the optimum development of energy, mineral,
 

and industrial resources;
 

serving as the !ecretariat of the Inter-State Conittee for Industrial
 

Development (ClEDI);
 

- nsuring the collection, synthesis, and dis :ribution of information 

pertaining to the development of energy, mineral, and industrial 

resources in the Senegal 7-iver basin. 

http:providi.ng
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5.7.3. Project Coordination Service
 

The ambitious mandate of the OMVS necessitates a wide-range ofi preliminary
 

and periodic studies and development activities in support of overall
 

organizational programming. Many of these will, by definition, be of
 

on-going core progr'ams of thefixed-duration, and will supplement 

This service will provide an institutional
organization's other divisions. 


capability for coordinating such projects and studies.
 

It will be responsible for:
 

- providing administrative and technical support for external consultants 

provided by member-states, bilateral and multilateral institutions for 

the performance of studies not under the supervision of other OMVS 

divisions; 

- providing institutional liaison for studies and projects pertaining to 

commerce, regional transportation and communications, environmental 

science, and other disciplines. 
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CHAPTER VI - FINANCIAL AND ADHINISTRATIVE IMPLICATIONS OF
 

INSTITUTIONAL REORGANIZATION
 

6.1. Introduction
 

Recommendations which are made in this report may be placed into two
 

general categories:
 

- Institutional Reorganization: This includes reductions and
 

reassignments of OMVS staff; 
 several changes in programming orientation;
 
1/

consolidation of the OMVS headquarters- .
 

- Improved nanagement practice: This includes adherence to statutory 

administrative and fiscal procedures; timely payment of member-state
 

contributions to the operating budget; competitive recruitnlent of cadres;
 

improved management controls; appropriatie training of staff; payment of
 

encumbrances and consolidation of funds.
 

While all reconwnendations are intended to improve efficiency of OMVS 

operations and to result in cost savings, it is more difficult to estimate 

eventual cost savings from improved performance than from institutional 

reorganization.
 

Hence, the following discussion will bu limited to only those
 

recommendatioris -whose financial impact may be directly assessed.
 

1/ Relocation of the OMVS headquarters is the subject of an ongoing
 

cost/benefit study at the High Commission.
 



.A. 2. Programming 

fund research
The recommendation that the OMVS no longer continue to 


activities at the CIERDA research centers would have major financial
 

imp licat ions.
 

As previous chapters have discussed, the combined personnel, material, and 

equipment budget for CIERDA research operations (116,042,000 francs CFA in 

However operating1985) constitutes 16 % of the global OMVS operating budget. 


deficits permitted the High Conuission to disburse little more than a third of 

this amount, witn much of the remainder constituting arrears in salaries and
 

payments to suppliers.
 

Implementation of this recommendation would result in a reduction of
 

(The
professional staff by 2, and a reduction of support staff totaling 81. 


latter figure is not generally included within personnel sunmaries issued by
 

the High Commission; support staff at the OMVS (CIERDA) research centers are,
 

for the most part, locally hired workers).
 

6.3. Staff Reductions Resulting from Reorganization
 

the reorganization
Financial implications of staff reductions related to 


of the High Commision are as follows:
 

Personnel
 

Current Proposed Reduction 	 Budget
 

Savings
 

6 36,000,000 CFA
55 49
Professional Staff 


32 38,400,000 CFA
Support Staff 	 110 78 


127 38 74,400,000 CFA
Total 	 165 
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The figures used in our calculations are derived from the OMVS document
 

entitled "LlEtat d'ex6cution du budget d6finitif de l'exercise 1985". In
 

determining the impact of our recommendations we have based calculations on an
 

average of figures provided for professional staff in that document:
 

Base salary .......... 300,000 CFA 

"Indemnit6 de fonction"....... . 10,000 CFA 

Housing allowance ........ 90,000 CFA 

Transportation allowance ...... 45,000 CFA 

Travel/mileage allowance ...... 25,000 CFA 

Monthly average ........ 500,000 CFA
 

Average monthly salaries for support staff are based upon an average 

figure of 100,000 francs CFA. 

6.4. Contingency Fund 

In formulating our recommendations we have considered the desirability of 

creating an OMVS contingency fund of 2,000,000 francs CFA for the payment of 

temporary, short-term assistance as may be needed during periods of unusually 

high activity: secretarial and translation assistance during annual meetings 

of consultative organs, during the convocation of the Conference of Heads of 

State and Government and the Council of Ministers. 
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6.5. Recapitulation of Cost Savings
 

Total cost savings which would result from implementation of our
 

recommendations are summarized below:
 

Item Budgetary-Savings
 

CIERDA Research Centers
 

- Personnel ..... ...... 79,310,650 francs CFA 

- Equipment .... ...... .32,431,350 francs CFA 

- Supplies ..... ....... 4,300,000 francs CFA 

Personnel Reductions
 

- Professional Staff ... ... . 36,000,000 francs CFA
 

- Support Staff ..... ... . 38,400,000 francs CFA
 

Total ..... ..... 190,442,000 francs CFA
 

This figure would represent a 25% overall reduction of the 1985 OMVS
 

operating budget.
 

6.6. Implem.entation Costs
 

Implementation of recommendations for a reorganization of the OMVS High
 

Commission will entail certain costs during the year that they occur. These
 

costs are exclusively related to the severance of the staff and statutory
 

provisions related to personnel administration.
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These costs, which are summarized below, are based upon the following 

formu la: 

- average salary of professional staff. . . .... 300,000 CFA 

- average salary of support staff .I.......100,000 CFA 

- one month severance pay for support staff 

- average professional staff seniority is calculated at
 

six years, and assumes that the staff member is married,
 

and the parent of three children
 

- it is hypothesized that 2/3 of severed personnel wil.l
 

return to their country of origin
 

- it is hypothesized that air transportation will be utilized
 

for staff repatriation, and Mali is utilized as the basis of
 

calculations
 

- outstanding vacation pay is assumed to be 1/3 of salary.
 

Professional Staff
 

Severance indemnity : 300,000 x 6 = 1,800,000 francs CFA 

Vacation pay : 100,000 x 6 = 600,000 francs CFA 

Transportation/Repatriation : 140,000 x 4 = 560,000 francs CFA 

Baggage Transport : 140,000 x 4 560,000 francs CFA 

Hotel/Lodging 

Allowance-Family : 65,000 x 4 260,000 francs CFA
 

Sub-total 3,780,000 francs CFA
 

Support Staff
 

Severance indemnity : 100,000 x 32 = 3,200,000 francs CFA 

Unpaid vacation/ 

leave allowance : 1/3 x 100,000 x 32 = 1,056,000 francs CFA 

Sub-total 4,256,000 francs CFA
 

Total Implementation Cost = 8,036,000 francs CFA
 



EFFECTIF ACTUEL DE L'OMVS/
 
CURRENT OMVS PERSONNEL DISTRIBUTION
 

TITRE/TITLE ! HC !CONT.FIN! SAC ! C. DOC. ! DIR ! DIAMA ! MANANT.! DI ' DDC ' DFPH ! TOTAL 
' 

p 
_ _ _ __ _ _ 

6 
_ 

t 
__ _ _ 

9 
! St-Louis! 
I ! 

Si-ge ! 
9 # S 9 U $ U 

Personnel Cadre/ ! ! ! ! , ! ! , 
Professional Staff !t t! ! 

Cont. ! ! ! ! ! !t ! ! 1 
Haut Commissaire ! 1! , ! ! ! , ! ! 1 

'Secr6taire G6nral! 1 ' ' ' ! ! ! ' 1' 
!Directeur , , ! ! 1 ! ! ' 1 ! 1 ! 1 ! 44' 
Chef de Service 1! 1 ' 1 ' 1 ' 1 ! ' ' 55' 
Chef de Division ! ' 5! 2 ! 5 ! 2 ' 3 ' 2 ! 5 ' 2 ! 26' 
Conseiller Juridique 1 ' ' ' ' ' ' ' 1 
Conseil. Economique! 1 ! ! ' ' ' ! ' ! ! 1 

!M6-cano ! ! ! 1 ' ! , ! ! ! 1! 
!Traducteur ! 1! ' ! ! ! ! ! 1! 
!_Experts ! ' ! ' 5 ! 3 ' 4 ! 2 ' ' 2 ! 16 ' 

I 
Total ' 

S 
4! 

I 
1 ! 

t 
8! 

I 
3 ' 

I 
11 

t 
6 ' 

I 
8 ' 

9 
6 ' 

I 
6 ' 

S 
5 ! 

I 
58! 

U 

!Personnel d'Execution/ t ! ! t t 
Support Staff ! ! ! ! ! 

'Secr6taire ' 3! 1 ! 3 ' 1 4 1 1 ! 2 ' 4 ' 2 ' 22' 
!Comptable ! 2 ! 2! 2 ' 1 1 1 1 ' 10' 
Aide Comptable ' 1 ' 1 ' ! ' ' 2! 

!Chauffeur ! 4! 1 ! 4! 1 4 ' 2 ! 2 ! 1 ' 2 ! 1 ' 22! 
Plantons 
'Boys 

! 
' 

5 
1 ',,, 

! 3' 1 ' 2 ' 1 ' 1 
,,t,' 

! 1 ' 1 ' 1 ' 16! 
1 

Commis , , ! 11 ' ! ! ' 1 ! ! 2! 
'Cuisinier ! 1 ' ' ' ' ' ' ' ' ! 1! 
'Jardinier 11 ' 1! 
Gardien 11 ' 4 1 ! ' ' ' 11 ' ' 7! 
Standardiste ! ' ' 4! ' ! ! ! ' ' ! 4! 
Observateur M6t6o ' ' ! ' 1 ' ! 1 ! ! ' ! 22! 
Biblioth~caire 
!Relieur 

! ! ! 1 ' ! ' ' ' 1! 
1 

Manoeuvre ' ' ' 1 ' ' 1 1 ! ' , ' 33! 
Laborantin ! ' ! 1 ! ! ! ! ! ' ! 11! 
Employ6 de Bureau ' ' 5! ' ' 2 ' ' ! 77! 
Veilleur de Nuit ' ' ' ' 1 ' ! ' ' ' ! ' 1 

! Reprographe 11 ' , , , , , t , ! 1! 
! M~cano ! ! ! 2! ' ! 2 ! ' 1 ! ! ! 5! 

Total '15! 5 !29 ! 11 
 10
! 12 ! 7 ! 9 ! 6 1 ! 4 ! 110!
 
in I71 .K 1 2 1 IA q 2 8 112 - a 17-1 ... -1- 8 1 1-. Ia ,. ,.- - - 
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PROPOSED REORGANIZATION
 

TITLE ! HC I 	CONT ! DAF ! CTR ! DIR ! DCD ! EPC I SUB ! ECART
 

FIN. ! ! DOC ! ' ! !TOTAL!
 

Support Staff I 	 ! ! ' ' ! ' 

! Secretary !1 !1 ! 4! 1! 4! 2! 1 !14 ' 8! 
! Accountant ' ! 2 ! 2! 2 ' I 8! 2! 

! Accounting Assistant! ! 1 ! 1 ' ' ' ! 2! -

! Driver !2 ! 1 ! 3! 1! 4 2! 1 !14 ' 8! 
! Orderly/Messenger !2 ! I 3 ! 1 ! 3 1 2 1 1 112 ' 4 
! Clerk I1 ' 1 ! ! ! 2! -
! Guard , ! ! 3! 1 ' I 4' 3! 
! Switchboard Operator! ! ! 2 ' ! ' 2! 2! 

! Meteorological Obs.' ! ' ' ! 2 ' ) 2! 
! Librarian ' ' ! 1! 1 ' ! ' 2! (+1)! 

! Binder ' ' ' ) 1! ! I ! 1! -
!Laborer ! ! ' ' 1 ' ! 1! 2! 
! Photo Lab Technician! ! II! ' ' ! 1! -

! Office Clerk ! 5! ! 2 ' ! 7! -

Copyist ' ! ! ! 1 ! I ! 1 ! -

Mechanic/Perf./Topog! ' ' 2 ! ! 2 ! 1 ' ' 5 -
' 28! 

Houseboy! 	 ! ! ! ! ! ! 
Cook ! ! ! ! ' ! ' 1 !
 

!Gardian ! ! ! I ! I , ! 1!
 
I Domestic Guard ! ! I I ' I I ) ! 1 !
 

TOTAL !6 	 ! 5 !26 !11 !20 17! 3 !78 1 32!
 

Professional Staff ' ' ! ' I
 
! 	 I I I ! ! I I I 

I Comptroller I ! 1 ! ' ! ' ! 1! 
! High Commissioner ! 1 ! ' ' ' ' ' 1 ! 

! Secretary General 11 ' ! I ' ' 11! 

! Director ' ' 11! I1l 1! ' 3 1! 
Chief of Service 11 1! 2! 3! 

! Division Chief ' ! ! 5! 1! 3! ) 3 !12 1 14! 
! Legal Counsel ! 1 ' I ! ' ! 11! 

! Technical Experts ! ' ! 1 !10 ' 12 !13 ' 3! 
! Legal Officer ! I ! ' ' ' ' 11 ! (+1) ! 

! Project Coordinator ! ! 1 3 ! ) 4 I 5 ' ' 12 ! (+12) 

! Translator ! I ' 2 I ! ! ! 2! +1! 

!Public Relations !1 I ! ! ! ' ' 11! +1 

I Attache I I I I ' ) 

TOTAL 	 4 1 12! 2 !18 ! 6! 6 49! 6!
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Annex A
 

SCOPE OF WORK
 

1. 	Objectives and Development Strategy of the Senegal River Basin Development
 
Organization
 

It is essential to recall the objectives of the Senegal River Basin
 
-Development Organization as well as the role of the Organization insofar as
 
these are the basis for the creation of the High Commission.
 

1.1. The Organization was created on March 11, 1972.
 

By creating OMVS, the states of Mali, Mauritania and Senegal have
 
delegated to the organization the responsibility for promoting and
 
coordinating the studies and infrastructure for the development of the Senegal
 
River Basin resources within the national territories of the three Member
 
States.
 

1.1.1. The Organization is entrusted with the following:
 

- Contribute through other national and regional projects, to
 
food self-sufficiency by improving and assuring agricultural production;
 

- To improve the flow of goods and services to and from Mali and
 
the Eastern sections of the basin, by assuring the permanent navigability on
 
the Senegal River;
 

- To contribute to the Member-States energy self sufficiency,
 
through hydro-electricity production.
 

1.1.2. These objectives fit within the framework of an overall
 
policy aiming at the integrated development of Senegal River Basin.
 

1.2. To achieve these objectives, the OMVS has designed and developed an
 
overall development program strategy of the Senegal River Basin which involves:
 

- the construction of the water regulating hydro-electric dam at
 
Manantali,
 

- the construction of the salt water intrusion dam at Diama,
 
- the development of a navigation infrastructure between St. Louis
 

and Kayes.
 

1.3. This program, which is being implemented as part of an integrated
 
development program aims at improving the economy of the region by developing
 
the substantial resources of the basin.
 

1(A/
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2. Institutional and legal framework
 

2.1. The institutional and legal framework of OMVS is defined by the
 

following conventions:
 

- Convention of March 11, 1972 on the Status of the Senegal River;
 
- Convention of March 11, 1972 creating OMVS;
 
- Convention of December 21, 1978 on the legal status of the "common
 

works".
 
- Convention of May 8, 1982 on the conditions of financing of the
 

regional program. 

2.2. At the institutional level, the basic text is constituted by the
 
Convention of March 11, 1972 on the creation of OMVS.
 

As a result of this, the permanent bodies of the Senegal River Development 

Organization are :
 

2.2.1. The Conference of Heads of States and Governments 

The Conference of Heads of States and Governments is the supreme authority
 
which defines the cooperation and development policy of the Organization.
 

2.2.2. The Council of Ministers is the conceptual and supervisory
 
body of the organization. It elaborates the general policy for the
 
development of the Senegal River and its resources, and for the cooperation
 
between the States with respect to the Senegal River.
 

2.2.3. The High Commission is the executive body of the
 
Organization. It applies the decisions of the Council of Ministers to whom it
 
reports on the execution of these decisions and on any initiative it is to
 
take in accordance with the directives given by the Council of Ministers.
 

2.2.4. The Permanent Water Commrission 

The Permanent Water Commission is entrusted with defining the principles
 
and conditions of allocating the Senegal river waters between the states and
 
between the different water use sectors.
 

2.2.5. In addition to the Convention provisions on the creation of
 
OMVS, the functioning of the different authorities within the Organization is
 
governed by:
 

- the internal rules of the Conference of Heads of States of April 
13, 1973; 

- the internal rules of the Council of Ministers passed by 
Resolution No. 51/CM/ML/B of May 4, 1976; 
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- the internal rules of the High Commission passed by Resolution 

No. 64/CM/ML/N of December 22, 1976; 

- the internal rules of the Permanent Water Commission adopted by
 

Resolution No. 89/CM/MN/N of January 1978;
 

2.3. Furthermore, the following texts are instrumental in the functioning
 

of the organization.
 

- Resolution No. 59/CM/S/D on the creation of the Inter-State
 

Committee for Agricultural Research and Development;
 

- Resolution No. 112/CM/S/D adopting the status of the above
 

mentioned committee;
 

- Resolution No. 162/CM/MN/N on special funds for Agronomic
 
Research;
 

- Resolution No. 91/CM/MN/N on the status of the OMVS Consultative
 

Committee;
 

- Resolution No. 53/CM/KL/B on the financial settlement of the OMVS;
 

Resolution No. 54/CM/ML/B adopting the statute or Special Funds
-

for Assignment;
 

- Resolution No. 78/CM/S/f adopting the financial nomenclature for
 

OMVS;
 

- Resolution No. 163/CM/MN/N adopting the statute of the Interstate
 

Committee for Industrial Development;
 

- Resolution No. 56/CM/ML/B adopting the Contracting Legislation of
 

OMVS;
 

- Resolution No. 177/CM/MN/N creating the Regional Planning,
 

coordination and Monitoring Committee for Development Activities.
 

3. Organizational structure of the High Commission
 

3.1. The present organizational structures of the High Commission have
 

been defined by Resolution No. 149/CM/ML/B of May 8, 1982 on the
 

reorganization of the High Commission.
 

By this resolution, the Council of Ministers has adopted the hereattached
 

organizational chart.
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The rganization basically differs from the previous by the
 

decentralization process necessitated by the works at the Diama and Manantal;i
 

dams construction sites.
 

3.2. This limited reorganization, in order to take into account a new era
 

in the OMVS activities, demonstrates the desire of the OMVS authorities to
 

adapt the structures of the organization, to take into consideration the
 

different phases of its program, and the financial situation of the
 

Member--States.
 

3.3. Considering the work programs of the basic elements of the
 

institution, 	the organization must adapt its structures and its operation to
 

as the Diama and Manantali dams become operational.
new priorities 


During this next phase, the specific emphasis will be put on the
 

implementation of the regional infrastructure, the management and exploitation
 

of these structures and the harmonization and coordination of development
 

actions necessary for the returns on investments.
 

the

These development sectors must be the subject of rigorous planning at 

national as well as at the regional level. 

3.4. As a result of the particularly difficult economic situation that
 

the three Member-States are confronted with, austerity measures have been
 

Since the operating budget of the

taken especially in budgetary matters. 


Organization is provided by Member-States contributions, it is necessary that
 

OMVS adapt its structures and functioning to this situation.
 

As a result of 	this, the Council of Ministers has requested that a
3.5. 

study of the structures and functioning of the High Commi'sion be made as soon
 

as possible in order to reorganize it for efficiency and austerity reasons.
 

Furthermore, the Council has decided that this study be made by an
 

independent firm.
 

Objective an' Conditions of the Study
 

1. The main objective of the study is
 

1.1. To propose a reorganization of the High Commission to provide for a
 

more rational utilization and an increased efficiency of ;,he personnel, by
 
have to


taking into consideration the evolution of the tasks that OMVS will 


accomplish as its program develops.
 

context should 	take into account the
The suggestions to be made in this 


needs of:
 

- the management of the structures, and 
- the coordination and harmonization of development projects necessary
 

for the productivity of investments returns,
 



- A-5 

1.2. To find all means of reducing personnel in order to reduce operating
 
expenses and Member States contributions.
 

1.3. The proposed reorganization should be based on the following 
criteria; 

- adequacy between the structures and the objectives of the 
Organizations, 

- adequacy between the structures and the Organization, 
- capacity of the structures to adapt themselves, progressively and 

at a lower cost, to the development of the organization program, 
- operating expenses reduced to a minimum, 

- minimum staff, 
- elimination of actual or potential duplication of effort, risks 

of conflicts at different competency levels or similar 
attributions between different structures, 

2. In this context, the study will:
 

2.1. Study the functions and duties assigned to the existing structures 
and evaluate their internal consistency and their appropriateness to the
 
objectives of the Organization.
 

2.2. Examine the means available and their utilization and to assess the
 
methods and procedures established for their functioning.
 

2.3. Make a diagnosis on the Organization ard the operation of the 
services within the High Commission. 

2.4. Find improvements which may mitigate the inadequacies, related to 
the structures themselves and their way of functioning as well. 

2.5. Suggest modifications and adjustments that inp.y adapt the High
 
Commission structures to the needo in connection with the implementation of
 
the OMVS program, after completion of works at Diama and Manantali dams.
 

2.6. Present precise and concrete recommendations in order to attain tte
 
objectives assigned to the study.
 

Proposals and recommendations should be detailed, particularly concerning
 
the conditions for implementation, in order to proceed rapidly.
 

Every proposal should mention the amendments to or modifications of the 
required legal texts of the Organization.
 

3. The Contractor will submit 20 copies of the final report: 10 in English, 
10 in French. 
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Annex B
 

LISTE DES PERSONNES CONSULTEES
 
LIST OF PERSONS CONSULTED
 

USAID:
 

Sarah Jane Littlefield, USAID, Director
 
Jon Anderson, Actin6 River Basin Development Officer
 
James Ito, Controller
 
Matt Horween, Budget and Accounting Officer
 
Jean LeBloas, Engineer Planner, RBDO
 
Carole Tyson, Deputy Director
 
Ii.Clay Black, Economic and Commercial Section, US Embassy/USAID.
 

OMVS Conseil des Ministres
 

M. Hamdy Diop, Ministre de l'Equipement et des Transports (Mauritanie)
 
M. Djibril Diallo, Ministre du D~veloppement Industriel (Mali)
 
M. Samba Y61a Diop, Ministre de l'Hydraulique (S6n6gal), Pr6sident du
 
Conseil des Ministres.
 

OMVS Si~ge Dakar
 

Mokhtar Ould Haiba, Haut Connissaire
 
Foun6k6 Kefta, Secr6taire G6n6ral
 
Sidi M. Ould Boubacar, Conseiller Juridlque
 
Albakaye Kounta, Conseiller Economique et Financier
 
Amach Samb, Controleur Financier
 
Niang, Controleur Financier
 
Babaly D~me, Directeur des Infrastructures R6gionales
 
Oumar Ba, Directeur des Investissements
 
Cheikh Bati Benani, Directeur du D6veloppement et de la Coordination
 
Mamadou Abdoul Wane, Directeur de la Formation et de la Promotion Humaine
 
Alioune Senghor, Chef de la Division du Personnel SAC
 
Hans Wabnitz, Adjoint Conseiller Juridique
 
Assane Diop, Chef de la Cellule de la Planification
 
Bonat6 Tour6, Chef de la Division Comptabilit6 (SAC)
 
Bakary Ouattara, Chef de la Division des Etudes de Base
 
Amadou Saba Sy, Chef de la Division du Mat6riel (SAC)
 
Birama Diop, Comptable/CF
 
Yacinte Joseph Tessy, Aide Comptable/CF
 
Christian Hagan, Assistant Technique (GTZ)
 
Sidi Mohwnod Ould Didi, Chef de la Division des Investissements
 
Bernard Faye, Comptable SAC
 

) 
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Ousmane Diallo, Coinissaire aux Comptes
 
Traor6 Zantigui, Chef de la Division de l'Information et de la Traduction
 

Amadou Sega Sy, Chef de la Division du Mat6riel et des Affaires G6n6rales
 

(SAC)
 
Mamadou Konate, Chef de la Division du D6veloppement Industriel
 

Dendou Tajidine, Chef de la Division de la Recherche Int6gr6e (DDC)
 

Mamadou Abdoul Ba, Chef de la Division, Planification et Formation (DFPH)
 

Ousmane Said Ciss6, Gestion Pr6visionnelle et Formation Professionnelle
 

(DFPH)
 
Abdaiaye Kebi, Agent Administratif
 
Ndeye F. Camara, Secr6taire, Division du Personnel
 
Djibril S. Sail, Chef du Centre de Documentation
 
Bakary NDiaye, Comptable, Centre de Documentation
 
Cheikh T. Dia, Chef de la Division de Documentation
 
Alassane Tour6, Chef de la Division des Archives
 
Mamadou Diop Gaye, Directeur du Projet de Diama
 

Ahmed Ould Hamoud, Directeur Adjoint Projet de Diama
 

Lamine Diop, Chef de Laboratoire, Ing6nieur Civil
 

Amadou Sow, Ing~nieur Electronicien
 
Saliou Diaw, Ing6nieur Electro-m6canicien
 
Sala Dior Dieng, Chef du Centre de Gu6d6
 
Garan Konat6, Directeur du Projet de Manantali
 

Ababacar Dieng, Chef Service Administratif et Comptable Manantali
 

Daouda Tangara, Comptable/Manantali
 
Abdou Salam Thiam, Agent Administratif
 
Diawara Mamadou, Directeur du Centre de Ka6di
 

--Ba Mamadou Yera Ben, Chef de la Division Rizicole
 
Sidy Hahmet El Bou, Comptable du Centre de Ka6di
 
Oumar Wane, Chef du Service Administratif du Centre de Ka6di
 
Mamadou Abdoul Ba, Chef.
 

ISRA
 

Madick6 Niang, Directeur G.n6ral.
 

GIBBEDF/EUROCONSULT/SOGREAH
 

Jean-Pierre Noualy, Electricit6 de France
 
Franqois Bordes, SAPAE (Soci6t6 Anonyme de Gestion et de Contr6le de
 

Participation
 
Harold Tomson, GIBB
 
Jean-Pierre Hamon, SOGREAII (Barrage de Diama).
 

Club du Sahel (Parisl
 

Glen Slocum, USAID
 
Yves Garneau, CIDA.
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PNUD (New York)
 

David McAdams, UNDP-Director Southern Africa
 
Joceline Bazile Finley, Regional Project Officer.
 

IBRD (Washington)
 

Pierre Landell-Mills, Division Chief %-.Africa
 
Blanchi, WAPAC
 
Jan Pruntel, WAPAC
 
Salem Ouahes, W. Africa Projects
 
Sunil Mathrani, W. Africa Projects.
 

Groupement de Manantali
 

Christian Netzeband, Chef d'Am6nagement.
 

Commission des Communaut6s Europ6ennes
 

Thierry Waffelaert, Conseiller.
 

Kreditastalt Fur Wiederaufbrau
 

Dr. Regine Frechen
 
Dipl. Ing. Manfred Prigge.
 

World Bank (Dakar)
 

F. Kaps.
 

FAC (France)
 

Claude Rouanet, Conseiller de Mission, Dakar.
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Annexe C 

BIBLIOGRAPHIE DES DOCUMTNTS CONSULTES/ 
BIBLIOGRAPHY OF DOCUMENTS CONSULTED
 

1. 	 Instruction No. 0047 Relative a la Pr6paration, i I'Excution et au 
Contr61e du Budget G~ngral de Fonctionnement - Juin 1985. 

2. 	 RWpertoire des R~solutions et des Recommandationw du Conseil des
 

Ministres, Vol. II, Nov. 1977.
 

3. 	 Inventaire Gnra du Mat6wiel en Service au 31-12-84.
 

4. 	 Statut Particulier du Personnel de OMVS adopt6 lors de la 18 me Session
 
du Conseil des Ministres.
 

5. 	 Rapport sur l'Excution du Budget de Fonctionnement de l'Exercice 1983
 
et la Situation Financi~re au 31 [Jcembre 1983.
 

6. 	 Rapport sur l'Ex~cution du Budget de Fonctionnement de l'Exercice 1984
 

et la Situation Financi~te au 31 D6cembre 1984.
 

7. 	 Budget C~nral de Fonctionnement - Exercice 1985. 

8. 	 Budget CAn6ral de Fonctionnement - Exercice 1984.
 

9. 	 Budget Cnral de Fonctionnement - Exercice 1983. 

10. 	 Ter-mes de Thf6rence pour l'Etude dos Structures et Fonctionnement du 
Haut Commissariat - Bamako, Juillet 1985 - Anglais et Frangais. 

11. 	 Institutional Analysis of the Organisation pour la Mise en Valeur du
 
Fleuve S6n~gal - submitted by Roger Popper.
 

12. 	 Syst6me Comptable - Vol. I, Proc6dure - Dcembre 1979.
 

13. 	 Syst~me Comptable - Vol. II, Documents, Fichiers, Plan Comptable,
 
D~cembre 1979.
 

14. 	 U.S. Development Objectives in the Senegal River Basi - USAID/Senegal -

River Basin Developmaent Office - June 1985.
 

15. 	 Senegal River Basin Planning and Policy Project 625-0621 - July 1, 1985
 
- USAID.
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3 Nov. 85.
16. 	 Etat d'6x6cution du Budget D6finitif do l'Exercice 1985 au 


17. 	 Fonctionnement de l'OMVS - Analyse et Propositions -- Quelques extraits 

de l'Etude GERSAR, GERSAR -- Avril 1980. 

18. 	 Organigranune OMVS - Organigranuie adopt6 lors de la 176me Session
 

et Amend6 par La 166me Session Ordinaire du
Extraordinaire en Mai 1981 


Conseil des Ministres en Mai 1982 - Dakar, Juin 1982.
 

19. 	 Organization for the Development of the Senegal River Basin - High
 

Conunission - ER/HC/80-13 - Meeting of Financing Sources, 25-28 November
 

1980 - Indicative programme lHydroagricultural Developments in the
 

Senegal River Basin, 1981-1990 October 1980.
 

-
20. 	 Sectorial Bibliography of the Senegal River Basin -- Regional Studies 


Mali, Mauritania, Senegal, Jean LeBloas- USAID/RBDO - Mai 1984, Dakar.
 

21. 	 Various Documents USAID Senegal/OMVS:
 

- Project Agreement 19 July 1985
 
- Administrative Studies for OMVS December 29, 1983
 

- Obligations de l'OMVS
 
- RBDO Cable to AID/W - Sept. 84
 

- Note de Service No. 00045 du 04 Mai 1984
 
- D616gations de Pouvoirs No. 00003
 

- Note 6 l'attention du Haut-Coianissaire sur le R61e et la place de la 

Cellule d'Evaluation et de Planification continue au sein de l'OMVS -

Juin 1985.
 

22. 	 Presentation Note on the Development of the Senegal River for
 

Navigation, Dakar, October 1982.
 

- Note on the Financial
23. 	 Execution of OMVS Infrastructure Progranune 


Position, Dakar, October 1982.
 

24. 	 Miniutes of the Meeting of the Consultative Committee Ad Hoc - Working
 

Group (1 to 3 March 1983), Dakar, April 1983.
 

25. 	 Rapport de Mission i Washington du laut Commissaire ER/HC/DDC/005.
 

26. 	 OMVS - R6union des Chefs d'Etat 4/15/85.
 

27. 	 Note sur l'OMVS - USAlD/RBDO 24 Octobre 1983.
 

28. 	 OMVS Organization Chart.
 

29. 	 Organization Chart adopted at the Extraordinary Session in May 1982 and
 

amemded by the 16th Ordinary Session of the Council of Ministers) -


Dakar, June 1982.
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30. 	 Rapport M.JUTON Mission de Diagnostic sur les activit6s de la Cellule
 
d'Evaluation et de Planification Continue (CEPC) - Projet RAF/81/059 
(28 Mars --11 Avril 1984).
 

31. 	 Unclassified Project Paper Senegal River Basin Planning and Policy
 
Development Project (625--0621) - Approved: July 1, 1985,
 
LOP Amount: $6,000,000 --Agency for International Development.
 

32. 	 Dossier complet du 16@me Comit6 Consultatif OMVS November 1984 (Dossier
 

Apr~s-Barrage) Voir J. Lebloas.
 

33. 	 Dossier complet du C.C. de l'OMVS Novembre 1985 - cf. J. Lebloas.
 

34. 	 Colloque sur les orientations du Developpment de l'"Apr6s Barrage"
 
(Dakar, du 19 au 23 Novembre 1984) - Novembre 1984.
 

35. 	 D6cret No. 85-146 D6cret instituant le Comit6 National de Planification
 
de Coordination et de Suivi du D6veloppement de la Vall6e du Fleuve
 
S6n6gal.
 

36. 	 Conseil Interminist6riel sur les Perspectives et Strat6gies de
 
D6veloppement de l'Apr~s-Barrage Novembre 1984.
 

37. 	 USAID/OMVS Integrated Development Project - Project No. 625-0921, Volume
 
III - Section 4.0., Institutional Analysis, USAID/RBDO - DAKAR - SENEGAL
 

October 1982.
 

38. 	 General Informations on Senegal:
 

- For TDY Use
 
- The Paris of Africa
 
- Dakar is a stylish regional blend of French, Moslem and Christian
 

elements By Marylin Bender
 
- Background Notes - Senegal - June 1984.
 

39. 	 Original: ARABIC loan Agreement (Senegal River Development Project)
 
between the Republic of Mali and Kuwait Fund for Arab Economic
 
Development.
 

40. 	 Note sur la mise en oeuvre des mesures urgentes A prendre pour la
 

gestion du Barrage de Diama, Direction Infrastructure R6gionale.
 
A.GIBB/EDF/EC.
 

41. 	 R61e de la structure technique d'exploitation du Barrage de Diama
 

Direction Infrastructure R6gionale.
 

42. 	 Budget d'exploitation du Barrage de Diama.
 

43. 	 Programme de mise au point de la gestion et de la tarification de l'eau.
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44. 	 Programme de stage i l'intention do '16quipede gestion technique du 

Barrage de Diama 

Compte rendu 	de la 176me confbrence des Chefs d'Etat et de Gouvernement
45. 

de P'OMVS Bamako 
- Mai 1982.
 

l'OMVS.

Compte rendu de la Session Ordinaire du Conseil des Ministres de46. 


des recomnandations du Conseil des Ministres
47. 	 R6pertoire de r6solution et 


Vol. I - Dakar Nov. 1977.
 

R6pertoire des r6solutions et des recoimmandations du Conseil des
49. 

Ministres Vol. II - Dakar Nov. 1977.
 

R6pertoire des r6solutions et des recwonunandations du Conseil "des
50. 


Ministres Vol. III - Dakar Mars 1981.
 

R6pertoire des r6solutions et des recommandations du Conseil 
des
 

51. 

Ministres Vol. IV - Dakar Sept. 1983. 

52. 	 Deuxi6me Lettre do Mission entre le Gouvernement du S6n6gal 
et la SAED
 

1986/1987 du 17.12.1984
1984i/1985 - 1985/1986 

53. 	 Etude du cott de production du paddy sur les p6rim6tres irrigu6s do la
 

du Sn6gal et de la Fal6m6 (Campagne Agricole 1985-1985).
vall6e 

SAED R6publique du S6ngal - Minist6re du 	DAveloppement Rural (Brochure

54. 


d'Information).
 

Mission de prise do contact du Haut Comnissariat conduite par le 
55. 


8 Mai 	1985 -dans les Unit.s de l'OMVS du 1er au
Secr.taire Gnral 
Rapport de Synth-se, Conclusions et Reconimandations.
 

Les
 
56. 	 R6union inter-r6gionale des Organisations 5-14 Mai 1985 


en Valeur du 	Fleuve S6n6gal
comp6tences de l'Organisation pour la Mise 

Quoc-La Nguen,
dans le Dveloppement du Basin du Fleuve S6n6gal. 


- OMVS.
Conseiller technique H.C. 


le Barrage de Manantali.
57. 	 Expos6 Technique sur 


la gestion des Ouvrages Communs de
 58. 	 Terme de R 6frence pour l'Etude de 

1 ' OMVS. 

59. 	 SAED Brochure.
 

SAED Lettre de Mission.
60. 
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61. 	 Note sur Centre de Documentation Djibril Sall, 12.10.85.
 

62. 	 ISRA Brochure.
 

63. 	 OMVS Agricultural Research II Project Evaluation, March 1986, 
Ronco
 
Consulting Corp., Washington, D.C.
 

64,. 	 "La Recherche Agronomique dans le cadre de l'Ame.nagement de la Vall6e du 
S6n6gal," Organisation des Nations-Unies pour l'Alimentation et 
I'Agriculture, Octobre-Novembre 1985.
 

65. 	 Synth6se des r6sultats des travaux d'exp6rimentation de la campagne

agricole 1984-1985 - Projet de prograune pour la campagne agricole 
1985-86, Centre de Recherche Agronomique de Sam6 (Kayes/Mali). 

66. 	 Rapport de bilan de campagnes 1985 present6 6 la 1Ii4me Session du 
CIERDA/OMVS. Les 214-25 F6vrier 1986 A Dakar (S6n6gal) par le contre de 
Ka6di/R6publique Islamique de Mauritanie, Janvier 1986. 

67. 	 Synth6se des r6usltats de la campagne d'exp6rimentation agronomique 
1984/1985. Station agronomique OMVS/ISRA de Gud , Septembre 1985. 
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