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3. 

I. RECAPITULATION OF OBJECTIVES
 

In conformity with work oder N' 4 of contract N" OTR-000-1-00-4329-00
 

of 30th October 1986, we carried out an organization misson at the
 

Sahel Institute (INSAH) in Bamako, Mali, from 6th January 1986 to 18th
 

January 1986.
 

The objectives of our assignment were to
 

- examine the Institute's budgeting system and make recornmandationson
 

methods and procedures :
 

- examine the merits of the chart accounts
 

- check how the institute
 

* draws up its procddureafor making firiancial decisions,
 

implementi its budget and authorizes expenditure
 

* organizes the accounting system
 

. organizes the inventory and the data-processing system
 

- check also how the Institute organizes its personnel management, parti

culary through the assessment of time and attendance records and its staff
 

requirements.
 



II. WORK CARRIED OUT 

2.1. People interviewed 

NAME POST 

* From the Institute 

Reuben A. Thomas Director G~n~ral 

Madi KONAT Administrative and Financial 

director 

Rokia BA TOURE Director of Communication 

Adou GADIAGA Director of the Central Accounts 

Department 

Abdoulaye SIDIBE Accrual Accountant 

Central Management Unit 

Jules souleymane TRAORE Assistant to the Director of 

Research 

Pape Syr DIAGNE USED Co-ordinator 

Alioune Badara CAMARA RESADOC Co-ordinator 

Dranane DOUMBIA USED Accountant 

Kalfa SANOGO Assistant to the Training Officer 

Mamadou Bila TRAORE Accountant Cashier INSAH 

Fatoumata DIALLO Accountant clerk 

Guy LOYNET Technical Assistant 

Research Department 

Zoumana BAMBA RESADOC 

Padima DIARRA EDP Department USED 

Nafissatou DfOP EDP Department USED 

"-irfma TRAORE Personnel Manager 



From USAID
 

Emmy SIMMONS USAID Project Officer
 

Keith RONWALL USAID Controller
 

DON VAN NOI Sahel Regional Finance Manager
 

These interviews enabled us to
 

1. Assess the situation regarding administration, accounting and budgeting
 

at the Institute ;
 

2. Point out the weaknesses in the intanal control system; and
 

3. Make recommendations.
 

2.2. Nature of the Work carried out
 

We assembled and then examined all the documents available in the various
 

departments of the Sahel Institute.
 

These consisted mainly,in scientific and technical documents (technical
 

reports), administrative and financial documents (financial reports, budgetg
 

implementation letters, assessment reports, correspondence etc...)
 

We interviewed the head of the various departments at the Institute to
 

obtain their opinion and understand their proposals concerning the various
 

organization problems at the Institute.
 

We drew up a questionnaire and asked all the heads of departments at the
 

Institute to fill it in, in order to have an exact idea of their functions,
 

their qualifications and that their posts are effectively necessary.
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Lastly, our data-processing specialist undertook an exhaustive study of the
 

Institute's data-processing policies, the existing equipment, the applica

tions to which it is put and the possibilities of utilizing it for financial
 

management purposes.
 



III. GENERAL CONCLUSIONS
 

In this section, we give the broad of the conclusions reached in our report.
 

I. WEAKNESSES IDENTIFIED IN THE ACCOUNTING SYSTEM
 

1. The main shortcomings that have been identified in this system are due
 

to the fact that the accounting method is not standardized.
 

Two accounting systems exist :
 

- a method specifically conceived for USED and which appears to 

be an autonomous management system with well organized book

keeping in which one can tell at any time the amounts that have
 

already been expended and the remaining balances.
 

- a general system which is managed by the Central Accounting 

Office. 

In fact, neither the USED system nor the system adopted by the Central
 

Accounting Office are likely to allow an effective management of the Insti

tute's resources and assets. This first weakness can be explained by the
 

existence of two separate accounting system within the same body which in
 

principle purports to work towards the same objectives.
 

This separation between two accounting system is exacerbated by the employ

ment of separate accountants, separate accounting plans and different
 

accounting methodologies.
 

2. The separation of accounting systems is not the only shortcoming. 

The fact that within each of these diviisons, the accounting method adop

ted provides scattered instead of exhaustive information is another short

coming since even at USED, the donors' funds are not indexed. 

Apart from USAID funds, USED manages other funds. It receives financing in 

particular from Population Cotincil whereas these funds are not managed by
 

the USED accountant.
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3. Due to the absence of a standard accounting system, nobody other that 

those who are responsible for managing the programmes can really know what 

is going on there. Here the separation of the two accounting systems is 

reflected in the absence of information and standardization Of information 

4. Other shortcomings are due to the presence of isoladed institutions :
 

no common accounting plan, no reports released on the same dates, no way
 

of knowing what resources are available.
 

All of these show that the management of the Institute suffers from major
 

weaknesses.
 

There is inefficient management when resources are over-scaled compared to
 

the results obtained when surplus resources are available on one hand while
 

shortages are experienced on the other.
 

The Accounts division releases no management information as the accounting
 

system does not allow a global view of the accounts.
 

Moreover, the existence of several management systems deprives the General
 

Management of the tool and overall view which it needs in order to allocate
 

resources according to the results to be obtained.
 



9
 

RECOMMENDATIONS
 

1. The System should be standardized
 

The standardization of the system requires the centralization of all tran

sactions .The centralization of all transactions does not mean that the tran
 

sactions need not be recorded autonomously, that is by the different
 

programmes. We are convinced that it is essential for each programme to have
 

its own accounting.
 

It is important here to make clear the distinction between the management
 

of finances and the management of accounts, both from the pratical point
 

of view and from the point of view of responsibility.
 

The manager of finances is entrusted to the nead of department of the
 

programme. He is responsible to the Director of the Institute who delegates
 

authority to him, and his job consists in ensuring the follow-up of the
 

budgets and the day to day management of the programme's finances.
 

All that needs to be done is to make sure that all transactions are reflec

ted under each programme, that a synthesis is made by the programme so that
 

the project manager can have at his disposal cumplete information on its
 

management.
 

By centralization, we mean that the separate accounts divislons should be
 

centralized. It is therefore necessary if the system is to be standardized
 

to place the various accountants under a central accountant.
 

2. A manual of Procedures is required
 

The standardization of the system also calls for the setting up of a single
 

accounting plan. This single accounting plan should be codified in such a
 

way that it will be easy to identify transactions by their financing sour

ces, the project to which they relate and the category.
 

This accounting plan is proposed so that it would permit a certain harmoni

zation of the headings. We have determined five budget headings under which
 

all trant--tions would be classified.
 



Thne repo ing Sys tem also ,needs'- to-,be unified, 'that isasstmhcea 

bies th e ttute to syn thes izel~its -transaczt ions-ad'trvid, sae 

me hih fa itatWe une~ anig at a'spcqi date. 

"''1baeal
As' art of the-staR igsi ~~ -dd6ti~n 

trol be under taken by the General _Man'agement. 

hecontrols cons66ists'in' set tig -up,a member''o'f' managemetisrmnssc 

as thbn piiOn,signal which is,already,-being provided, on a weekly. 

bai,-'but. which' a limited eff'ect since i'he table'.does not contain ,the,m 


details 7or~pannedi disbursements,
 

Provisions' should* herefore+ be ,made in, ord'ert to eal'the Genieral Managemen 

t cowevery nnhor even, every wee k the'_ exact commitments, the ,-disposable 

bal anc'e' of' credit ,agreements,'-he exac't balanes'o h aiu iacn 

and- 'h'e:used tohic tas been' pt. 

'For :instance, a,s atement that makes' i t possible t'o_kno'wtha -at such a da e 

d '.gvnsetoAsuch-an' amount of money wag expende une a gt' hea 

ding. 

j This standardizat ion 'of the accounting'system,' the 'control sysem he 
accounting plan, the reporting ss enth vral'onrlsystem, t he 

evrall- con ro y M will not only.involve tangible asuets 'u iciiu 

asse ts as weil. 

"For-.the standardization" t omak e sense, it i's' ecess~aryJ to' compile, a,m,anual 

of administrative-and accouting procedure's;which wil'l 'inclde th vr u 

guidelines ,whichmut b adhered 'bin'handling' all' the transactionSVof the, 

institute. The manual~ should facilitate the operat'ion ofthe I'nstitte. 
Ithould enable eh ipyee to' hav'e a full ~conception'of' wha ci 

needs 'to be undertaken and h ow. 



II. WEAKNESSES OF THE BUDGETING SYSTEM
 

Since the products of research 'are to be sold,., access to documentation and
 

to the network should be provided on the basis of the cost price of accumula

ted information.
 

In future, it is necessary to determine the cost of books and to ensure that
 

only the books for which there are specific customers are published.
 

In this way, the Institute could one day become autonomous, that is, it
 

could manage by itself the resources that it needs for its survival.
 

It is our view that the absence of co-ordinaiton and planning has an impact
 

on the budgeting system.
 

Another negative effect is the possibility of duplicating and recycling the
 

same documents, which is likely to be detrimental to the credibility of the
 

Institute.
 

Rational management systems must be set up in order to avoid fraud and to
 

prove to donors that the funds which they put at the disposal of the Insti

tute are properly managed.
 

RECOMMENDATIONS
 

There are at least four recommendations which can be made concerning the
 

budgeting system.
 

1. The first recommendation is the compilation of a manual of budgeting pro

cedures. This manual provides a means of standardizing budgeting methods.
 

The advantage of this manual is that it constitutes a series of standard
 

instructions to describe the main aspects of budgeting procedures, namely
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a~Th me~ hos by whric bug aflr ra ns ac t io ns9hudb are 

ot 

espnsiiliiesor the! :arious in theb~ ie ~participantsa buge 

c.The: procedures frdaigppeiodiC synthesis statens 

dhe-methods 'or followup and control or budgetary;-transactins
 

Thnetio of -this manual i~s to make. available ote ntittea at 

whole. a set'.of in-structions which will1 enable each person involved to' know, 

exactly how to proceed 

Particularly. Cor ,'heldrath fabde n ers f e elernttob 

i- ta ken i-1nt a consideration, the implemenitatiouischedule,. the means of 'cbntrol 
,in terms of information,on 'the bugtadtemtoology 'of, budgetingEayo

tern control.
 

2.The .compilation of this mnual budgeting proceduresrequires the e stablia' 
,mentI of a_ Budget Follow Up Committee to enable thie Institute to have a:budget 

-,which.does not belong to a~single person,or-a section of':the Institute .butol 

to the- Institute as a whole.
 

The role and function o f this BudgetP0116w Up Committee will be 
 dfined, but 
theaiistogather in a structure of- an ,operational and conceptual iature 

all, the personswopriiaentemngmn fthIttu .. 

ThsBuidget,Follow;'Up Committee is a priority committee. ,, 

Cnequenty, it will be. charged with, monitoring budget follow up periodi-, 

cally, thati is quarteriy..I t will be up to this Committee~ t6 dIet e rmne 

wethexr>or niotXthe budget being Implemented .correctly adhered to.
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The Committee is also an authority which may decide for example on resource
 

transfer from one heading to another.
 

We believe that it is essential to set up this systm of budget follow up.
 

3. t% feel that it is also important as part of the minagement of the Insti 

tute to encourage more involvement in the Institute on the part of donors. 

To achieve this, one should not consult them only when introducing an ap

plication for financing but they should be encourzged to intervene constant: 

in the Institute. It may be advisable to ask donors to set up at least theii
 

own informal organization whose role would consist _n seeing the co-ordina

tion of their interventions.
 

The organization of donors could be involved at the begginning notably duril
 

a meeting on budget approval and on the definition of promises of finance
 

which would be known by all donors and the Institute.
 

This co-ordination of donors' interventions is essential : thus, it would
 

take place at the beginning of the financial year and it could be carried
 

out during the year on a quaterly basis, and this intervention could take
 

the form of donors receiving, at the end of the year, annual reports which
 

would be certified by the donors concerned.
 

4. Another way to coordinate donors' intervention and to increase their
 

involvement in the budget management process would be to make programme
 

agreements which would take the form of a pluriannual programme contract
 

that would be signed by each donor and include the respective obligations
 

the parties, that is both the Institute and the donors in terms of the imple
 

mentaiton schedules, ways and means, logistics and compliance with a number
 

of preconditions by the Institute.
 

These preconditions should include for the Institute the possibility of
 

complying with a number of operational accounting modes, the establishment
 

of minimum procedures ; - for donors, the possibility of determining control
 

terms and conditions as well as the terms and conditions of receiving annual
 

reports. This would also make it possible to create some emulation within
 

the Institute and would prove useful for the assessment of the work perfor

mance of each of the Institute's staff.
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III. WEAKNESSES OF THE STAFF FUNCTION
 

1. The first weakness is the existence of several statutec.
 

There are :
 

- The technical assistants
 

- The int. rnational civil servants who are either placed direc

ly under the authority either of UNDP or ECA. 

- The Civil servants who are accountable to their governments. 

- The employees who are accountable to the Sahel Institute and
 

who are the only members of the Institute's personnel since
 

it is against those staff members that the Institute's disci

plinary action can really be exercised.
 

The other staff members especially the international civil servants who
 

are put at the disposal of the Institute are hierachicallyin fact outside
 

the authority of the General Management.
 

2. The multiplicity of statutec encails a disparity between the systems of
 

remuneration.
 

There are at least four(4) different systems of remuneration
 

- The Institute's own system which derives from internal regu

lations concerning personnel.
 

- a system which derives from the International Public Employmel
 

- a system which derives from the secondrent of staff by some
 

states to the Instituve and which ignores how relationships
 

are organized between thsC states and the secondment of staff
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- a system which consists in filling the positions firanced by 

certain institutions which accept that recruitment be made 

by the Institute but reserve the right to pay on the basis of 

their own indicial scale.
 

RECOMMENDATIONS
 

1. We recommend that the idea of national quotas be discarded ; indeed, this
 

idea of quotas interfers with the notion of competence as the staff recrui

ted behave as though they are the representatives of their country.
 

This quota criteria should be abandoned so that each staff member considers
 

his integration in the Institute as the fruit of his competence and knows
 

he is judged on competence instead of criteria of nationality.
 

2. We also recommended that a unified staff status be adopted and that all
 

staff members including those seconded by international organization such
 

as Population Council, EDP, ECA, should be merged.
 

To achieve this, the international organizations in question will have to
 

delegate the power to manage their seconded staff to the Director General
 

so as to permit adequate staff supervision.
 

3. We believe that it is essential to see to it that secondment goes with
 

the delegation of power of assessment.
 

4. The standardization of personnel management procedures is urgently requi

red. We suggest that a manual of administrative procedures be drawn up
 

defining :
 

• Positions vacant
 

• Recruitment criteria
 

REcruitment (3election)
 

In-service training
 

* Assessment of performance
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* Promotion
 

* Paid leave and special leave
 

* Breach of contract
 

* Salary scale and grades
 

* Profile of positions
 

5. It is also advisable to recruit only periodically.
 

This would make it possible to inject a new dynamism into the Institute
 

while allowing it the possibility of replacing inadequate personnel or the
 

personnel whose real profile does not correspond with the expected profile.
 

6. As part of personnel management, general means should be pooled.
 

In other words, resources especially logistical resources such as vehicles,
 

photocopying machines, should be pooled so that everyone feels that he is
 

treated on the same footing.
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IV. OTHER RECOMMENDATIONS.
 

1. On the data-processing system.
 

The use of data-processing should make recording of transactions faster
 

and allow deeper analysis.
 

It should also make it possible to control assets effectively special

ly tangible assets.
 

For example, it would be possible to manage all motor vehicles through
 

computer. The statements would indicate the cost of a kilometer accor

ding to each type of vehicle and the costs related to the various manage

ments by incorporating in these costs a percentage of charges which is
 

noramally borne by the programmes and projects.
 

2. On programme Planning.
 

It is essential that a global management policy be formulated.
 

Donors could do thic if they were presented with programmes which re

flect all the preoccupations of the Institute at a given time instead
 

of isolated programmes.
 

It should thus be possible to obtain the pooling of resources which would
 

make it possible to avoid financial charges and to ensure that resource
 

allocation is made not as a funtion of available resources but as 
a func

tion of the priorities definied for each of the projects.
 

3. Recruitment of an accountant.
 

It seems to us that the most urgent actions is to recruit a central accoun

tant and to see to it that for each project the accountant is responsible
 

for
 

- indexing all financing 

- recording the transactions relating to his project 

- periodically forwarding these transactions to the central 

accounting system.
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IV'I.1 DESCRIPTION OF BUDGETIN PRATICES
 

a)CI SBuget
 

This budget-is. funded by the'lmembert state'sa conrtiibutionh. It isprepared 
bheEcuveSecretary,:and submitted' for exami'nation bthe Co-ordina-i. 

in-?inister'pxtiO to-approval-by thC~clO ~itr
 
HTh financial yearr fro Jaury
a~s"tt131st, December'of each year.
 

Th macul period fromi?.t185i21 0
CILSS Budge t.for, the 

(0001CFA'F)Y The budget headings are set~out in detail in Appendix 1 

b)'USAID Budget 

It supports RESADOC and the~ Central Management Uni ItSecIretariat. 

'The Director lays down his Programme of operations for :the whole';year. 

The accountant then consults local. su ppl iers On their prices. After that 

he calculates the~requirements .of: the bugt 

The accountant, under the supervision of 4 the Administrative and'Financiaill 

Director, works, out a draft budget, stating the requirements ofith'other 

i' departments. All this informatiornis assembled-by. the Adminsrtv and 

S Financial Director, 

'~ The preparation of theUSAID budget takes about a week. TeUSED budget als, 

4 
4 ~ financed partly by USAID, follows a special procedure~ that is the budgets, 

ar .,the~firat budget serving as basis for drawing ,upoehalf-yearly a 

tesecond, which follows a special procedure. . ~.' .>4 

SFor each project In progress in a country, a bu'dget is drawn up based -on 

previous one,.taking into account, however the needs stated-and the 

- . -~adjustements that were necesaary In4implementing the last budget 

USAID participates at the Central Ma'aeen nit at USED, RESADOC and-

Icommunications. The glba budget between 1978 and 1985 amounts to 

~"1 823 351 (000,CFAF) (see table of budget headings in appendix 2) 

-the 


)4~;44; 4Z,~4~444444444~~4-; 



c The Netherl'ands 
Thy ariiptei ranigprticularly In the C. P..V. project '-Centre 

Sahlien de Formation-en- Protectioi -des V~g6taux" (Sahel. Centre for trai-' 

ning'i plan" pro tection) to the sum df 1.8 217 '(000 CFAP) between ,1978 

An ini'ial budget was drawn up t~artwith~inicollab'ration with' the don
 

but henanc ornc
u sn~cl annual. budget o fncal Collow-up' has, been done by the'henno I 
Iristitute' for-this proj ec t.wich -dates fr om 1981. 

Budget management' and follow-up are. done by a techniic'ian from the~donor 

country., 

Th'e budget' for the year is based on the previous one,: to which 10 X~iS 

-'addedt o meet cntingencies. 

The. budgetary yeat runs from January to 'December, NfoliImit is set onth 

transfer~of~funids bet, cen dif'ferent-budget ln tmta h oo ut 

-~%be consulted beforehanid.'~- ~ 
Between 1978 to,1985 INDP/UNSO provided finance to the -global sum f
232~063 (000 CPAP) ;it participates in Research and in training~with the. 

FAPISProject "Forniation en am~nagement"'pastoral int~gr au, Sahel" (Trainini 

for' initegrated patrldvlpeti h Sahel") (see table of, budget 

-' - headings in appendix 3) -- v, ~ - " 

Technical and financial evaluation is also carried out for the projects., 

.This donor finances conjointly-,with UNDP/UNSO the research programmes. into, 

mnillet' 'sorghum, beans (niLb and maize,-"~ 

year, the department receives from the countries concerned with the-1, 

research a draft budget sent,,by their national scientific comimittee wh ic h' 

is composed of grain selectors for ni'6b , millet, maize and sorgh niand-' 

of a :developer, 

-Each 

4'~a 



Fo te det a30%ad ane pant isalatd
atonl 


r-'nfers o fud ewe ifrnugthe ites e acge pedo afte
 

,Allthesizapiocbyutes ae st~isue andytheDoprnor. P Man19 e8 eto 95 h
 

in appendix.
hea0ng 


'For,- the Ca~omnation project %th ug~n prcd ~a<ati flo 
"A -Tae CIS exet designate bynNA a e ten' au'aineprtaf 

A rafitobudget s'bthen dw up by th difentbuge 

~hadligsarese ou-t.,ail ,ntt teanagdeiFom,-ent
 

napnid~) apendi ' 

-DCmil iacs the e n't ~.DFor rcdrlatter projecti s no~ eao budgetin l1os. 

e gestte
supisThe C hoicxprt loestne
 

Adraft ;budget is then drigndb h couordintr (n~thediffe ntr ive 

Theudgetary ear u n fromn1s Jaur5 o3s)eeme e pedx
 

ugt for budget heaingncsRsdc'n S .'o h atrpoetn 

ha endan pBet en17 ,ad19 te;lbl DCbde a " 

V 

15 1 (oo P -F 

IDRCpariciate Rsadc. o-wrk ut is bdge th~coordnat
manlyin 
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IV 1.2 DEFIENCENCES IN THE BUDGET SYSTEM
 

1. LACK OF BUDGET PR OCEDURE MANUAL
 

The cliss does not have any written procedure defining
 

- methods and mens of preparation of the budget.
 

- procedure for the commitment of it funds.
 

- means and methods of controling expenditure performance.
 

CONSEQUENCE
 

Makeshirf procedure usually govern the preparation
 

of the budget.
 

Most of the following deficiences are more or less
 

2. INADEQUATE DECENTRALIZATION OF BUDGET PREPARATION PROCEDURES
 

We have observed that each projet management prepare his programme and submits
 

in to the Director General . Most often the project is automaticaly approved
 

and forwaded to moneylenders.
 

CONSEQUENCES
 

The various projects existing in the Institute are mana
 

gement a3 independent projects.
 

As result, they do not follow any order of priority,
 

which means that a programme may be adopted for a given
 

project have not been met yet.
 

3. LACK OF STANDARDrLED BUDGET PROCEDURES
 

There is no standarded procedure for the preparation and follow-up of the various
 

project budget.
 

4. LACK OF ADEQUATE CONTROL PROCEDURES FOR THE PERFORMANCE OF EXPENDITURES
 

Expend'ture performances by the CILSS are not subjected to any appropriate follow

up in relation to the budget breakdown per donors and project.
 



CONSEQUENCES
 

An invoice relating to expenditure incurred by a given project
 

may be presented to several moneylenders for financing.
 

Morever the institute does not have all the required powers for
 

decision-making.
 

This deficiency encourages irrational distribution of expenditurei
 

IV 1.3. RHCOMMANDATION ON THE BUDGETING SYSTEM
 

1. INTRODUCTION
 

The budget is the figure presentation of the programme of action of the given econo
 

mic unit for a given period (usualy one year). It specifies the pursued objective
 

and the human financial andphysical resources to be used to achieve such objectives
 

The budget should be a privileged decision making instrument in managing the CLISS
 

as it will rationalize the choice and performance of expenditure and will be used
 

to assus project activities.
 

We recommend a budget procedure involving 4 stages
 

1. Choice and planning of the objectives
 

2. Selection of the required mens
 

3. Control of the performance of expenditures
 

II CHOICE AND PLANNING OF THE OBJECTIVES
 

The overal long-term policy of the CLASS is defened by the cuncil of Minister
 

of these State that are inv,)lve in the projects.
 

The ilplementation of such a policy involves annual programme and budget of
 

administration and finance shall pulish a budget preparation note around September
 

15 th of each year.
 



'This aote shiall spe6ciLj'y
 

V ooI k" to be acheve by each u nit''andY 

C - achduling;or worthe hIte 

b.fThaso h aius . concevn, d..salI 'maKe hi 

budge t estimate-in lonwt h ~ ~eaain- e. 

h.Direct r-,of-Adminis ration" shall' collect, the aiOUs3 

r a ti~n1 unde 
c. 


adconvene the 

the chairman ship, 6r, the: Di trenLral 

The commitce shall consist o 

i~s~l etn o bud get' arbI 

the Direc orkGeneral
 

Director of the departement ofLadmi 

2nistration -and finance . 

-the 


various project Mnager 

~At this meeti g t he_ b~mmtce shall md can 

-the 


t he' order', of'priority' of programme.- (all 

CLISS programmesput togete 

t he amount. odf disbursement prov:ided f 

earch lbudget, heading. 

d Further t o first meetingof ,the arbitration,Comitce htte 

Director: of' Administration and fianancce shall',prepazre .adraft 

naaccount ('seetp or draft bugtappendilkbudget taig 


for 'thethe Se Cp t1imeC; drf
eThe Commitce. sh all1Meet to 

dotd~.deshall be submitted to the ,council 'of 

Mi~'nitr for approval around De cembecr 1st 'of ea Ch ear 

g~J 
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g. The Diector of Administration and finance
 

shall establish the finalized budget as adopted
 

by the Council of Minister including all their
 

amendements.
 

3. SELECTION OF THE REQUIERED MEANS
 

An advisory meeting shall be organized with the following members
 

- project Management
 

- Members of the Council of Ministers and
 

- A post of moneylenders.
 

This meeting shall present 
the various projets that were proposed by the
 

CLISS abd approved by the Council of Minister the meeting shall establish
 

moneylenders contribution to be achievement of sush project.
 

Any programme which the CLISS regard as a priority one and which is included
 

the budget must be implemented . The meeting of the A'dvlsory Committe
 

should determine the means 
that are required for the achievement of sush
 

programme even if moneylenders' contributions 
are inadequate.
 

The "finance from the budget" sectionshall be completed by the Dorector
 

of Administration and finance after this meeting.
 

NOTE
 

In the budget preparation scheduling the Director of Adminis

tration and finance shall take into account the need to pre

pare documents in advance in order 
to enable the persons or
 

institutions conserned to examine them before meeting 
.
 

An example of budget preparation scheduling is appended here

with.
 

4. PROCEDURES FOR COMMITMENT OF FUNDS
 

_ See procedure for payments cycles.
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5 	c IMPLEMENTIONCONTROLPROCEDURES FOR PROGRAM 

T he' Collin documents ' shallI be' prepar4d 

a tQd Progress report i d a h de virly 

t it at yve, and qualitative obj e c t ives for each' programme 

7L;ogether 7With acot a1aciemetduringthisperiod. 

a 	quartel y balance sheet
 

a mounthly state ent of project expenditure A-6pow-u 

a uhlaeexpenditure 0 althe project: together 

a detailed nrounthlostatemet' o f subsidies peroemoneylend 

1nd 	 pe~r proj e'ct. 

a mounthly recapitulation of subsidies~'to comne per mone

lenders- for all the projet together) 

a cumulated statement of collected subsidies.F 

A Mounthly statement of project expenditure-follow- up (Appendix I)
 

~This statement is-basically meant for internal puriposes tpeet monthly; 

S expenditures together with the observed difference per heading,~programme;, 

and account over the same period 

Inaddition the document will evidence residual budget resourcesso as to' 

draw the attezntiop of the user to any outlay overrun. 

B.Monthly statement of expenditures for all the projects 

The 	summary follow-up monthly expenditure will showth evolution of an
 

item Of expenditures for the eiitirce project., 

This will enable the arbitrationv Cornnitce to'detect chances of outlay.


$~	overrun in given item of the programm'e in t ime and to detect accordingly to~ 

requesf partial resource transfer Crom ,aminor programmne or, from a programmt 

withi favorable situation. 
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C. Monthly ijtatement of the follow-up subsidies receivable per
 

project per moneylenders
 

This statement is prepared by gubtraction operation that were entered in the
 

ledger from subsidies to come.
 

This implies the existence of a"subsidies receivable" account per project
 

and moneylenders.
 

With this statement moneylenders can receive weekly or monthly information on
 

the operation they are interested in and which received their prefinancing
 

from the project and which have not been repaid.
 

This statement shall be forwaded with a copy of expenditure vouchers and of
 

the repayment reque2t;.
 

Achievement of the data processing programme should take into account the
 

following two constraints :
 

- the need to establish a procedure whereby all the opera

tions that obtained repayment can be written off the
 

data base.
 

- The need to use letter "R" (recall) for all former
 

op6ration i. e. for which a repaymentrequest has been
 

abv'1ady made'. 

D. Refcapitulation of the-follow of working -expenses per moneylender
 

This statement will enable each moneylender to follow actual expenditure
 

repayments for all the projects.
 

In addition to time gainingcomputerization of statement3 C and D will enable 

the institute to cancel "lore claimq that may cause it tortoqxu, " several 

moneylenders to 'fully repay the same expenditures. 



E. RMcapitulation of subsidies received from moneylenders
 
ner
-----------------------------------------...


This statement is establishd mergrng the "Equipment sub3!dies and
 

"Working subsidies" accounts per moneylenders and project . It shows
 

total subsidies received and can be compared to the overall budget
 

; allocation to show the amount of subsidies.
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V.2.1. DESCRIPTION OF ACCOUNTING PRATICES
 

At present, there are two separate accounting systems at the Sahel Institute
 

- USED's which manages its funds autonomously and keep its own
 

accounts ;
 

- The Central Accounting Office's, which manages all the other 

funds. 

1. Accountancy
 

The main role of the chief accountant at USED is to
 

- draw up a financial report every three months for USAID, USED
 

and the other projects.
 

- make out a request for disbursement addressed to USAID based
 

on the actual expenditure of the previous quarter ;
 

- carry out the follow up of the budget by expenditure with
 

actual expenditure, and investigate the reasons for the dis

crepancies ;
 

- keep the banking books.
 

2. Central Accounting Office
 

For the Central Accounting Office, the accounting organization and procedures
 

are laid down in sections 21, 21, 22. 23, 24 and 25 of the financial regula

tions amended by the 19th Council of Ministers.
 

The Director of the Central Accounting Office is responsible for the accoun

ting of :
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- revenue and expenditure related to the implementations of the
 

CILSS budget ;
 

- expenditure related to the eventual financing of studies and
 

operations approved by the Council of Ministers.
 

- the special Sahel Fund. 

- the organization's other funds.
 

The Director of the Central Accounting Office is responsible for recovering
 

revenue and paying expenditure. Each month he sends a copy of the balance
 

of accounts from the ledger and the bank reconciliation to the executive
 

Secretariat and to donors where their own budgets are concerned.
 

The Director of the Central Accounting Office is responsible for the sin

cerity and regularity of the account entries, and must keep his accounts
 

in conformity with the regulations concerning public accounting in force
 

in the country where CILSS has its head office.
 

The payment of invoices is made by bank cheque, except for small expenses
 

which are covered by a petty cash fund.
 

The petty cash fund, with an upper limit of 150 000 CFAF can only cover
 

expendirure not exceeding 01 000 CFAF. Cash renewal is based on vouchers.
 

Before selling any expenditure authorized for payment, the Director of the
 

Central Accounting Office checks that the person authorizing payment is
 

entitled to do so, that credits are available, the claim for payment is valid
 

and the settlement complies with the regulations.
 

He suspends payment in the case of insufficient credit lack of justification,
 

objection etc...
 

Any refusal to pay must be justified, and noticed within 48 hours to the
 

Executive Secretary, who can order payment to be made.
 

In which case the director of ti Central Accounting Office must carry out
 

the order, unless there is insufficient credit, lack of proof of service
 

rendered.
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On 31st December of each year, the director of the Central Accounting Office
 

draws up the final balance of accounts of the ledger, and prepares his
 

management account for the financial year in question, the following 30th
 

April at the latest.
 

Lastly, besides al least two unexpected checks a year, the accounts of the
 

Director of the Central Accounting Office are subjected each year to verifi

cation by an auditor, as laid down in the internal regulations and in con

formity with the procedure set out in section 29 of the financial regula

tions.
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IV.2.2. WEAKNESSES OF THE ACCOUNTING SYSTEM
 

1. Indexed major weaknesses_
 

* INSAH has no double entry book-keeping
 

* the method of book-keeping used is not exhaustive because information
 

is scattered and not always complete ;
 

* INSAH has no consistent administrative and financial management data

processing ;
 

* Accounting ri les and procedures differ markedly due to the terms imposed
 

by financing institutions ;
 

It is difficult to determine whether the expenditure incurred with donors
 

correspond with the goodsiand services required for the project. 

* The budget is not kept in such a way as would allow to compare budgetary
 

provisions with real expenditure
 

* 	The accounting frame currently in force at INSAH does not make it possible 

:o undertakxe an adequate analysis of all committed oxpenditune. 

• The other projects modeled their accounting method on USED which is not
 

a perfect model of administrative and accounting management ;
 

* An auxiliary accounting is kept without the prior existence of an adequate
 

general accounting ;
 

* 	INSAH does not keep any accounts of UNDP funds
 

* Classification as currently conceived at INSAH does not allow an easy ac

cess and a prompt exploitation of information.
 

INSAH has no administrative and accounting procedures
 

There are no periodic financial statements;
 

It is difficult at present to know the overall amount of financing expended
 

INSAH has no register of fixed assets.
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2. Consequences
 

a) The absence of a double-entry book-keeping which constitutes the major
 

bottleneck at INSAH raises serious problems and deprives it of a managemen
 

information device
 

Indeed :
 

* Up to this point, no one can tell what amount of financing it has recei

ved from individual financing institutions and what use was made of it.
 

* It is presently impossible to present INSAH's overall assets. 

* It is also difficult to trace the fixed assets acquired through the 

resources of the project. 

b) The fact that the accounting system is not standardized results in
 

inadequate coordination and deprives the Institute of global and consistet
 

information.
 

c) There is risk of malpractice if the internal control-is.unable to trace
 

expenses which have been committed in the interest of the Institute or for
 

another purpose.
 

d) An inadequate classification entails loss of time but also increased
 

work burden.
 

e) A manual of administrative and accounting procedures conteins standard
 

directives. Not having one prevents standardization or even leads to de

vlations.
 

f) It is difficult to know the assets and liabilities of the Institute due
 

to the absence of financial statements.
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IV.2.3. RECOMMENDATIONS
 

1. Need to standardize the accounting systems in force at the Institute
 

Indeed the current accounting organization shows disparities.
 

2. Reoganization of the A.F.D.
 

- It would be desirable to organize the Administrative and Financial Direc

tor's Office by designating a head of the Accounts Division and the
 

accountants of each programme.
 

* Attributions of the Chiof acco,,'ntit 

* He is placed under the authority of the Financial director
 

* He supervises the book entry of transactions with customers
 

suppliers, bank. invoicing, investments and all other transac

tions linked with company exploitation.
 

* He is in charge of the balance sheet, the management accounts,
 

the statistics and cash positions of the Institute ;
 

* He keeps the daily accounts of the company vis-a-vis a third
 

party ;
 

* He prepares the statement of the company's assets and liabiliti,
 

* he cross-checks all the acounts ;
 

* He determines the gaps between budgetary provisions and real
 

expenses ;
 

* He updates the accounting plan
 

* He is responsible for all book entries, of their sincerity
 

and regularity in accordance with the accounting plan ;
 

* He oversees and monitors the work done by the employees placed
 

under him (verification of comparative Statements etc ...... )
 



* He authorizes correcting entry
 

* He sees to the scrupulus observance of the internal rules by
 

all the staff placed under his authority
 

* He prepares at the end of the year a consolidated balance sheet
 

the balance sheets drawn up according
which will reflect all 


to each financing source ;
 

* He monitors and authorizes all cash transactions.
 

* Attributions of programme accountants
 

He is in charge of :
 

* programme accounts per financing source
 

accounting vouchers, administrative do* classification of all 


cuments, reports per financing source in filing cabinets.
 

cash pay and miscellaneous transac

tions journals ;
 

* keeping the various bank, 


* preparing bank reconciliation statements
 

* drawning up a balance sheet per donors
 

3. New Accounting_Frame_
 

* Accounting Plan
 

We have set up for the Sahel Institute a standard accounting plan which is
 

adapted 	to its realities and requirements. It takes into consideration the
 

their nature, the financing source,
classification of charges according to 


the programmes and the sub-programmes (see Appendix I)
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* Manual-of Administrative and Accounting procedures 

It describes :
 

* the terms and conditions of carrylng out transactions
 

* the responsibilities of the various parties involved
 

* the methods of preparing periodic synthetized statements
 

we have also laid out the terms and conditions of transactions
* 


monitoring by external entities.
 

This manual can be used as :
 

* a management tool as it permits to define the terms and condi

tions of project implementation but also facilitates understan

ding and interpretation of the procedures applicable for
 

controlling funds use.
 

* a planning instrument as it defines the standards of planning,
 

use and allocation of the funds put at the disposal of the
 

Institute.
 

* a communication instrument as it enables the various parties
 

involved to coordinate their action on 
the basis of common
 

standards and codes.
 

* a training instrument for newly recruited employees whom it
 

helps to find answers to their questions.
 

* eventually, a managemen' Information device which will help the
 

various executives to analyse all the information and results
 

which will get to them in a standard format.
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IV. 3.1. INTRODUCTION.
 

The objective of the mission was to determine the Institute's capacity
 

to carry out financial management with the available data-processing
 

means. We mostly concentrated on :
 

- the inventory of available resources, including the equipment (had

ware-software ) and personnel
 

- the use of such resources ;
 

- user's appraisal of conditions of work and of means made available
 

to them ,;
 

- futur resource, training and data processing requirements ; and
 

- the medium term objectives of INSAH.
 

This led to an assessment of its current problems.
 

The particular situation of the Institute at least as we perceived it
 

during our meetings with the management, reveals two major categories
 

of problems :
 

- problems relating to management procedures and 

- data processing problems. 

The analysis of the data-processing system currently used for manage

ment purposes appears in the other sections of this report and propo

sals are made for the establishment of new procedures.
 

However, it should be remembered that data processing should be inte

grated, as an instrument of management, downstream of the organizatio

nal process.
 

Consequently, it should not be considered as a tool for solving problems
 

inherent in poor organization of the information network.
 

A clean and precise description of the work procedures and functions of
 

each unit of the 3yztem would be the best way of ensuri - good manage

ment, provided methods of work are strictly abided by.
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IV. 3.2. DATA PROCESSING PROBLEMS.
 

We have taken the current situation of the Institute into account and we
 

have classified the various problems depending on their nature
 

* current technical situation
 

* application quality index
 

* computer operation
 

I. Solution adopted by INSAH.
 

The Sahel Institute is specialized institution of the Permanent Inters

tate Committee for Drought Control ( CILSS ).
 

As such, its resources consist of contributions from member states and
 

donor's assistance in financing some projects.
 

One such projects are identified, specialized departments are entrusted 

with their implementation. 

Data processing was used in this respect to solve specific problems rela

ting to the various projects ( EMIS for exemple in the case of USED ) or 

departments ( management of a library data base in the case of RESADOC ). 

So at the start of each project, where there was a need for electronic
 

data processing, the head of the department concerned had to find finan

cing to enable him to carry out the project.
 

Equipment is acquired or staff recruited within a well-defined framework
 

and for the needs of the particular department.
 

This fragmented approach helped to strengthen the feeling of belonging to
 

a particular department and this inhibited any initiative involving the
 

creation of an overall data processing system for the Institute.
 

2. Application quality index.
 

Users generally have a critical judgment on the means that are made avai

lable to them.
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In some cases, the results achieved constituted quite a satisfactory
 

response to the specific needs of the projects or departments concer

ned, particularly in the case of the USED and Research Departments, and
 

to a lesser degree and more recently, in the case of RESADOC.
 

the various discussions that we had revealed the following :
 

- unqualified final users (they are the recipients of da

ta processing results) ;
 

- lack of confidence in the system's master data (RESADOC)
 

- the need for additional information (socio-economic da

ta base for USED, etc... ) ;
 

- lack of involvement, on the part of the technical staff,
 

in the use of programme which are meant for them, which
 

leads to concentration of knowledge, which may be detri

mental to the institution, and
 

- under-utilization of the software made available to them. 

3. Computer-operation.
 

A number of problems appeared in this area. FIrst, the existence of three
 

data processing units calls for an analysis department
 

a. RESEARCH.
 

A machine is available but not used.
 

However, data processing ii done on two other units that do
 

not belong to the Institute.
 

Users are satisfied with the results and do not seem to be
 

worried by the likely departure of the only person who can
 

handle the programmes.
 

Provisions have been made to transte.7 all the data to the
 

department's computer but the required means (data collec

tion personnel, training of research people) do not exist.
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b) 	RESADOC is equiped with three units which have served so far
 

for the management of bibliography master data through a
 

PC-1515 software.
 

The programme can theoretically handle up to 10,000 reference
 

A number of problems have appeared however, the most important
 

of which being the departure of the person entrusted with the
 

finalization of the results with a view to more appropriate
 

use for the departments needs.
 

The mission observed that the programme could not handle more
 

than 2,500 references due to loss of information, duplication
 

of data, dissipation of data processing time etc...
 

As RESADOC is almost unable to use its equipment, the only
 

solution for data base management was to hire disk space and
 

processing time while waiting for the purchase of an HP 3000/3
 

mini computer in May 1986.
 

A computer technologist is currently managing the data base
 

on a software unit that has been made available by IDRC.
 

It must be noted that finarhce in respect of hiring disk space
 

and processing time will end on 31st March 1986.
 

c) 	As for USED, it has 6 IBM units and a couple of high level 

computer technologists who are operating standard software 

units (such as WOOSTAR, TEXTOR, SLMICRO, DBASE I, DBASE III, 

etc...) designing specific programmes (EMIS, BOBO, EMIS-BAMAKO 

etc . carrying out firot-order maintenance for the equipment 

and training courses. Data collection staff have been ':rai

ned to enter the data and a schedule has been established to
 

train them, in prcgramming. Moreover, this is the only depart

ment in which any member of the technical staff can use the
 

computer alone for data processing p'joces.
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The only problem here relates to data medium storage,
 

as diskettes(including security ones ) are stored in
 
the same room and next to the computer room, which may
 

be very dangerous for data security.
 

d) Finally, the other departments do not feel concerned
 

about data processing problems as they have neither
 

the means nor the structures that could give access to
 

such means.
 

e) It should be noted that the departments that possess
 

their own computers are located at a considerable dis

tance from each other, and that the operating staff are
 

only responsible to the co-ordinator.
 

This situation inevitably raises a certain number of
 

problems, especially :
 

- the lack of mobility of operating staff within the
 

Institute. The micro-computer in the Research depart

ment is not utilized for lack of data collection staff
 

and of training for the department's executives, al

though training programmes have been set up by USED
 

and an initiation in programming was even started for
 

their own staff.
 

The people in charge of the Research department are
 

waiting to obtain financing to put their equipment
 

to use, with the risk, one day, of Mr. LOYNET lea

ving with his equipment and his programmes.
 

We know, however, that the computer technologists
 

at USED are quite capable of doing their programmes
 

and that their data collection staff can do the
 

transfer of the data on to the IBM-PC.
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Similary, if RESADOC had been able, in the past
 

to count on the computer technologists at USED
 

to help with the work of improving and maintai

ning its programmes for the management of its
 

bibliographical data base, it would certainly not
 

find itself in the situation today where it is
 

unable to use their equipment and is obliged to
 

appeal to the financing sources for the acquisi

tion of new material requiring the recruitment of
 

another computer technologist.
 

- the duplication of certain investments. Instead 

of having a system of batteries at each site to 

attenuate the problems caused by frequent varia

tions in electricity supply, if finances had been 

pooled it would probably have been possible to 

buy a generating set and a transformer establizer 

to enable the staff to work round the clock in 

perfect safety. 

For this reason at RESADOC, the basic equipment
 

used for data-processing has been duplicated so
 

that the same operations can be done on the two
 

machines at different times, in other to avoid 

a power out in the middle of the up-dating of the
 

data base causing too much disruption.
 

Similary all the data storage media could be kept
 

in the same place where all the safety standards
 

would be respected in case of emergency.
 

- Needs are split up according to sector RESADOC 

is lnoking for a new solution because of the 

increase in the number of its references. 
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At the same time USED would like to have a socio

economic data base, and the possibility of mana

ging its own deparmental accounting.
 

The Institute, likenise, would prefer to compute

nize its accounting and the management of its staff
 

and equipment.
 

The RESADOC department spends too much time draw

ning up budgets for financing sources, though it
 

has not got enough staff.
 

All needs are studied sparatly by department.
 

RESADOC wants to buy a new machine but has not got
 

all the finance needed.USED is interested in parti

cipating but is worried about the problem of res

ponsibility for the equipment and time-sharring
 

for its operation.
 

In the present staff of affairs the Institute will
 

have to buy its own equipment for its accounting and
 

will certainly have to recruit staff to operate it.
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IV. 3.3. RECOMMENDATIONS ON DATA-PROCESSIING MATTERS.
 

1. Establishment of admnistfrative procedures.
 

The use of data processing as a financial management tool requires
 

good knowledge of the data processing circuit.
 

Par'; one of this report has analyzed the operations of the Institute
 

and revealed it deficiencies and problems and suggested solutions for
 

the establishment of new procedures.
 

2. New approach to data processing.
 

Credit grants exclusively tied the specific needs of a given project
 

have not made it possible up to now to set up a unified data proces

sing system, which is the only way of guaranteeing rational use of the
 

means available and a sound continuation policy.
 

the first conclusion in this regard is that the Institute does not have
 

means of its own to 
carry out data processing management due to its current
 

structure. But the paradox is that its various departments taken as a
 

whole have the potential that could enable the Institute to achieve its
 

objectives.
 

But the feeling of belonging to a specific source of financing is such
 

among the staff that the Institute has never been able to maintain over
 

all control of all the available resources.
 

The second conclusion is the lack of organization in the operating sec

tor of the data processing departments. At the present time there is
 

no real organization plan for the work. For this reason staff who are
 

normally responsible for deve )pment work have to see to the carrying
 

out of certain applications, which does not help to improve elficiency
 

and security within the data-processing system.
 

Movc:ver, it must be stressed that the computer technologist's frequent
 

interventions elsewhere than at the Institute, and the use of the
 

equipment by people who do not belong to the Institute, do not contri

bute towards optimum use of the machine].
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In our opinion a new policy should enable a single data processing
 

unit to take charge of all the Institute's problems.
 

This joint approach should enable the Institute :
 

- to standardize operator training policies ( from da

ta processing to the use of software ).
 

- to involve executives in mastering data-processing in 

their areas of interest ; 

- to identify the information requirements of the various
 

donors in order to improve their relations with the Ins

titute both from the point of view of budget preparation
 

and of periodic follow up ;
 

- to prepare manuals on data processing methods in order
 

to avoid the concentration of knowledge in the hands
 

of a single person.
 

It is important to realize, however, that before this solution can be
 

applied certain problems will have to be solved, which will require
 

in particular :
 

- the creation of a data processing department with the
 

same statute as the other technical departments, to be
 

responsible for :
 

* defining on overall data processing plan for the Ins

titute which takes into account the needs expressed
 

by the other departments ;
 

* planning a sche( 'e of the work to be undertaken for
 

each information sub-system.
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- the establishment of a site where all the data-pro

cessing equipment can be kept together, in a place
 

which provides all the necessary guarantees of secu

rity and at the same time easy access to information
 

ideally all the Institute's services would be grouped
 

in the same building ;
 

- the setting up by the Central Management Unit of a struc

ture responsible for the management of all, financing concer

ning data processing ( acquisition of equipment, opera

ting staff's salaries, miscellaneous costs of the depart

ment ).
 

Each new budget drawn-up will therefone;have a data-proces
 

sing section whose percentage will be defined according to
 

the project's importance and its eventual requirements concer
 

ning automatic data processing.
 

The aim is for the department to obtain an autonomy which
 

will enable it to plan a strict and fair schedule of the
 

work submitted to it by all the Institute's departments
 

- personnel management in this department is no less important 

than in the others. We believe that within INSAH there are 

people with the requisite skills for the setting up of 

this technical department. 

We consider that their competence on the IBM machines is 

sufficient, but investment will be necessary to train them 

if the HP/3000/37 computer is taken into account. 

- the purchase of transformer stabilizer and a generating set 

would be advisable to attenuate effects of extreme varia

tions in electricity supply and frequent power cuts. 
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3. Information system.
 

User's needs in financial management may by covered by an appli

cation having the following characteristics :
 

-	 Management of the accounts of each department and 

consolidation of these accounts for the Institute 

- possibility of connexions with secondary sub-systems
 

( debtors, creditors, wage earners etc... ) ;
 

- accounting plan to be freely determined by users;
 

- comparison of budgets with actual expenditure which
 

would also facilitate the preparation of new budgets;
 

- free determination of accounting periods by users ;
 

- possibility of making out balance sheets in several
 

currencies ;
 

- parallel and continuous management of 2 fiscal years;
 

- protection through passwords ;
 

- publication of the various statements on demand
 

- Management of a transmitting code for entries in the
 

books and for publications, in order to determine t...
 

source of information or documents.
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IV. 4.1. PAYMENT PROCEDURE(SUPPLIERS) 

At the Sahel Institute the payment cycle for suppliers can be divi

ded into two (2) sub-systems :
 

- Central Management Unit and other departments sub-system.
 

- USED sub-system
 

1. Central management Unit and other departments sub-system.
 

The procedures employed is as follows :
 

* A memo is made out by the head of department stating his require

ments and sent to the Central Management Unit.
 

* 	 the memo is received by the administrative and financial director who 

transmits it on to Mr. SIDIBE, the Accrual Accountant.
 

* 	 Mr. SIDIBE who is in touch with the suppliers, makes out a pre-num

bered purchase order in five (5) copies signed by the administrati

ve and financial director :
 

- Two (2) of them, the white one and the green one, are sent to the
 

supplier.
 

- the other three (3) are filed chronologically at the central Manage

ment Unit.
 

* 	 The supplier carries out the order and delivers the goods. He also 

brings : 

- an invoice in triplicate 

- the delivery note ( I copy only 

- plus the white copy of the purchase order. 

* 	 Mr. SIDIBE compares the purchase order with the , ignment note, pro 

ceeds with the actual counting of the goods and n.gns the consign

ment note.
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* If the goods belong to the Central Management Unit they are entered
 

in the stock files by Mr. KONARE, assistant accountant.
 

* 	 If they are for another department, Mr. KONARE fills in the regis

ter and sends the goods to the department concerned ; the receiving
 

clerk signs the transmittal register.
 

* 	 M. SIDIBE fills in the payment voucher in four (4) copies, has it 

countersigned by the A.D, authorizes payment and has it signed by the 

Director of the central Accounting Office. 

* 	 The Director of the Accounting Office checks the documents enclosed 

ith the order. to pay and signs the cheque. 

* 	 The supplier comes to collect the cheque and marks on the invoice 

,payment received "
 

* 	 The delivery note, the purchase order, the payment voucher and the 

memo are filed according to the budget. 



2. U.S.E.D. 

Lo~al purchases.
 

rhe order process
 

Any purchase of goods is declared when such a need is expressed
 

by a division of the department.
 

The applying division writes a memo
 

which expresses the purchases to be effected.
 

This memo is jert to he coordinator who should authorize
 

the purchase before a purchase order is issued.
 

the authorized memo ia Porwcrded to the accounts department.
 

for it to make the orde:'.
 

The chief accountant inquires about prices from the various sup

pliers who reply by sending proforma invoices.
 

He choses the most favourable price proposal among the various bids.
 

The purchase order is made out in four (4) copies which are pre

numbered and sent to the coordinator for sgning.
 

The purchase order is then divided as follows
 

* Three (3)... to the supplier
 

One (1) ..... is kept on the order book.
 

Concurrently, the mem 'nd the pvo-forma invoi,:e are filed in 

the chronological order. 
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Goods delivery
 

The suppliers deliver the merchandizes along with a delivery
 

order. THis delivery order is signed by the employee who takes
 

delivery of the merchandize (the employee who had written the
 

memo or the secretary ).
 

The delivery order is then handed over to the accountant who ap

pends it to the purchase order and the pro-forma invoice.
 

Receipt of invoice and ament. 

On receiving the invoice, the secretary records it in the inco

ming correspondence register then hands it over to the accoun

tant.
 

the accountant takes out the previous related documents and veri

fies the conformity and accuracy of the invoice then sends it to
 

the coordinator who should authorize payment.
 

When payment is authorized by the coordinator, the accountant is

sues a check for payment and three (3) copies of an order to pay 

All these documents are put together with the invoice and sent to 

the chief accountant and the coordinator for signing.
 

The supplier comes to collect his check and signs at the same time
 

the order to pay and receipts the bill.
 

Record ing of purchases.
 

The accountant records the purchases in his bank book and allocates
 

them under the appropriate accounts.
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The accounting documents are filed in the numerical order of
 

the order to pay.
 

External rourchases.
 

Order.
 

After receiving the memorandum signed by the coordinator, the
 

chief accountant sends a telex to the supplier. Thi3 tel. x serves
 

as a purchase order.
 

The supplier delivers the merchandize along with the invoices,
 

however, the latter are received before the ordered items.
 

The invoice is registered at the secretariat then handed over to
 

the accountant who cross-checks with the memorandum and the telex.
 

He then prepares a bank transfer order, makes out an order to pay
 

in three (3) copies.
 

All these accounting documents are sent to the chief accountant
 

then to the coordina-or for signing
 

The bank transfer order is sent to the bank while the purchase is
 

recorded in the bank book and the accounting documents filed ac

cording to the numerical order of the order to pay.
 

However, most of the external purchases are effected through the
 

INSAH employees during their travels.
 

T'he eoployee concerned Is given a check corrczponding .:th the cost 

of the merchandizc, plus 101 to allow for Price fluctuation ac

cording to the place of purchase.
 
[he employee signs the order to pay attached to the memorandum and 

collects the check.
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IV. 4.2. WEAKNESSES OF THE SYSTEM.
 

1. 	 there is no order register which is based on the numbers of
 

the purchase order so as to make it possible to control the
 

completeness of the orders.
 

2. 	 Neither is there a pending order register that can help to
 

verify pending orders and delivery orders.
 

3. 	 The physical control of the merchandize received must be car

ried out by someone other than the per3on who is respon3Jble for 

filling out the purchase orders. 

4. 	 There exists no list of suppliers' prices.
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IV. 4.3. RECOMMENDATIONS.
 

1. 	 It would be desirable for INSAH to use double-entry accoun

ting as it makes it possible to set up a list of all transac

tions with suppliers and to follow up corresponding financial
 

flows.
 

2. 	 Individual suppliers'accounts should be set up and reconciled
 

with the collective suppliers'account on a monthly basis.
 

3. 	 An order register which is based on the numbers of purchase
 

orders should be kept so as to make it possible to control the
 

conpleteness of erders.
 

4. 	A pending order register which allows to tally on a quarter

ly basis, pending orders with delivery orders should be set
 

up.
 

5. 	 Someone other than the person responsible for filling out pur

chase orders should be asked to effect the physical control of
 

delivered nerchandize ;
 

6. 	 At the beginning of each fiscal year the main suppliers should
 

be asked to submit the prices of elements of common use and to
 

make a list of the prices that will be used in filling out the
 

purchase orders.
 

7. 	 Pre-numbered forms should be printed in order to be used both
 

.o: memoranda tnd orders to pay.
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The order to pay is recorded during the delivery of the merchandize.
 

When the employee returns from his trip, the invoice is cross-chec

ked with the memo and the merchandize rec2ived.
 

The accountant then adjusts the cost to the invoice.
 

the invoice is put together with the memo and filed numerically.
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IV. 5.1. INTRODUCTION
 

In the 1985 organization-chart, staff management was the responsibility of
 

the Staff and Equipment Service which is responsible to the department of
 

Administration and Finance. 

Theoritically , the new chart should not entail any change in positions 

(Appendix 1 and 2).
 

The director of the department of Administration and Finance is to be direc

tly responsible for personnel management where senior executives are con

cernedjwhile the middle executives and other employees come under the
 

personnel department.
 

The various staff categories are the following
 

- Malian civil servants on secondment 

- Civil servants other member States on Secondment 

- Malian personnel recruited by the Institute, and 

- Technical stall who have entered into a contract with Donors. 

There are 88 employees for 1985.
 

The analysis of the Institute's personnel gives the following breakdown
 

according to certain criteria relevant to the Institute
 

- an Inter-Governmental Institution 

- an Institution with a departmental Structure 
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P ERSON EL 

BREAKDOWN OF PERSONNEL BY DEPARTMENT
 

CENTRAL MANAGEMENT UNIT 35 People
 

* General Management 6
 

* Central Accounting Office 4
 

* Administrative and Financial
 

Management Department 25
 

35 

2. COMMUNICATIONS DEPARTMENT 10 people
 

3. TRAINING DEPARTMENT 4 people
 

4. RESEARCH DEPARTMENT 9 people
 

5. RESADOC 11 people
 

6. USED 19 people
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2. BREAKDOWN PER NATIONALITY.
 

1. Mali 71 80%*
 

2. The Gambia 1 1%
 

3. Burkina Faso 5 6%
 

4. Niger 3 4%
 

5. Senegal 3 4% 

6. Mauritania 2 2%
 

7. Chad 1 1%
 

8. Cap Verde - 

9. France 1 1%
 

10. U.S.A. 1 1%
 

88 100%
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3. BREAKDOWN PER DEPARTMENT AND NATIONALITY. 

1. Directorate. 

Director The Gambia 

Mali 

1 

5 

6 

Accounting Department : Burkina Faso 

Mali 

1 

3 

4 

D. A. F. Niger 

mali 

1 

24 

25 

2. Communications. 

Mali 

Senegal 

9 

1 

10 

3. Training Mauritania 

Mali 

1 

3 
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"ESEARCH
 

Niger 1
 

Burkina Fasso 3
 

France 1
 

Mali 4
 

9
 

5. RESADOC
 

Senegal 1
 

Burkina Fasso 1
 

Mali 9
 

ii
 

6. USED
 

Senegal 1
 

Tchad 1
 
Mauritania 1
 

Mali 14
 

USA 1
 

Niger I
 

19
 

+++...
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4. BREAKDOWN BY PROFESSIONAL CATEGORY
 

Senior executives 26
 

Middle executives 29
 

Employees 33
 

88 
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IV. 5.2. ANALYSIS OF STAFF PERFORMANCE
 

In order to analyse the performance of the Institute's staff in general,
 

and of its executives in particular, we distributed a questionnaire (in
 

appendi::) to all senior and middle executives of the Institute.
 

The replies obtained enabled us to determine :
 

- Actual work performed by the executives
 

* Administrative duties
 

* Professional duties 

Others
 

- Actual staff requirements of the Institute
 

At the date of the report, only 17 questionnaiers had been completed and
 

returned out of the initial 57.
 

However, discussions that we had with Heads of Department, together with
 

the analysis of the files of the staff have given rise to the following
 

preliminary remarks :
 

1. - The Institute does not have a system that makes for optimum staff
 

management.
 

a. Personnel management is not entirely the responsibility of the
 

personnel department : the DAF is responsible for the manage

ment of executive staff while the other categories come under
 

the personnel department.
 

b. The Sahel Instituce has no direct influence over the salaries
 

of certain executives.
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c. Criteria for judging performance are not defined.
 

d. There are several different tyoes of status
 

As a general rule, executive staff come under the authority of
 

the organization which finances its programme.
 

2. - There is a lack of balance in the way the staff is made up 

a. There are far too many employees.
 

b. There are too many executives compared with subordinate staff.
 

Senior executive 26 30 %
 

* 	Middle executives 29 33 % 

Other employees 33 37 % 

88 100 %
 

In the category "Other employees" there are a large number of
 

drivers and office-boys.
 

3. - There are no official criteria for the assessment of staff performance
 

4. - Actual time at work is not taken into account since the statelent of
 

absences is not used as the basis for the calculation of salaries.
 

5. Staff files (permanent data) are not always complete or updated.
 

6. There is no consistent policy towards the payment or reimbursement of
 

per diem allowances.
 

eg/ there is no uniform daily rate for per diem
 

0. SIDIBE's 5-day trip to Dakar : CFA F 150,000
 

i-e CFA F 30,000 per day
 

P.S. DIAGNE's 9-day trip to Dakar : CFA F 250,000
 

i-e CFA F 27,777 per day.
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In short, the weaknesses in the system seem to be mostly caused by the
 

absence of a consistent staff management policy, which in turn is caused
 

by the variety of status.
 

In fact only employees who were directly recruited by the Institute are
 

its members of staff and are liable to its sanctions, since they are paid
 

through the CILSS budget.
 

This has the following obvious consequences
 

- Excess charges in respect of staff ; and
 

- lack of efficiency resulting not only from the lack of personnel
 

management objectives, but also from the fact that each member
 

of staff believes that he can only take orders from the Institu

tion which finances his position at the Institute.
 

This is why, before making recommendation3, we have attempted to provide
 

a. a definition of personnel policy
 

b. the profile and job description of the personnel mana

ger as required by the Institute.
 

a. Definition of Personnel Policy
 

Personnel policy is rarely systematically defined. We shall try by the
 

means of the following table to explain what should be understood by
 

personnel policy.
 

For ease of understanding, let us first look at the signification of the
 

three essential dimensions of the "Personnel" function.
 

By "acquisition" we mean the task of finding and putting at the firm's
 

disposal men who will achieve its objectives ; in other words it is the
 

service consisting in providing manpower.
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"Integratin" means what should be undertaken by the organization to ena

ble it to obtain a minimum consensus, working towards the same aims.
 

The object of "development" is that work should be carried out efficiently.
 



71 

PERSONNEL FUNCTION
 

Dimensions of the Means Objectives 

"Personnel" function 

Acquisition - psycho-technical tests To obtain the assistance of 

staff whose behaviour iscompatible with the style 

: competence of INSAH 

Integration - Information 

- Participation To prevent staff turn over 

(delegation) mainly by psychological 

- Training motivations but also by 

-executive/subordinate financial inducements 

relations 

: Good salaries as 

: inducements 

Development Well developed To obtain long term pro-

Training schemes ductivity and a certain 

influence on local society 

that is assimilation of 

of the Institute into its 

environment (the country 

in which it is located) 
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Profile and Job Description of the Personnel Manager
 

JOB Description
 

Personnel Manager
 

Title of post : Personnel and equipment manager.
 

Immediate supervisor : Administrative and Financial Manager
 

Responsible for 
 All the staff of the personnel department and the
 

equipment
 

I. General descrintion of his functioj/_
 

The Personnel and equipment manager, under the authority of the Administra
tive and Financial Director, is in charge of the management of manpower
 

and equipment at the Sahel Institute.
 

He is responsible for the smooth running of the whole of the personnel and
 

equipment department.
 

He sees to it that the intern. . regulations of the Sahel Institute 
are res

pected and abided by.
 

He works out and co-ordinates the appropriate structures for the adminis

tration, management and control of the staff and the equipment.
 

2. Details of his functions
 

2.1 He is responsible for making out files on all the staff and
 

keeping them up to date.
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2.2. He sees to it that regulations concerning staff and the col

lective bargaining agreement governing working conditions are respected.
 

2.3. He is responsible for the upkeep of the fixed and movable
 

assets and for keeping an inventory of them.
 

2.4. He takes part in preparing and negotiating contracts and
 

leases.
 

2.5. He proposes training schemes for the staff.
 

3. Qualifications Required
 

He should :
 

3.1. Be a national of one of the CILSS member countries.
 

3.2. Have a diploma in higher education
 

3.3. Be at least 30 years old
 

3.4. Have 3 to 5 years experience and be well versed in legis

lation and social laws and normal pratice concerning personnel management.
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IV. 5.3 RECOMMENDATIONS
 

1.Harmonization of personnel management procedures
 

Harmonization will necessarily entail :
 

A. The preparation of a manual of administrative procedures which would
 

define the following procedures
 

- Posiitons vacant
 

- Recruitment criteria
 
- Recruitment (selection)
 

- In-service training
 

- Assessment of work performance
 

- Promotion
 

- Paid leave and special leave
 

- Breach of contract
 

- Salary scale and index-linking
 

- Job profiles
 

- Establishment and up-dating of personnel files (permanent data)
 

- Paye income tax
 

- Advances and loans to staff
 

Controls on the payment of salaries and wages
 

The advantage of having a manual is that it provides the Institute with a
 

standard reference document and makes it possible to define the way.
 

The different participants should carry out their duties,it helps to under

stand and interpret control procedures and lastly permits the different
 

participants to act in concertation according to common codes and standards.
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B. Consultations between all the donors and the Institute to define a single
 

salary scale for all the staff.
 

Salaries should be aligned, and to this end donors should be asked to sup

port the CILSS budget so that those who are paid by this budget do not
 

feel frustated or penalized.
 

For it is a fact that the low salaries of staff who are paid by the CILSS
 

budget compared with salaries paid to the staff of projects financed by
 

certain donors (USAID, IDRC, UNAPF, etc...) may in the long run make it
 

a problem for the Institute to attract competent Sahelian executive staff.
 

The advantage of this alignment is that it would provide more social justice
 

and avoid discouraging staff and avoid wastage that is, paying people whose
 

work output. is uncertain because it is not measured.
 

2. - National quotas should be abandonned
 

We are convinced that the idea of national quotas will have to be abandonned
 

so that the Institute can function efficiently and achieve the objectives
 

that were set from the start.
 

What are national quotas ?
 

The system of national quotas consists in recruiting staff on the basis of
 

a fair sharing out of the number of posts available between nationals of the
 

different member states.
 

So, if there are 88 posts to be filled at the Institute, there should theo

retically be approximately 11 jobs for each member State.
 

Moreover each important position considered as acquired by right evcn after
 

the person who held the position has left ; and this fact was authenticated
 

by the training department.
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The nationals of member states appointed by these states usually come from
 

their civil service, and they assure at the Institute with the idea that
 

they owe their recruitment to the fact that they are citizens of that par

ticular member state.
 

They tend to consider it their duty to continue to serve their own country
 

which constitutes in fact their only guarantee of keeping their position at
 

the Institute.
 

CONSEQUENCES
 

This state of affairs gives rise to several consequences that are preju

dicial to the efficient management of the organization :
 

1. Recruitment is based on naitonal quotas sometimes to the
 

detriment of choice being given to the most competent.
 

The case has ansen where a post was given to a competent national of a par

ticular re-assigned to another national from the same state, who did not
 

in fact possess the required competence to take over the post from the
 

previous occupant.
 

It sometimes happens that between two candidates who do not have the same
 

iualifications the choice goes to the one whose country does not have its
 

full quota of staff, although the order candidate is more competent.
 

2. With the system of recuitment based on nationality it is dif

ficult for the Director General to have real authority over
 

his colleagues.
 

To avoid upsetting the balance between national quotas the Director will
 

always hesitate to terminate the contract of an employee from a member state
 

even if he is apparently incompetent. There have been cases where the Direc

tor gave orders for the dismisial of staff but was obliged to withdraw them
 

because of national considerations and pressures.
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3. - As a result of the allocation of posts and therefore of
 

department on a national basis the Institute is divided by
 

a feeling of belonging to national groups.
 

This aspect of things is a characteristic feature of the present situation
 

at the Institute, where the attentive observer, on going into a given 

department , has the impression of walking into a group of people defending 

their flag.
 

This does nothing to encourage a community spirit and results in the Direc

tor General feeling that he is not really the boss of the Institute and
 

almost having to be invited to visit a head of department.
 

We believe that to achieve greater efficiency in the management of the
 

Institute, it would be advisable to abandon the idea of national quotas,
 

or at least apply it less rigidly, considering competence more important
 

than the fact of belonging to a particular state.
 

The decision to abandon national quotas could be taken by the Council of
 

Minister.
 

3. - Establishment of a single set of regulations governing personnel
 

The single set of regulations concerning personnel springs from the need
 

to harmonize personnel management procedures.
 

The main objectives of these regulations are
 

a. Establishment of a system of recruitment
 

This does not mean that donors will no longer finance the posts of project
 

directors or co-ordinators for which they are responsible. On the contrary,
 

they will continue to do so via the Institute.
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The sums allocated will be paid to the project head office which is in
 

charge of recruiting the people who best fit the job profile.
 

The donor will, of course, have a say in the matter ; he will retain the
 

right to accept or refuse a candidate and he will be supplied with all the
 

document on which the recruitment is based.
 

b. Alignmentof salaries
 

The problem has already been dealt within recommendation N'2.
 

We stress that this should be an important preoccupation for the Institute
 

as it may have, in the long run, an impact on the quality of Institute
 

Staff.
 

We believe that the level of salaries proposed by the donors should be
 

maintened and that the donors should be asked ot make an effort to finance
 

salary increases for the other Institute executives.
 

The advantage of this single set of regulaticns is that it makes it pos

sible to treat all the staff in the same way and constitutes in itself a
 

management tool in the sense that it makes it possible to keep or to recruit
 

staff by psychological motivations and to a lesser extent by financial in

ducements so as to achieve long term efficiency. Otherwise as the donors
 

progressively withdraw from the Institute it risks seeing it beat executives
 

leave.
 

4. Assessment of staff performance
 

We know that the Director of the Institute has hisow,, system of staff
 

evaluation.
 

This system is not official and is used by the Director for his own pur

poses.
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The Director's powers regarding the assessment of staff are not defined.
 

We feel that the procedures for the assessment of staff performance should
 

be official.
 

This responsibility should be entrusted to the Director General who will
 

inform the executive secretary of his conclusions and the latter will have
 

power to confirm or rufuse the Director General's decision.
 

5. The personnel department should be given full responsibility for the
 

management of all personnel
 

This means that the situation whereby matters relating to senior executives
 

are dealt with by the department of administration and finance while those
 

relating to middle executives and other employees are dealt with by the
 

personnel,and equipment department should imperatively be terminated.
 

A real personnel department should be set up.
 

The main functions of this department will be
 

* to manage time and attendance
 

* to destine the Institute's short, medium and long term staff
 

requirements
 

* to asse3z sLaff performance and make proposals to Central Mana

gement with a view to sanctions or promotions to be made.
 

6. "Pooling" of general equipment
 

Within the framework of this reinforced personnel and equipment department 

on the one hand and the single set of regulations governing personnel on the 

other , equipment for general use should be pooled. 
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Two conditions should be fulfilled in our opinion
 

a. Construction of a head office where all the general equipment
 

(photo-copying machines, vehicles, supplies, etc ...) and all
 

the departments would be at the same place.
 

b. Negotiations between the Central Management Unit and the donors
 

so that when budgets are drawn up i section is included for
 

financing the acquisition of general operating equipment for
 

the department or projects.
 

In this way,everyone will be on the same footing and it will avoid the dis

persal of financial ressources that the Institute could use to attain other
 

research objectives.
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IV.6.1. DESCRIPTION OF THE SYSTEM
 

1. CILSS Report_
 

An annual report on the technical and financial implementation of the budget
 

is drawn up by the Central management Unit, and sent to the CILSS member
 

countries.
 

2. USAID Reports
 

At USED
 

A quarterly financial report is drawn up backed by the relevant accounting
 

vouchers. This report provides a statement of the budget, the funds received
 

from USAID, the expenditure and the balance.
 

to check how the work
The technicians also visit the site of the projects 


is processing.
 

Forecasts are compared with expenditure and a quarterly technical evaluatlon
 

report is made out on the progress of the projects and on the problems
 

encountered.
 

At the Communications Department
 

A monthly financial report is made out in the Communications Department.
 

3. UNDP/UNSO Reports
 

UNDP/UNSO participate in Research and training.
 

As far as research is concerned the project sends an evaluation report to
 

UNDP every six months, describing the project's progress.
 

Technical reports are also written up and published.
 

Furthermore a quarterly statement of expenditure is made out. Lastly a final
 

annual report is sent to the donor.
 

As far as training is concerned, the funds are managed by the UNDP/UNSO
 

release of funds are made quarterly for the
representative. Requests for the 


payment of grants to students at the "Ecole Inter Etat des Sciences et M~de

cine Vitrinaire" (Inter State School of Veterinary Sciences and Medecine).
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Consequently a quarterly and an annual financial report are made out by the
 

accounts department based on vouchers sent by the EISMV.
 

4. ED' Reports
 

The EDF finances research only.
 

An annual financial report on the use made of funds given by the EDF is made
 

out by the Director of the Central Accounting Office.
 

An annual technical report on the execution of the project is also provided
 

by the Institute.
 

Three reports on activities a year are also made out to show the progress of
 

the research work.
 

Lastly at the end of each year a.meeting of the scientific and technical
 

council is held to draw up a record assessment which is sent to the EDF.
 

5. UNDP Peports
 

UNDP participates mainly in the Communications department. A quarterly finan

cial report is made out by the department and sent to the donor.
 

6. IDRC Reports
 

IDRC participates mainly in Resadoc.
 

A financial report is made out at the end of each year. Forecasts are compared
 

with actual expenditure and any discrepancies explained.
 

An annual technical report is made giving information on the execution of the
 

technical project. Lastly a half-year report is prepared by the coordinator
 

and sent to the Central Management Unit.
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Iv.6.2 WEAKNESSES OF THE SYSTEM
 

1. Weaknesses of the periodic reporting system 

We have noticed some disparities both in the frequency, content and presenta

tion of the reports destined to the various donors. 

Indeed, while some financing institutions such as UNDP require quarterly 

reports others are content with half-yearly or Yearly reports (see appendix ') 

Besides, the documents required vary according to the financing source.
 

2. Consequence
 

Inadequate coordination 

- increased work burden 

- absence of reliability 

- the same situation may be presented differently to various donor3. 

- risk of recycling the same justifications for several donors who 

receive separately various reports. 
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IV.6.3. RECOMMENDATIONS
 

We recommend to standardize all the reports drawn up by INSAH and which
 

are destined to the donors, we mean that standard documents should
 

be compiled and sent at specific dates to all financing institutions.
 

They could serve as a basis for drawing up reports which must include
 

1. An application for funds which should be sent to donor3.
 

2. A quarterly statement of funds received from financing institutions
 

This statement must contain the following information :
 

the balance of the last quarter,advance3 received from the
 

donors, expenditure incurrcd over the quarter and che balance 

available at bank as well as available cash.
 

3. A bank reconciliat.on statement which must indicate the position of each 

bank account. 

4. A quarterly statement of expenditure with an indication for each budget
 

item of the expended item, the amount, the name of suppliers, the available
 

balance and all supporting documents.
 

5. Bank statements
 

6. A quarterly report on fixed assets. 

7. A ouarterly report on the financial and technical implementation could be
 

based on the information supplied above.
 

8. At the end of the year. an overall report on incurred expenditure and 

funds released hy donors in f.ourt of the projert 3houtd be ,l.:n 

9. An annual financial and progress report could also be drawn up 

http:reconciliat.on
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SAHEL INSTITUTE. ORGANIZATION-CHART. ( 1985 

Director General
 

Accountanit
 

Department
 

Central Accountant
 

Department
 

Communications
 

Department
 

Training
 

Department
 

Resadoc Dpt
 

-- USED DPT.
 



NEW ORGANIZATION CHART.
 

Diiector General
 

gD.A.F.
 

_ _ _Finance 

Planning and Research 


Department.
 

Documentation and In

. formation Department.
 

Training Dpt.
 

Administration
 

- Accounting
 

Research
 

USED
 

Resadoc
 

Communication
 



:Hours/Days :Days/Weeka :Weeks/Months :Months/Years:P 
a r t 

icpation. 
in weeklywork 

JES. - Relation with executives 3,20 6 4 10 31.7 

- Relations with colleagues 0.45 5 4 10 7.5 

- Relation with other executives at same level 0,30 5 4 10 5.0 

- Correspondence (receipt how acted on, replies ) : 2,00 2 5 4 10 20,0 

- Communications by telephone 0,45 5 : 4 l 7,5 

- Direct communications ( spoken ) 0,30 5 4 0 5.0 

- Drafting of memos 0,15 5 4 10 2,5 

- Report on working session 2 0,15 1 4 10 : 0,4 

- Control administrative documents 2.00 5 4 10 10,4 

- ContrQI,3ccounting documents : 5 4 20 15,0 

- Office meetings ( departments ) co-ordination ( central mana- 1.00 2 4 10 3,2 

gement Unit ) NA 1 4 : 10 : 4,8 

- Outside meetings ( third parties ) NA 1 4 10 4,8 

S - Design ( conception ) NA NA NA 1 1,2 

- Implementation NA NA NA 1 2 1,6 

- Studies NA NA 1 10 4,8 

- Programme follow up ( technical ) 2 NA NA" 1 : 10 2,4 

- Programme follow-up ( financial ) 1,00 5 4 IO I0,o 

- In-service training ( received seminary, course ] 2 NA NA NA 2 NA 2 NA 

- C given, seminary, course ) 3.00 NA NA 1 1,2 

-Missions ( travelling ) : NA NA NA 1 1.20% 

- Pulbications ( written documents ) NA NA NA NA NA 

- Technical assistance : NA NA : NA NA 2 NA 

- Lectures NA NA NA NA NA 

- Conferences 2 NA NA 2 NA NA (S/mission): 

- Interim replacements NA NA 1 110 20700 

- Organization of meetings NA NA NA NA NA 

-Other duties : give details 2 NA NA NA : NA : NA 

- Can you summarize brietly on a separate sheet the objectives 

of your mission and to what extent it was successful 
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IN PU T LAP t A-iT G C-l e U I 
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Accountant 
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Mr. idibe - accountant 
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transactioi 
a c Document Completness Accuracy 

Validity 
Authorization Ps 

edger . 
File Maintenance 

- Memo 
t 0 

'1 
I- .o 

1) Description Equip 
& Material 

No Not quantified Signature Department 
Head 

N/A N/A -

Purchase Order A number system is 
not employed to ensure 

No mention of 
verification 

Signed by the Director 
of Administration & 

N/A N/A 
0=O O 

=t
>c 

control Finance 

a) Details of order > 

b) quantities
C) prices 

Mo~* 
0I. 

Order to Pay Are not prenumbered Checked by accountant Signed by the Director N/A N/A 

Check Several holders 
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Checked against invoiceSigned by the accountart N/A N/A 

N/A - ot applicable 



LOCAL PURCHASES- . 

Depart..t Programme Manageme4: Accounting Department cc I 

4rfom 3 Breparatiork
f Purchase 0 

Issuing S "ignatureof 
-CoordinaiLor 

L_ > r! 
0uppiier0 

Sibning of 

of P.r. . 

4 
C 

,Supplier 

O -D.O. 

P.O. ~ D.O. Visa.Su°.ero 
/ 

Registering
.of In i Invoic 

Payvmpnt Verifiaton accuracy of Fncomingj1-

I I I 

•. i .. f"l 



____ 

NM=Local 
 Purchas;1n5 - 1 t.D-i 
Program Management -Accounting Divislnn 


PrepArr-rion by
 
Accountk:4t 
 :.
 

ry 
of-Visa of, of Head C. 

Coordinator Visa of Supplier 'Accountant 

10, dA16lq & oni Invnire 

Check S16p lier 

i Entry into-

Bank A13 bank ledge 

71t
 



EXTERNAL PURC.HASES - USED 

Division Accounting Spruirp 

Sending of 
telex to supplier 

Issuing -of 

emno 

". 

Signature of 
Coordinator 

Supplier tnv .1 

Comparison of invoice-memo- elex 

and.issuing of order of 
transfer & brderto p y 
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AVAILABLE EQUIPMENT
 

USED Department
 

- 1 IBM micro-computer with monochrome screen, including 

• a diskette reader
 

* a 5 megabit hard disk
 

* a 448 K memory unit
 

* an 80 column and 80 character/second printer
 

3 IBM micro-computers with monochrome screen, including
 

* 2 diskette readers
 

* a 448 K memory
 

* an 80 column and 80 character/second printer
 

1 IBM micro-computer with graphic colour screen including
 

• 2 diskette readers
 

- one 10 megabit hard disk
 

* a 320 K memory unit
 

* a printer with nail characters 

- an 80 column and 160 character/second printer 

- 1 IBM micro-computer with graphic colour screen, including 

* 2 diskette readers 

- two 10- megabit hard disks 

* a 640 K memory unit
 

* a 132 column and 160 character/second printer.
 

RESADOC Department
 

- 3 IBM micro-computers with monochrome screen including
 

* a 512 memory unit
 

* a 10-megabit hard disk
 

* a 640 K memory
 



* a 180 character/second printer
 

• 2 tape decks
 

• a 70 + 70 megabit memory expending disk
 

- The HP 3 000 / 37 configuration should include 

* a 1 megabit memory unit
 

* an SPL computer
 

* a 300 line/minute matrix printer
 

* a 132 megabit hard disk
 

* with IBM PC s used as terminls.
 

RESEARCH DEPARTMENT.
 

- 1 IBM micro-computer with monochrome screen and two diskette readers.
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ORGANISATION 

Program-or department 

Level 
Central 

-

-

-

Purchase book 

Petty Cash book 

Payments book 

• Documents -

-

Accounting Dpt 

Accounting Directio., 
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Centralisation table 

Control lCentralysa 

CnsCentraltsationi 
LCentralisaio 

Elaboratory / Accounting Agency 

-Stocks -- Ban k book 

Personnel - Petty cash book 

- Equipment - Purchases book 

- personnel book 
Movement - Stocks and Equipment book 
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SCHEDULE OF ACCOUNUNG DEPARTMENT.
 

Central Level Accountant
 

Accounting Accounting depart- Accounting depart-I !Accounting de
D.G..~~,mnt
Acoutngde.tj___
 

department D.G.- ment. R.P.D. ent. I.D.D. partment . Trai
ning
 

Project Dpartment Level
 

Program's accountants Program's accountants Program's accountant Program's accountant
 

D.G General Direction
 

R.P.D. Research and planification Direction
 

I.D.D. Information and documentation Direction.
 

/J.J
 

http:Acoutngde.tj
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APPENDIX I
 

TABLE OF BUDGETARY HEADING (CLISS)
 

INSAH / USAID.
 

D~partment
 

Central Management Unit
 

eading
 

- ADMINISTRATION 

* Personnel Expenditures
 

* Equipment Expenditures
 

* Central Expenditures
 

S)
 



APPENDIX 2 

TABLE OF BUDGETARY* HEADINGS 

INSAH / USAID 

partment USED COMMUNICATIONS RESADOC SECRETARIAT 

eadiungs 

1. Technical Assistance Operating costs Operating costs 

2. Training.: Travel & missions 

3. Vehicles & Equipment Publications 

4. Other Training 

Vehicle repair & main

tenance 

Repair & maintenance o 

premises 

:a) Salaries 

:b) Seminars & 

Conferences 

c) Data Processing costs 

Rental fees 

Personnel expenditures 

Office supplies 

Office equipment 

:d) Publications 

e) Supplies 

f) Operating :costs : : 

Repair & maintenance 

of office equipment 

Utilities (water, elec 
tricity, telephone, 

5. Inflation & contin

gencies 

telex, postage) 

Conferences, training, 

hospitality 

:( 

: : : 



APPENDIX 3
 

TABLE OF BUDGETARY HEADINGS (UNDP/UNSO)
 

INSAH / USAID
 

dings artent RESEARCH TRAINING 

: Personnel Training 

: Training Grants for post-university 

studies 

* Materials & equipment Study grants for junior-leve: 

personnel 

: Miscellaneous Operating costs 

) i 
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TABLE OP BUDGETARY HEADINGS (EDP)
 

INSAH / USAID 

Department RESEARCH 

Headings 

: - Equipment 

: - Personnel 

: _ Operatfng cost 

: - Annual meeting 

: - Test 

: - Mission for drafting of programme 

)~I('
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TABLE OF BUDGET. HEADINGS (UNDP)
 

INSAH / USAID.
 

Department 

ADINGS CommunicatiQns 

: - Personnel 

-Materials & Equipment 

: - Training 

- Miscellaneous 
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TABLE OF BUDGETARY HEADINGS (IDRC) 

INSAH / USAID. 

Depa rtment' 
RESADOC.
ings 

Regional coordination center
 

. Coordinatio
 

. Mission coordination
 

* Administatives support
 

Base Data
 

. Base management
 

. Management mission
 

Documentation research mission
 

: Sagesfanding of no conventional
 

* Travel allowance
 

* Transport equipement
 

Training
 

training o[ compter programme
 

: Avance commission for training personnel
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FUNDING RECEIVED BY DEPARTMENT AND BY 
DONOR IN CPA FRANCS.
 

:
Central Mana 


gement USED 

From 1978 to 1985 


RESADOC TRAINING 
 RESEARCH COMMUNICATION TOTAL
 

CILSS 

UNDP 

261 708 

113 967 
38 882 

261 

152 

708 

84 9 

9 % 

5% 

EDF 

UNDP/UNSO 

USAID 298 000 

93 836 

1 311 784 

655 033 

138 227 

182 650 30 917 

655 033 

232 063 

1 823 351 

19% 

7% 

55% 

NETHERLANDS 

IDRC 

i''.C.( ipulation: 

council) 

3 233 

15 275 

151 983 

18 217 18 217 

155 216 

1527 
15 275 

0,5, 

4% 

INLDl Ndtional IAstitute fur 300 
300 

De o,,Ioaph ic Studies-Paris 

basedl 

P:UAP ( Un funl for Pop Studies 

GTS -------- ------------------ 7-82-- 7 7 0. 

673 675 

-20% 

1 330 592 

40% 

- 335 420 

10% 

112 053 

4% 

793 260 

23% 

69 799 

3% 

3 3147W) 
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BUDGET YEAR CENTRAL MANAGEMENT-
DAtE.

-
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- _FROJECT USED 

-- BUDGET YEAR 

BUD ET HEADING : CORRESPONDING ACCOUNTS ALLOCATI DISTRIBUTION BETWEEN FUNDINGION 

'I __j 
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64920000 M~eng expenses 

. . , i i 
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-tfEOF CLIEdr 
!NSAH PROJECT 

BUDGET TRAINING YEAR -REVIE11EORY-

BUDGET HEADINGS CORRESPONDING ACCOUNTS ALLOCATIn DISTRIBUTION BETWEEN 1I S : 
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SAHEL INSTITUTE 

PROJEC T ..................................................................................
 

PROJEC T CODE ............................................................................
 

DETAILS OF SUBSIDIES TO BE RECEIVED EX USAID 

ACCT. N0 

Date TITLE Amount 

I:
 

Total Subsidies Being Paid : 

,.71 I 
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SUMMARY OF RECOMMENDATIONS AND SCHEDULE OF
 

IMPLEMENTATION.
 



The table summarizing the recommendations and their implementations
 

is set out as follows
 

- OBJECTIVES. 	 The table give, for each section of
 

the terms of reference, the objecti

ves to be attained by consultations.
 

- RECOMMENDATIONS. 	 Summary of the recommendations given
 

in the first "General conclusions".
 

- POTENTIAL 	 Urgency of the implementation of the
 

recommendations.
 

High - To be implementated urgently.
 

Medium - To be implementated in the medium
 

terms.
 

Low - Low degree of urgency, be implemented
 

in the long term.
 

- OTHER COMMENTS. 	 Additional recommendations and where ne

cessary explanations of the importance
 

of the recommendation and its implemen

tation.
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OBJECTIVESMRECOMMAN DAT IONS high 

Potential 

Average Low Other comments 

b. Priparation of an Adinistrative and Accounting Procedures Manual 

Szandardization of the system necessitates the adopt ion of an Admlnlstrative and 

Accounting Procedures Manual. 

The focus here is on the uniform accounting plan. 

The accounting plan will be codified in a way which will enable 

distinguishing transactions by :opiration 

- source of funding - soc oand 

A manual of management procedures 

may serve in many ,ays, such as a 

- Management tool 

I t enabl es def i ni ng t he t erms of 

by stipulating the duties 

responsibilities of each person. 

- project or programme 

- category. 

The importance of this manual is that it serves as outline of a series of standardised 

instructions designed to cover the principle . aspects of project activities 

- Plannin tooI 

I 

ni ng . ut I Il sat Ion and di sbursement of 

- Terms of implmentation of operat ion 
Responsibilities of the di fferent participants 

-Procedures for preparing periodic summary statements 
Terms for supervising/monitoring operations. 

the funds provided the institute. 

-The system of pl anni ng i s of cap) tal 

Importance in -ewing w the budget 
and deermining how tt i,s divided In 

covering the annual programmes of 

act Ivi ties. 

*: - Communi catl on t ool 

It enables the different participant 
to act in accordance with establish 

terms and codes. 

- Training tool 

It provi des answers t o quest ions 
•whichmay arise and makes it posslble 

to become familIar with thedefInitioor 

of resp~ihsab li tet 



I NSAH 3 -

RECOMMANOATIONS AND METHOOS OF IMPLEMENTATION 

OBJECTIVES 
RECOMMANOAT IONS h:gh 

Potential 

Averge Low Other comments 

- Inf ormat i on Management t ob 

It makes It P)ssible to analyse In 
formation and resul t presented ac

cording to standardised formats. 

It facilitates the impleentation 

system for providing updates on 
programmes and projects. 



Potential
 

OBJECTIVES 
 RECOMMANOATIONS 
 PtnilOther comments:high :Average Low
 

a;.Preparation of a Budgetary Procedures Handbook 

1dethe Iste
wvide the Institute with a proper and 
This handbook Is to be an Integral part of the Admtnistrative and J.:counting The section on accounting outlined the 

syte 
procedures Manual.bugetary systemn 

admini st rat i ye and account ing procedur, 
This part focuses on the drawing up and monitori ng of the budget. 

hve buetr :civ advantages of adopt I ng a manual of 

i p It Is necessary to Ikewise(pol nt ouq) 

theimportance of est abi I shing compr6_
 
schedle ofProvision hensi ve budet ary procedures.
 

Responsability for coordindtioigthepreparations 

They make it possibie to def ine the


Performance objectives 
global objective of the institute. 

Multi-annual forecasts 
througlthe drawing up of long term budgets 

: Annual Forecast. 
They likewise enabie determining the
 

Ouaterly provision 

resources necessary for achieving the
 
objectives (human, financial and mats

Readjustc.ent of the budget riel ). 

-.Monilorino qftheBudget--

- - .These long term budgets wllI be drawn 

Objectives 
alongside annual . bi -annual or quart erl,* Budgetary follow-up chart 
ones, in order to allow for modification
 

(Monthly orguarterly report I 
as t he object ives are gradual Iy ach e

* ( Report on the technical and financial aspect on the implementation) . ved.
 

b. Establlsement of a unit for managing or fnlloilnqup the Implementation of the budget. 

Drawing up of a budget should be a collective effort.
 
Consequently procedures 
 should enable the institute to ensure that its budget is not te 
work ofonly one person or one part of the organizationbut rather that it is one of 

the entire institute 



I tS A H 

RECOMMANDATIONS ALD METHODS OF IMPLEMENTATION 

OBJECTIVES RECOMMAN OA T IONS :high 

Potential 

Average Low Other comments 

The budget management on monitoring unit would come under the 
bility of the edinitrative and finance Dir'ctor. 

resonsi-

This unit would be resoonsible for 

- drawing up budgets in collaboration with the heads of Programmes and 
projects, the directors of departents and the centraL mamgment 

unit 

- determining Performence criteria throu the establishment at oe
rating reports (signaling to marugesent cverging, counter-productve 

an potentially detrimental trends) 

- Following-up an the-implementation 

the required corrections are made. 

of 4 budget and ensuring that 

i 

C. S'TTMLI-P OF AN MMSAIFrNJIPC ArEcTs 
9 

-WEE 

It iS -important to set-up such a committe9 in order to avoid the prac
tice or involving funding agencies only* 3 the request-for-runding 
phase. Indeed they should be regular partlcIpants if coordination 

and harmonization is to te achieved in tezs ot t 

- financing projects which meet the objectives of the Institute 
- avoiding dualicmte fniiog 

- standirdiring at least a minimum nM1 pr ot indispensable procedures I 

- implementing uniform rormats ro reports and suemmry statements. 



OBJECTIVES R E C 0M M AN D A T 1 0N S high 
Potential 
Average Low Other commens 

"AN ANDUATERIrAL RESIRCSS UAWX;E)OEN" 

Irovide the Institute with qualified 

rs0r1 sutl d to its ne. structure 

i ti 

: 

a) 

b) 

Elimirte the system Of Nhtional ouotas 

Recruibent based on qualifications* rather than rationalities 

Establishment of uniform personnel regulations 

: c) Establishment of a personnel evaluation system 

'rovide the 

Warging its 

Institute with a tool for 

materials and equipment d) Preparation of a personnel marvawment procedures manal 

Pooling of general resources 

combining of resorrcs 

- Vehicles 

- Photocopiers 



OBJECTIVES 

Provide The Institute With A Centralised Electronic 

Data Processing Unit. 

RECOMMANDATIONS 

I NS A H 

AND METHODS OF IMPLEMENTATION 

RECOMMAND AT IONS 
:high 

Potential 

*Average Low 
Other comments 

a) Establisr-ent of Administrative Procedures 

. Priparation of a procedures manual 9f a users' handbook. X 

b) Eliminate The senti-ent of belonging to a particular funding agency 

* Pooling of general ressources 

c) Establishment of An Electronic Data Processi n Unit (EDP) 

. Disign a training program for the personnel involved 

: Survey the management information needs of the different finding sources. 

* Involve the users in order to ensuremastery of this tool. 

d) Criation of an EDP dipartement with the same level of qualified staffing and athori-
zation as the other technical depar:ments 

a) Criation of the physical space necessary for housing toihelher all the EDP equlpement 

x 

X 

Construction of a headquanters. 

f) Acquisition of a stablizer and aganerator in view of the excessive voltage fluctuation 

and frequent light shortages experienced. 

X 

I 

2 



INSA H 

RECOMMANDATIONS AND METHODS OF IMPLEMENTATION 

PotentialOBJECT I VES RECOMMANDAT IONS high Average Low Oher conments 

Structuring and Strengthening the system 

The accountant must have at least a university degree (diplee d'Etudes 
Supgrieures - DCES) of the equivalent and at least five years rice 
in an organization which receives multilateral fundings. 

:
Bookkeeper 

Bookkeeperakes 

The central accounting unit should have a bookkeeper for ead department 

- Central Uansd-,ent (secretariat) 
- Planning and Research Department 

- Documentation and information Deparbeent 

- Training Department. 

Each department will have the bookkeeper for the programmes and projects
which it manages, reporting :o the head of that department. 

Bookeepers should have at least a secondary school technical certificate 
(l Brevet do Technicien Supieur - OTS or DUr) and two years expo-rience in an organization which receives multilateral funding. 

This standard public acounting 

system cles not provide for affac 
tive ontrols when the two acc Jn 

sections are not reconciled. It 
makes it possible to only ensure 
that the Person who authorizes 

payments is not the same on. who 
payments. 

No believe that this fore of o,_ 

:rol is insufficient° The personwho authorizes payment is not 

almys in a position to know the 

amounts already ooUuited or dig
bursad and the sums still availab_ 

This is why, in order to achieve 

greater et'fectiveness, it will be 

-necessary to regroup all accountin 

operations under the central acos 
ting agency - orenations such as 

- the monitoring of cormibents 
(unpaid invoices)

- the recording of daily operation. 

- rsccciliaticn of the two accoun

ting sections. 
The Administrative and Finance Di
rector will be responsible for 

- :strictly administrative tasks and 
will supervise the Preparation and
follow- upof bugets. 



PECC'- MAND- IONS P-t:7/I.ETH QS CF IMPLE IAT ION 

Potential 

OBJECTIVES RECOMMAN DAT IONS high Average Low Other omments 

1. ACUIM a. Standardization of th. Syste": 
Provide the Institute with a proper. Standerzation can be achieved by cantralising all the operations It is ncessary to point out the 
hd effective accounting systm separatad into different aclount~ng sections. difference between accounting and 

* For each department or progremme financial manemsent 

* There will be acentral unit* aconunting unit employing the same methods as the The accauntina oystes will be manaeac~tn yse ilb alm
by the project accountant and will 

* The accounting system will make it possible to cover entryas of daily operations 

- Present an overview of all transactions based on the ledgers the preparatin or accounting. l 

(bark lodgers, petty cash ledgers end ledgers for vaious : a ndms and periodic arounting 

operations. statents. 

- Prepare periodic smmary statements through the balancing I The financial systm falls uno
of accounts the overall management responsibi

: : lities of the Director of the 
For the central unit Institut. He delegates the dy 

The present structure of the central accounting agency may be main- Managment of the firancial aepecta 
S tained, but reeds to be improved and strengthened, of programes to the heeds 

dinators of projects. 
or r 

* The Central Accounting Agency regroups all accounting operations plo- The division between the handling 
grarues and projects into summary statments which, through a* system of comitd and disbursed surs 

* of codingmales it possible to identify. the.different projects and should be eliminated, 

funding sources, 

At present at the Institute 

Accounting records of payment mo ds 
are maintsinwL the acommisatuto 

: Is rmaponslblepayments. for making such 


