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EXEC SUMMARY
 

I. EXECUTIVE SUMMARY
 

Senegal's six-year, $28 million Title III Food for Development
 

twenty five discrete development projects in
 
Program financed over 


conservation, infrastructural
the fields of natural resource 

production, crop protection, and
 

development, agricultural 

it contributed to the implementation of
 

agricultural research. 

in the GOB's New Agricultural Policy


policy reforms elaborated 

in its most recent five-year development plan.
(1984), reinforced 


policy reforms concerned the protection and
 
These Title III 


the natural resource base, the strengthening of
 
rejuvenation of 


of the role
 
parastatal regional development agencies, enlargement 


in the national economy and the
 
played by agricultural coopnratives 


economic knowledge base.
 
improvement of the agricultural 


(MC) was responsible for
 
A joint GOS/USAID Management Committee 


project selection, the programming of Title III funds and the
 
a
administered by 


program guidelines. The Program was 
development of 

a high
"Permanent Secretariat" headed by


relatively autonomous 

Finance but primarily staffed by
 

ranking official in the Ministry of 


freelance personnel.
 
tons (MT) of 20 percent


The GOS imported over 60,000 metric 

23,000 MT of sorghum. The GOS
 

broken medium grain rice and 

it did not correspond


euperienced great difficulty sellino the rice; 

High world market prices and a
 

tastes and preferences.
to Senegalese 

sell the rice at


the dollar obliged the GOS to 

steep appreciation of 


hioher price. This had an adverse effect on national
 
a substantially 


to sell rice at a
forced
The Government was
rice marketing. 

a shortfall of appro;imately $7 million
incurring
sionificant loss, 


which was reimbursed by the 6OS Treasury. In contrast, the GOB had
 

sorghum.
no difficulty selling the 

to
 

Slow rice sales resulted in interrupted funding flows 


This delayed implementation of the
 
accounts.
individual project 


was
single project, hce .er,
projects up to two years. No 

by funding delays. Funding flows improved over 
irrevccably crippled 

no longer a 
the course of the Program and, from KI4 on, were 


the projects. The GOS
 
constraint to implementation of any of 


percent debt repayment offset.
qualified for 100 

and monitoring difficulties hindereo
 Programming, management 


Impe ed the efficient
project objectives
achievement of anc 


the overall Program. These difficulties manifested administration of 

selection and an
 

in sometimes questionable project
themselves 

structure to effectively direct the
 

inability of the administrative 


Program.
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These difficulties were caused by uncertainty as to the
 

responsibilities of the Program participants. Questions concerning
 

USAID in the programming process, the extent
the appropriate roles of 

monitor program funds, and the correct role


of USAID's obligation to 


of the joint GOS/USAID MC in Program implementation 
were never
 

requirements concerning
adequately answered. Policy guidelines and 


the USAID Mission's monitoring responsibilities should have been
 

Program specific implementation
better elaborated )v A.I.D./W. 

clearer definition by Mission management. These


procedures needed 

root of all administrative
unanswered questions were at the 


problems. Title III legislation is generally not well understood by
 

Agency personnel or by host country governments. This hindered
 

effective Program imp Iementation. 
roas unable to exercise effective control

The joint GOS/USAID IC 

The Secretariat lacked the
 

over the Permanent Secretariat (PS). 

In the absence of
nre-edei for administration.
qualified personnel 


too autonomy. This

restra:ning regulations, it exercised far much 


oi-o.erall Program implementation.
was to the Octrimebt 
stated objectives appeared to have
Pr.-Jects wrch achleveo.,their 

the technology chosen was appropriate;
the folioino 	common factors: 
that their economic interests were
beneficiaries 	clearly perceived 


NGO proje.-t directors had the

well served uv prolect uoals; GOS and 


necessar/ tschnical :oertise, administrative talent and totivation;
 

pro)ects vi nQ r.ultiple a-tivity sites possessed a tight
 

hi er arcn cal struc ture h oh permitted project oversi gnt and
 

coordinatiOn firo, Dakar . 
consistent with local

A .-, st ate de-,anO = made of the GO'. were 


capabi ti es. -he gtS had the institutional caPacity to administer
 
direct the projects.
trn s ?-ro-ro a 	 no the technical e pertise to 


alter r ti e prodr mmin m i /serati
ano ad 	 struCt Ureshn, te 

about future Title !TI programs :n 

are anala,'ed to encourage thought 

-r elsewnere
 

Procrm would 	nave been ,moro.,ed
n- of Sene al's 

the market well be ore the neg inringonc-.,t~es had been p.ut on 


of ndv dual project implementation to help assure uninterrupted
 

monto n. for projects
fundin flows; a suIt aole fina..sal It,stem 


had been developed prior to project start-up; roles and
 

responsibilities of Froorar, participants had been clarified by
 

appropriate staffs -.: ashinton and Mission levels.
 

Th 2s o cita-: is not surprising. Title Ill legislaton
aaci 


and practice is the result of a compromise between four principal
 

actors: USAID, A.I.D., Department of State and Congress. Each actor
 

This results in a legislative
has different 	interests and agenda. 

does not
package which tries to accommodate everyone but totally
 

only limited experience in
satisf4y anyone. In addition, A.I.D. has 


implement:ng Title III programs.
 

programs have 	potential advantages over alternative
Title ill 


forms of project assistance. They conserve developing countries'
 

can be more cost efficient
foreiqn exchange reserves. They 

options as expenditures on
 

scarce 

than certain multilateral or bilateral 




e.patriatF technical As , tAnIc a p g inerally far Io.q, POCLAu, the. 

host country Is InLtimately irivolved in plainnitg aind Atmilistration, A 

title III !)ngrn can quhsntanLrlly7 prom t techii cal and finan:il 

PIImanagement s.i q of ,-ost counltry per on , 

vet only ten programsIi Pl 1H1 I qri ionfwag enacted in 1771,la 
pan, 1ission directorshave been implemente , world wide during that 

have e.n reluctant t: inc ,.de T itle III programs in mi ssion strategy 

endered bytec se of the admnirin-trat:,'y headachip_ and bilrdvns en 

many inherent
lack of clear program uildar: . In upite of 

the pr cra, will be attractive to mission directors onlyadvantages, 


if improved polic'.' cuijarce ,rcm Washington is forthcoming.
 



page 4
Senegal PL480 Title III 

INTRODUCTION
 

II. INTRODUCTION
 

Senegal's Title III Program accomplished many of its stated
 

objectives and made a significant contribution to the country's
 

fields of dune fixation, seed

development efforts, particularly in the 


storage, infrastructure and policy studies. Problems were, however,
 

evident ii the administration of the Program.
 

difficulties encountered in the implementation
The vast majority of of 

Title Program traced'to a crucial managementthe Senegal PL-4930 'i, can be 

question: 

were the aoororiate roles and responsibilities of the program
What 

participants?
 

This issue was never resolvel. The 	resultino ambiguities affected all
 

from the President cf the Management Lommittee to 
institutional actors, 

to be at the
the individual project managers at field l evel, and proved 

cannot determine the roles
of most Program management problems. One 
in a larger 

root 

and responsibilities of the participants without deciding, 


sense, what should be the extent of USi!D s nvlovement in a Title III
 

involeo at all levels of program
program. Should a USAID be actively 
the lead in program Management, or is its role

implementation, assuming 
more passive in nature, i.e. col!aboratino n pr:- orammi n decisions, and 

i case,providing adinistrative guidance to hos co:Iri, enti this 

the GOS and the Title i! Seretar ia f ::-;cial 1eve 1 
? an . what is the 

etent of a US s ocitorinc repoO itieSS Are tre limited to 

into the various oroject acco-nt or do theyverification of deposits 
extend down to disbursement at field lee 

to Fwer those twoit is beyond the scope of this eva tirn. 
0con out that a consensusinterrelated questions but it is impora r. 

in the oTssues,	 on toese 
SAID personne. 

was neicr reached case toe Prc:' 


either within the Mission or betwen 


This lack of consensus enenoered rsc in
 

resoec to roles and responsibilites for :rc M t,
 

monitcrin: and reporting of rc partcipats. irin te s Ess0on
 

confusion nanifested itself in cofiictlno ,.:epoc:r- reoarc:n2 : a the
 
' 	 , etety ,tOU 'ID Z1C-ssnt~ : r. . 

proper role which the 


of the Food for Peace Local urrency dznFP;u' resoos cP. s for
 
system,


implementing an effective imp!ementation an: f rc:al r n1tcrnO 


and (c) the scope of USAID's financi! al ersost.
 
Z .E c;arenCi S U7-t L,. .r 

in a lack of clear role definition oetwEen LTA[ Z 

the PS. Tne resu ing repercussions wil1 

Within the Title mlmanaemEn tt E 

Committee and between the MC and 


treatino the specific manacement zntties.be examined in the sections 
In reading this report, it is essential to distingush cetween the 

is not part of the COZ, It is a 
Permanent Secretariat and the SOS. 	 The PS 
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gemiautonomous structure created to administer the Program. Although the
 

as well &s the Title III Coor:inator were, later in
Permanent Secretary 

the program, employees of the Ministry of Economy and Finance. the PS was
 

not part of that Ministry. This distinction is ertremely important
 

the issues discussed in this report.
because it bears on many of 


Much of the ambiguity surrounding the roles and responsibilit'es of
 

from A.I.D. 's limited esperien:e with Title III
Program participants stems 

worldwide has implemented only ten such
programs.' To date, A.I.D. 


programs. The institutional knowledge base is ratner thin. It is hoped
 

that this evaluation will add to that knowledge tase an3 help the Agency
 

improve the programming of future Title III programs.
 

A. Definition of Terms
 

are
To avoid undue confusion, the following terms definedi
 

- The ensemble of planning and administrative activitiesProcram 

ill Program Agreement.
involved in the implementation of the Title 


Project - A discrete development activity funied by the Senegal PL 480 

Title III program. 

The G05 or NGO official responsible for the
Project Director 
implementation of a Title ill-funded project.
 

Monitorino - The ao.inistratlve, financial a: tec irn-cal s 2"r,,,sion 

of the Senegal Title TIi Proqram and its indivicii -r cts. 

Reportino - The onysical recording and transi=ssion cf facts and 

opinions garnered from Program and project super. 

a h eUSAI - The local Mission, as opposed t A ... tns A'sr.: as 

or the headquarters (Washington) portion of the : z:aion. 
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Ill. PROGRAM OVERVIEW
 

The United States and the Senegalese Government signed, in May of
 

1980, a three year $21 million PL 480 Title III Sales Agreement for the
 

The USG sold the rice to
surplus medium grain American rice.
purchase of 

(ten year grace period, 20-year


the GOS on concessionary credit terms 


at 2-3 percent annual interest). Under terms of the
 
repayment schedule 


its debt repayment

Title III Agreement, the GOS was eligible to offset 


for approved
FCFA equivalent of $21 million
obligation by using the 

contract (i.e.


development purposes, as stipulated in the sales 


Any portion of the FCFA equivalent of $21 million not spent

Agreenment). 


a GOS debt to be repaid according to
would remain
for approved purposes 

In accordance with the Title III
 

the above mentioned repayment schedule. 

a special local currency account in October of
 

Agreement, tHe GOS opened 


name of the USG. FCFA proceeds from the sale of the PL 480
 
1980 in the 


imported rice were to be deposited in the account; all such deposits would
 

automatically be earmarked for inancing specific projects.
 
to develop, fund, implement and
 

The Sales Agreement required the GOS 

the Rural


monitor projects aimed at: 1) strengthening the role of 

farmer


Development Agencies (RDA); 2) strengthening the role of 


revising agricultural pricing and marketing

cooperatives; 1) reviewing and 


resource

policies; and 4) manaoino and conserving the country's natural 

base. 
submitted a Food for Development
USAID/Seneoal, in February 1980, 

Frogram Proposal (PP) which analyzed constraints to Seneoal's economic 

Title III Program policy obsectives,GOS and USG
aevelopment. identified 


recommended appropriate commodities for sale, developed project proposals 
tR 

and suggested a programming and administrative 4ramewor to implement 
was Washington by an 

Senegal Title ill Program. This proposal approved in 


representatives from USDA, A.I.D.

interagency working qroup composed of 

ant the Department cf State. 

Sig projects were approved:
 
imolementing 

Name Activities Aoencv Budoet 
(FCFA equiv of $) 

Acriculturai Conduct and publish 

Policv Studies research on risk 
analysis, pricing 

marketing studies 
and 

iSRA $ 90'0,00 

Regional
Decentralization Construction of 

!SRA 4,750,06v.

of Research researcn stations 


Local construction of 50 

Cooperative large multipurpose 

Storage village warehouses CSA 4,000,000 

Rural Tech- construction of teach

rical Schools ing and dorm facili

ties for mid-level Min. of
 
Education 2,040,000
government officials 
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Reforestation 
and Dune 
Fixation 

Rural Deve-

lopment Fund 

Prograr.. Budget 

construct coastal wind 

breaks, stabilize dunes 

through tree planting, 
develop tree nurseries 

finance various small 

scale oevelopment projects 

MPN 

Multiple 

6,910,000 

2,000,000 

400,000 

$21,00,000' 

the six "first tranche" projects
Interrupted finding flows of 

were available to
n consequence, monies
encouraged financial ri:or. 


finance the following projects:
 

ImolementinI Budget
 

Name Agency million FCFA
Ac ivit-es 


CRS Multi 	 constrcti o n of 250 

purpose multpurpose village 
CRS 330

warehouses 	 wareflnc'ses 

Cooperative 	 administrative and tech-

Trainino nical -rain, ro is the use 

of Iar:z mutipurpose 
MDNR 45 warenoses 


Institut de 	 deveic:nent of alternative
 
usses Tr loca Iv produced
Technolocie 

eimentaire agrcultural goods ITA 1 0 

OFADEC 	 diverss vi.lace level acr 

cul tursl production projects MDS 182 

SAED grant to reonal . el..iert 
aqency to failitate trarsi-

r!DR lCo7tion t: new- role 

a one-year e:tensicn of
In 1984, the GOS rezuested and received 

and scrchun. A new
the Sales Agreement, buing !7 million o; ri:e 


rounc of "fourth trarr, e" proect proposals were reve.e ano
 

of the fc.rtr tranche rice and

approved. FCFA procee.cs from the sale 

the following

sorghum were deposited in the Special Account to funo 

pro jects:
 

amendment 4,
'Original budgets were jenoted in dollars. Beginning with 


denoted in FCFA to avoid ambiguities and confusion in
 
budgets were 

exchange rates.
 

http:procee.cs


ne4 
- ~ 
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-
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Name- ~ Acites Agency 'million- FCFA 

K.jebemer. Dune :fabricatioh,'of Iwin~d breaks, 

.~-.~A>:~2 
1 ~ ~plantin~gg~ ~~~- MPN A0 ~ 

'~liurt1__f_ vi' -based 

'<-i-

~7<4. 
-k

--~; 

4':2w K oo otYlage- tne pntat ions--former85-

SState Tree, 
Nurseries-

c r eati or -and protectiofl
of 15 lre tt-we 

tree nurseries IiPN 289 

- -

.~ 

Ba~dia orest 
Maintenance 

-~-~ 

"4protect fores patd 
under a prev'ious , 
iater jl proj ect MPN 148 

~ -~ Charcoal 
Production 

ibrcin-of improved 

charcoal -kiIns. - r'JAg'4> 
c; artisans in construc
_ion-tEChniques- (formerly 
bi lateral project) -M- PN 

Hydrological 
Study 

t:ort hical suirvey, 
cznio"trLuctionl - MH 3685 ' 
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eit Ci1 nt cook Etoves, 

r gin constructionMP 
techni~ques -P 

1' 01 
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49 

-X--assuring-
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A. The din , trative truzture of Senecal'; TitlIe II Program 

lowinng re, ers he Sa ge nt , the Title I II MCwa 

<formed :to approve &rcJe-t proposals, allocate funds to i ndiVidualI 

projects and to, f,:nulatz Frocremn policy guidelines. LtWas 

originally comp95E= s,4 rept esentative from the Ministries of FIan, 

Commnerce, Fi nance UrE Development, Higher Education -as well as, 

- "thei dividual pr- ie:t r nacers anlda representative from USAID1. I n 
4Ap rl1 9~ tn-::192 1h,.tsnduoe to a representative from 

PIPLanFinance an-r.5IT 

' '-A Tt11 !,ISEzretar4 at (PS) was formed to administer the , 

- Program.verifying-that p oict e,penditures went for apoe ss. 

that accectablE ifnan ci alI management systemsLwere used by 

the 4inhvdl projects and p.ublishling quarterly reports monitoring 

project imfrplement tiion ogress and inancial management. The 

-j

-

~ 

-
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MC's representative from the Ministry of Finance also held the
 

the Title III PS.
position of Permanent Secretary of 

were


In the case of GOS projects, individual project directors 


appointed by concerned ministries to direct project activities.
 
hired free lance accountants to keep


These project directors in turn, 


project books.
 

B. How the Proqram Wor'red 	(in theory)
 

The Caisse de Perequation 	et de Stabilisation des Prix (CPSP) is
 

Finance charqed with purchasino and
 
a division 	of the Mins../ : 


wheat, millet,inpcrted commodities e.o. rice,resellinq certain 

sugar. It c-uys commodities at.market price and resells them to
 

insulates the
 
certified wholesalers at a zi:ed price. The CPSF thus 

from worId 	 market priceand consu.merwho!esaler, retailer 
- from having theirSeneoalese producerfluctuations and prote--ts 


prices undercut bv commodityi T,pcrters.
 

sold the FL 4EK -ice and csrohum and depo-i ted the

The OPSF 

Special Accou;nt earmarmed for financing Title Ili 
proceeds into thp 

T 1c. Cor mmiee , 	 corin posed of1a4aementProgra. tun.ied pao 
project proposals
received and approvedmembers of 	 the HIS ard U 

-r., ministries andfrom the N.-.f -anatina Flan, var ous technical . 
e:,.. . oa - n ,:a! 

c :1 a 1 octed annual oroj ct bugets. T the 
irom l.cal 	N-1s. The a 

or h.udoet submission , it
Manaoement 	 C-:m. ttee approve0 E propcsa! 


the Permr,en tT e IT: Secretary . .a5 a s E

instructed 

Ministr~x of Finance repent .. t.mana: . Ite) to
ative .-ert 

-- .'T.t* I1 L'at ti .,,I
 
prepare !et- -; 	 :-, n r taec r . o ro a c: - c r a e zc~:t
inidi :-o e, e .E ' act cr e-Da t 
i nd iv id a1 r o~Ec c r e .et,'C7c-ro r _ 'cs ' : ~TLCm i
accou 4-	 = r:-l~ c ' P Coroie.--11 ac' 	 -"ntanr ,. =, z 

. nancial d

"o t ,e =e 	 mc.arit _n
monthlv' re,--° pts 

. 
 he
-retar a - n.ret!T-' '. Ta* t etechn c a ta'i t 

e r s t for
 .'e,- See.,F ,5 e re-n t 	 cthat Lt ast 
e•n
 ap Cr e 

Ac o-un 
- c,:. S . 

*rte r. z ia 	 ep

Secc rIet ariaL sort ,jThe T t e 

FFFCO whicrr li st.d tr, 2 Es z
 
e F
pr c tp 	 rTitle III funded cr.t 

i - h .: .e? rts-t =E--
prepared CLt'rency U=eL ;f t 


rr I I. -:I .Q

been used for 

....
-T .. e o..
ReQiona! Co.troller s ip . n 

n ,

de.ut epa i,er t c-n 1 i cdeducted from tne Sr0S s 
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IV. TITLE III LEGISLATION
 

a sales agreement between
The Title III legislation outlines provisions of 


the USG and the government of the importing country and is not, in any
 

sense, a "loan" which reverts to a "grant", as it is so often
legal 

,s not simply semantic but is of enormous
characterized. This distinction 


importance in comprehending A.l.D.'s appropriate role in the 

implement.ation of Title I1I rocraTs. 

The Congress passed Title ITI legislation in 1977 in order to
 
= 
and to, aid in the economic growth of
 encourage agricultural trad 

developing countries. The CoaTrmodity C-redit Corporation CCC) purcrases 

wholesalers for resale on concessionarysurplus commodities from U.S. 

to implement certain policy
terms to developing countries who agree 


reforms. Furthermore, tne :inporting countr, agrees to:
 

steps to assure hat tre e,:portirng country obtains a fairta.-e 
xn cor7rercrl purchases of aQriculturaishare 0f any ncrease 


commoditTei by, the n port1n country r t..le Il ITem 2)
 

same as Title ITitle ITI leqisiation is essentially the 
importing country with an
legislation,excOpt that it provides the 

option. Under Title T, tne inporting country aorees to purchase surplus 

on to repay :ts deot otli-atlor ,nU.S. 	commodities creot and 

ot US Iollar aat 7:. n-,al interest rates over a twer tyI yearinstall -ents 
a er:d of ten ,ears.. -. - ITT leiat:c -te 

period, after grace 
z- sother 2,n pr crvied t . rrt.. ccu,ntr with :7.e czn ot, s t. 

v ....its Tit'e eb t rea,,ent c. ,c at n 
_ at.c, L'E,equivalent the a ount of tr e t reP, 
CEFappro-ved oy the USE. "rr Ett E 71 - E E? 	 Z 

.... dit es an i n ee i . 0 	 .5 EiaPorted c : - into 
: -.fU,--n r --- ,--;, E r .- , C -

2 a .P 	 7ee r -aUp.pLed-or ur 	 o 

tho i orti' c ur.tris deto r ,,n , . 

r.' z:r L 1ieus of thr 

depos e iT he special accoun Set UP rEner j E3rE r. e 

to the USG. People under this 
importing country deposits .one, 

,,sc-_ gt OFnr Pnentrc 

,, the p 
ez 

aec1 
-. tF, 

. , -

the "loan" extended t.-the USE. Th:s is ... r.. tFG-----------

agreement 
uses its 

actually 
=-Z-r-L

proceeds 
sa,; is 

I"
fr, -the 

i sht i 

sao. 

tre 
. 

o er 
2: --

'....... . 
. 

. 
r '-

:t-----

e 
~ 

, 
- -
. 

,r-.z 
- - ----

s- - -

_ 
--

r. 

under the agreement. te recipient oc.,erner.tt cstc 

obligation. Therefore, ronies deposited tnt: tre B-peci Z.: - -, 

to
2 Title III legislation, unlike Title I requires the impcrtinc country 

. 


open a special account in wnich proceeds from co mot- sales &re
 

deposited. Currency use offset requirements are generally more specific
 

in Title III programs.
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This fact has important ramifications in
 to the importing country. 


defining A.I.D.'s appropriate role in the implementation of Title III
 

programs. If funds held in the Special Account do indeed belong to the
 
one of
 

importing country, this suggests that A.I.D.'s role should be 


one of actively directing the
 
collaboration and guidance rather than 


implementation of the program.
 
h.I.D.
has a
 

In addition to providing collaboration and guioance, 


that disbursements from the Special

richt and an obligation to assure 


The extent of USAID's monitoring
ere used for approved purposes.
Account 

case of Senegal rEmains unclear. This subject


responsibilities in the 

in a following section,
will De discussed in aetail 
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V. A DISCUSSION OF COMMODITY ISSUES:
 

hampered by the inability of
Program implementation wag retarded and 

under the Title III sales agreement.
the GOS to sell the rice imported 


less expensive 	Asian broken rice to
The Senegalese 	 consumer prefers the 

the medium and 	 long grain American rice which was available under the 
for whole grain rice coupled
The high world 	market price
sales agrnement. 


with the appreciation of the dollar against the FCFA made the American
 

martet place. The GOS originally agreed to buy $7
 
rice unccnpetitive in 


over a three year poriod

ml lion of r.edium grain American rice annually 


' 	 The amount of rice
 
from the Cormodit Credit Corporation of the USDA. 


"tranche" fluctuated
which the GOS received for each $7 million annual 

world market prices moved higher


according to world market prices. When 


Sw,-,rld -rices -ose so'e 5,%"over the course of the program), $7 million
 

offset their $7 million annual
 
bought less rize. The OS, in ,rder to 


to deposit the 	FCFA equivalent into a
liation had
debt repav..Tent ,o 

(it rose from 210 FCFA
dollar _:ppreciated
special accDount. Te more the 


to . FCF durr,r% the period) the more local currency the GO had to 

cect repayment obligation. At the outset of the 
deposit to ofTset trneir 


1L 4S) rice at 77 FCF ik io, excluding shipping,ant 

c Three year later, it cost the GOS 125
prog:a , trr, ,0 S buo 

han o ' 
I-- 4. 	 -,e o , proor am, G03 costs rose while their 

E T5 e 	 or the GOS to break even on the rice 
r~E E-n2U -er 

1tt a b:1 ei 	 t sell tre rice at a far higher price than 

D-- et-,.q.3 pr- e cuts in 1 arld 

- Las forced to i thh o d Asian rice off 
+L= -,-,--


ther-i , , 


P 	. rp a Q th e una ability of the preferred 

e ther, ove This disrupted normaar a r; r o 
' r returned ,s ian r ce

e):. ,re 
P4--4', ,ce in oroer to bee E t 

"r.etes ... -OS J much of the PL 43 

tal in tne Sec a IAoc c o about Z7 
Cce Et ZoSs..-trr 	 T7: s ntfall was offset bv

.Ti!S.:C . 2, .iii r =_ e transactio-,. 


i : 	 fcrqi ,ere z 
CePosE.vs tr C , ttreasL.r tc- qu "r full debt 


. - T : n, . ... ..... , t-

cr sn i r. ra Ii and stcrage costs. 
r ... I 

on .)orld market
 
The C0:. n effect. :;Ad $11.5 :;ll:on for rice valued the 


at $2 rilcn, epr sen s a s,. r,tartial i_,mo e inn G
 
o Th:s 


c E,, av Qs , 5 	0 t ons- of an rice per month to
The CPS-FF sells. 

.mr ci T years . the 
government ertifi E,:lsoers ,t t._- a five 

- -.. - et 	 t. t sl . .. tt: I:i Esaior= ...... 	 . t
CE ss e F'e 


1'cD-:-:t E uner thre proqram. i n addition, proceeds 
 rc e 
of EL 4. 


r e saIEs .ere often not depositeo promptl In tne special

PL 420 

account oned in trie name of the USG, as stipulated in the aoreement.
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Slow rice sales, coupled with delays in the deposit of sales
 

proceeds into the Special Iccount, set back implementation of tne six
 
t
orIQIRL proi hhg two yo~rg. ThA pfrgjat§
ijht@h rnh to 


over
received, on average, only 43 percent of their plannec budgets 


the first two years of the proect. Some projects hac to forgo
 

necessary vehicle purC!hases ,h:cn had a necative effeci on project 

implementation. Froects containing construction components ground 

to a nalt as project director nid not have sufficient funds to pay 

local contractors. Froiect nirectors were unable to prograr
 

quarterly budget expenditures because neither they, nor the
 
nev nc; ouch the CPSP would deposit into theManagement Commi ttee , 

Special Iccount during tne ne:t quarter. Because o; sporadic PL 480 

rice sales. the ur' ' ne.,er cl: proia:t how mucn rice could sell 

during tIe followino qarre-. Thus, project directors not only had 

with severely dcn ied Uudc c t ' cou Io not ef fecti velvto deal 
revise p1 annei allocatons tecause no cne knww ho ucn funding would 

be avai ab e for the ne:t cu&rter . os, nto :Peci ElJE S t-e Account 

on!y began to oj on a re ular oasLs £ 1' '. when cre 303 once 

again lowered the retail price of PL 4,- r'ce and requred tnat 

wholesalers buv lt. From thi s pzint on, there were sufficient funds 

to finmnce plzrir prosct ctiv t e.A 

3Agricultural Policy Studies, Local Cooperatile Storage. 

Decentralization of Researcn, Rural Tecnnical Scnoc'i. Reforestation and 

Dune Fixation, Rural Developmen, Fund. 
4A short-term difficl'ty arose in mid 13E6 when the CE? failed to make 

final deposits. The MC was torcen to "borrow" from 4cr trancne deposits 

(kept separate at Citloan,: to funo t1o 3 trancne proscts. However, 

eventually 4th tranche funds becane deficit as well because proceeds from 

the sorghum, used or credit for emergency relief in l9E4, had not been 

deposited. 
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VI. AN ANALYSIS BY ADMINISTRATIVE ENTITY
 

In the following section, the responsibilities and performance of the
 

major institutional players, the Food for Peace/Local Currency Office
 

(FFP/LCO), the Management Committee, the Secretariat, and the management
 

be anal yzec. The repercussions of vague
structure at project level., will 


role definition will 
be traced and discussed. The m.nner in which each 

management entity adapted to and functioned within an unclear
 

will he described and evaluated.
administrative conte:t 


A. The Local urrencv Unit 

!. Findings:
 

a) The Local Currency Unit (FFP!LCO) operated in a very uncertain
 

questions concerning USAID's appropriate
institutional setting. Crucial 


role in programming and financial monitoring were never adequately
 

addressed by A.I.D./W.
 

b) Title III legislatinn was generally poorly understood by mission
 

staff.
 

c) The vast majority of administrative problems encountered in the
 

the Title III Program were addressed, albeit sometimes
implementation of 


tardily, by the LCU. Their recommendations, however, were often not acted
 

upon by the PS.
 

2. Duties of the LCU 
The LCU was responsible for cooronat:no tcnn ii istarce Ti teass to 

Us e iet eCorts anC actn as a
III fITnded projects, prepari n Currencv 


1 s tra .
I i ai son cetteEn mi ssi or man agement and the Ttle 

st r uc t ur
 
cr
The Local Currency Un , ' F L,C. .as fcrced a ocerate 

extreme'-y uniclear administrative environTe-t ..n e . e. - L.r 

close out date, crucial quesorsI c F uch as: is 
eactively 4 .i;-e t the Titie TIL F rc :r ... . C-

guidance tc t e GOS?" , and is .z c ,r"What ... n -I Z 

.de .at=l r.responsibilities?" were never . . En e
 

have been answered by A. !. .W afcre r zE,
 

left the Local C."ec
unanswered questions 


fully knowing the nature of their rl e an: te tt - t*. r
 

resocnsibilities.
 

.. Sources of Le al Confusio
-t
After reviewing the Program Agreement . a:er d,~:r Er,- tt - 

z eUti foundand intra-mission correspondence and memcoranda. te .a tea. 

risslo
 no document emanating from A.I.D.iW which c7ari:O cre 


role in the Title !IT rc ra ,7. a... t. t t WAS

appropriate overall 


http:A.I.D.iW
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largely left up to the head of the Local Currency Unit to define USAID's
 
that definition.
role and to administer his office in accordance with 


the former LC
According to information garnered from present LCU staff, 


Officer felt 
that USAID should collaborate in, not dominate, the
 

the MC and monitor GOS adherence to the terms
programming process within 


of the sales agreement. The absence of well understood official
 
T) its
 

tw. :.ain areas of conf-sion in USPIDs roAeT 

guidelines fostered 


of its obligation
involvement in the Programming process and 2) the scope 

to monitor Title !!I funds. 
r (RLA ) stated thatWhen interviewed, tne USAI "egional Legal Ad vic, 

the Title III Proora..n was generally poorly understood by Mission staff. 

He cited two specific e'.asples: staff often characterized the income 

Program as a "loan" which revertedtransfer mechaniss of the Title Ill to 

a "Qrant" uPon fulfillent o ; certain financial obligations by the COS. 

The RLA stated that the Titie ITT Proram was a sales aQreesent , and laws 
were
and regulations Qoverni nq .I.D. s administration of loans and grants 

Title III program. On a substantivenot necessarily appI1cable to tne 
' 

level , the Regional T soect,-r Generals Off ice ,RI ) and the Reoional 

Controller ,'F7OEN ,had witelv'differinq interpretations concerning the 

e.:tent of US,"'Ds o torn, res-onsiii t, of Title ITI monies. 

The sales agree,.neri siqned by the GOS and USG states: 

On receipt -. .at s-ac.'nc ev ien:e of disbursement from the 
oy describedib lE uses dn below for theSoecia Acct for- ec 

,s anne. B , t he USG , Iiact viti s .n , 

appl mu- r:se?:,-en t t.. he Title I nav o C. .n 

incurred yr;er cnis areement, 
AP.nnE.: Ite .?) 

s1her occurred. 
PZecia

Disaqreemert ce-teted cr d.s--m.rec:er t C maintainod 

that disb urser c, - mroinev.v tan. sferred fro. the 

spent
I was 1tually torAccount to individual r,ct a ccz Ft, no a 


el iev th a te a rl Currenc Uni t 's monitc-rino
purchases. Tr 
-
CWn t n prCct I Convese' theresponsi b i lit es e etened 

t. .nEbasins ie., on tre r.:erpra c the La,
regional c.ntrolle-, 


t rin resoonsib it es enaed ren f-ds wer e
maintained that US AID s nc n 

transferred from the Special "ccunt into nd viu p. c c . 

to operate without :o theThis confusion left tre Lc:_l C'rrsncv Unit 


extent of its official res:,:n1......
 
4. The Ro aeI : the I-,-. -z -.. . r 

; co-iHceredin the view o 5resent st-zsf' the fcrmer .,ac of the LCU 

USAID's role to be one of collaboration, guidance and adm ncst-at1ve 
LCU to the L'SAID m,-sionsupport. This is borne out in a O sesent by the 

director.
 

By the end of the fourth tranche, the GOS will have spend 14.77 

million for freight, handling and insurance. Tnis is not 6r 

investment for them and the utilization of Specialinsignificant 

as they
Account funds should reflect Senegalese priorities insofar 

coincide with USAID strategy (Memorandum dated February 15, 1983). 
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there 4ere serious deficiencies in the
Without question, 

III program, but it is difficult to
 

administration of Senegal's Title 


the Local Currency Unit responsible for those deficiencies.
hold 

the LCU.


Virtually every administrative prcblem was addressed by 

act on those
IlI Secretariat often did not
Unfortunately, the Title 


nor utilize these administrative tools developed by
suggestions, 

Tnree separate iJna: ,a! monitoring systems were proposed by
USAID. 


Unit and :ne Sahel Regional Financial Managementthe Local Currency 
none of whi:n iere adopted by the PS. The LCU also


Project (SRFMP), 

the roles and tasks of


elaborated a comprehensive description cf 


of the PS, but this :ersonnel management plan was never
members 

monitor the 
enacted. The Local Currency Unit created a system to 

progress of individual proje:ts toward programmed activity goals, but 

of proezat implementationit did not receive a sufficient nuober 

from the various pr-ject managers to effectively implementreports 
proj ec: reporting i:provec dramatically with the

the system (although 
ecretary in !'5) . The twenty five

appointment o a new Per7ane 
II I ere mtnitored ano evaluated by the

projects financed under Tit 

LCU. Annual project budget :roposals were examined by the LCU and 

opinions ere presented t: t e MC by the USAID representative. 

ass sta-ce was ei tended t individual projectFinancial management 
managers to help them in th- preparation of quarterly budget 
justifications. 

LCU could nave
Manyv of the managemen :nose s addressed the 

i n te be:on c hases othe i te
and houl d have b acted 

onl later,-._rfaeLo:rnlens, hwover,III program. Some cf t.ese 
e on a rel i ne basis. The clear 

onc e operati funds t e i 

management :nsufficienci the inerentatlcn of t;e Title I 

program dc not essentia1li m:e,; from det:ciencies :n tne LC, but 
in to f:f i its ad . nvs....e
 

rather from tne inao1litv f nt 


role.
 

S. The !anaoement Co - i..i 

Findings: 

a) The MC was unable to exert effective control over the Permanent
 

to the abser:e of regulations governing the MC/PS
Secretariat due 


relationship.
 

MC members were never clarified vis a vis
b) Appropriate roles of 


autonomy from their institutions (Ministries, USAID).
 

c) The MC did not always avail themselves of the technical and
 

economic expertise necessary to rigorously evaluate project proposals
 

to improve the information content of
 
nor did they institute a system 


proposals.
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2. Duties of the Management Committee
 

The Management Committee's basic functions were to: generate and
 

approve project proposals; review and approve annual project and
 

program budget suomissions; formulate Program policy guidelines and
 

provide overall coordination of the program.
 

3, Historical Overview
 

The cbmposition of the MC underwent several changes through the
 

life of the project. At the outset, the Committee was composed of a
 

representative from the Ministry of Plan (president), the Ministry of
 
Finance (secretary), USAID, concerned technical ministries and the
 

project managers of Title Ill-funded projects. This structure proved
 

to be too cumbersome.
 
From mid-1984 on, the MC was limited to a representative from the
 

Ministry of Flan, tne Ministry of Finance and USAID. During this
 

time, the representative from the Ministry of Finance (who also
 

served as director of the Secretariat) was changed. This improvea
 

Program management.
 

At the beginning of the proqram, the MC met infrequently as funds
 

were not yet available to finance approved projects. As time
 

progressed and monies became available, the MC began to meet more
 

regularly. Durino the final years of Program implementation, the MC
 

scheduled more frequent meetings and met, on averagc, twice a month.
 

Project proposals Aere submitted to the MC nv the Ministry of
 

Plan, various technical ministries and non-governmental organizations
 

(NGOs). 
Both GOS representatives were of senior manaoament level. The
 

Ministry of Plan official was director of the division responsible
 

for donor coordination. The representative from the Ministry of
 

Finance was deputy director of the Bureau of Debt and Investment, and
 

.USAID was usually represented by a direct hire employee who had
 

authority to speak for the Agency during Management Committee
 
meetings.
 

4. Appropriateness of the Manaqement Committee S catirn 

The eventual si:e and composition of the MC was appropriate r 

its functions. The Ministry of Finance is the conduit through which 

all donor aid passes and thus exercises financial monitoring control 

over all development assistance. The Ministry of Plan helps
 

formulate national development priorities, writes the five yea,
 

development plan and serves as a clearinohouse for project proposals
 

emanating from the GOS. The Ministry of Plan had esperience in
 

project selection and had, in theory, a stable of unfunded oroject
 

proposals. USAID should have been represented because it was the
 

logical representative of the USG which exported the commodities.
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There were both advantages and disadvantages to having the MC
 

The Senegalese representatives were
 staffed by senior management. 

their other duties. Management
in the course of
required to travel 


as a consequence, frequently postponed. 
Both
 

Committee meetings were, 

activities and thus
 

GOS representatives were responsible for many 
other 


to Program managerrent as might

always devote as much time
could not 


the other hand, the Permanent
 
have been, at times, required. On 


to exert authority over some 
to be high ranking in orderSecretary-had 

the same ministry
were not employed by

twenty project directors who 

of the Environment or 
(e.g. Ministry of Rural Development, Ministry the 

Ministry of Education). 

the Management Committee
5. Unclear Role Definition between 

and the Secretariat
 
amendments, defines the role
 

Sales Agreement, its annexes and
The 
terms; "The Program will be
 

the MC in only the most general of
of 
 a Senegal
overall coordination of
GOS under the
implemented by the 
The
(Sales Agreement, Annex B, Item 4).


Management Commission" 

a source of confusion with
 

vagueness of this definition proved to be 

MC and had a
 

the dynamics of decision-making within the 

respect to 


Title III
 on the administration of 

decidedly negative effect 

the 


Program.
 the Title
overall coordination of

the sales agreement,
Accoraing to 


to the Management Committee; but how much
 
III Prograc was confided 
 This is
the Title III Secretariat?
exercise over
authori tv did the MC 


authority does the Management Committee
 
another way of asking, "what 


on the
The Permanent Secretary sat

Permanent Secretary?"have ever the 

control over

MC and was thus able to exercise near total the 

in the absence of official
the Title Ill prograir,administration of 
these two entities. As


roles and duties of

documents delin atino the 


it had enormous
 
long as the Tit. III Secretariat had operating funds, 


as it saw fit.
 
y tree allocate its quarterly budgetavtono ,,. t was to 


In 1'? , the Fermanent Secretary arbitrarily 
and unnecessarily doubled
 

office space without prior

the sizE of his staff and rented new 


the Management Committee. For
 
with the other members of
consultati on 


and politics, the Permanent
 
reasons oroanizaticn, efficiency 


his duties and responsibilities

should have sat on the MC but
Secretary , 


clearly spelled out to
to be

towards the Management Committee needed 


power by the Permanent Secretary.

avoid an over concentrat-.on of 


The Management Cor.mittee could not manage the Program unless the
 

as an independent entity, but
 
Title III Secretariat functioned, not 

once
(This finally occurred 

rather as the implementor of MC decisions. 


the Management
the Permanent Secretary). Once

the G03 replaced 


the Title I1 Secretariat, Program
over
Committee oained control 


administration greatly improved.
 

http:concentrat-.on
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It is important to realize, however, that the MC only gained
 

authority over the Title III Secretariat because the new Permanent
 

Secretary felt that the Secretariat's appropriate role 
was to
 

implement MC decisions. There were never regulations formulated to
 

Had there been, the Title III
institutionalize this relationship. 


Program ould have avoided many of the administrative problems which
 

it faced.
 

6. Uncertain Role Definition within the Management
 

Committee
 
The nature of the relationship between the USAID official
 

representative and the GOS representatives on the MC was never
 
more weight
clarified. Did the USAID representative's vote carry 


than those of his counterparts? Did USAID have an unspoken de-facto
 

it the role of the MC members to
veto over MC decisions? Was 


represent officially enunciated ministry/mission policies 
or were
 

they to adopt a more autonomous position?
 

The GOS Management Commi'ttee representatives stated that they
 

to brinq to the table and promote a proposal if
 were often hesitant 

they thought that the USAIl representative was unenthusiastic about 

the project. On the other hand, they affirmed that they approved 

project proposals promoted by the USAID representative, even when 

had serious reservations about the appropriateness or viability
they 

they could exercise more flexibility
of the orolect. They felt that 


than could the USAID
and independence in the decision process 

resen ta t ve., butt .ere hesitant to assert their ,viewpoints because r e - r 
the MC was unclear. In their opinion, itthe po.,er structlure within 

appeared that the US AID representative often defended a predetermined 

.-ission stance rather than a more independent view as the GOSUSAID 
•-epresentatives felt they were permitted. 

The Local Currency Unit had a dif;erent interpretation. In 

staff, it was felt thatinterviews conducted with present and former 

have been more active in generating,
the GOS rnPresentatives could 


pri or, tizinc and tablinQ project proposals. It was also believed
 

that the 0OS oi cials cou-ld have beer. mcre lnvo' ved in the budoetin'
 
process ano the technical monitorino of individual projects. It 

-woui have functioned more efficiently ardseems clear that the MC 

effectively had the nature of the relationship between the GOS and
 

USG been clearer.
 

7. !eai.ess n ths Froposa! Process 

There 	 were some ma icr weaknesses in the project approval process: 

project proposals, no established eccnoxiicno standardized format for 
criteria (e.o. measures of cost effectiveness) with which to evaluate 

ex-ante project proposals, and little economic analysis of reviewed 

proposals,
 
moreA standardized proposal format could have insured a complete 

and better detailed project proposal. The relative merits of
 

different proposals would have been easier to compare and would have
 

Many project proposals were
facilitated economic analysis. 

to request
inadequate in scope and detail; the MC often had 
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This was a time consuming process and

resubmission of proposals. 


project approval 	and implementation.
hindered the ef *iency of 


The Manageme,;t Committee would have judged competing proposals
 

with a more informed opinion had it disposed of an ex-ante economic
 

the various submissions. Unfortunately, the Title III

evaluation of 


had neither the training or experience 	to
Secretariat's economist 


perform economic analysis.
 

C. The Title !I! 	Secretariat
 

1. FindinQs:
 

The Title Secretariat operated semi-autonomously, to the

a) 


too much control
detriment of Program implementation and exerted far 


over the functioning of the program.
 

have the professional competence to
b) The Secretariat did not 


assume its designated role.
 

2. Activities of 	the Secretariat
 

The 	functions of the Secretariat were to certify that monies
 

projects were used for allowable
disbursed by the 	individual 

assure that the projects used a valid financial


expenditures; to 

to prepare scheduled
 mana e.ent syste: to admi niscter its budqet and 


End to monitor the financial management and technical
 reports; 

of all Title !!!-funded 	 projects.activities 

7. 	The Eaffino ol the Secretariat 
of the PermanentAt th *uteetI the Secretariat was composed 

Scretar, a head accountant . an assi stant accountant, a secretary, a 

boy. In 9S4 wi thout prior approval from
chauTffur ard an 	 office 

four additional accountants and one morethe Maninement CnTmittee, 

the exception of the Permanent Secretary
secretary w:ere added. With 

5 the Secretariat coordinator), none t the cccret riat
iand afe-
staT ere em nIooees of the GOS.
 

playzr in the success

The Title III Secretariat was the crucial 


or fai lure of F roQram manao eent. It controlled the purse stri nos by 

certifying or rejecting financial justification of monies spent by
 
the MC to
directors were required 	bi
individual projects. Project 


monev spent by the project was usei or
provide justi ficatior: that 


next allotment. Al tnou h
 
ne-ore recei ving 	 theirapproved purposes 

the Title III Secretariat tread Permanent Secretary) did not obligate 

on and off the financial tap

the funds directly, it was able to turn 


through its certification process.
 

4. Critical Personnel Deficiencies
 
current


All members of the Management Committee, including the 


Permanent Secretary, acknowledged that the Title III Secretariat did
 

For example, one of
 
not have the competence 	to perform its role. 
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who was named Secretariat Coordinator by the

the head accountants, 


former Permanent Secretary, had falsified his accounting diploma. It
 
to


if he had any training as an accountant. Accordinq

is unknown 


notion of acceptable accounting

those interviewed, 	he had little 


also suspected of misappropriation of funds.
 
practices. He was 


Inspector General's
 
Subsequent to an investigation by the Regional 


of the
 
ana the GOS, which was initiated at the request


Office (RIG) 

accountant 
was arrested and is awaiting


Local Currency Unit, the head 


trial. 
accountants hired by the

It is also unk.nown 	 if the five other 
in any


had an, Tormal accountinq instruction but,

Permanent Secretary 


records themselves
 
case, they proved to be incapable of.keeping valid 


were unable to advise individual projects on improvements in 
and thus 
their own financial manaqement systems, 

of whom ;,parently
The si full-time oroecc accountants, (some 

boys) , .ere each responsible for fewer than four 
started as office 

It woulo appear tnat tne secretariat was over-staffed.
projects. 


maintained that some of the
 
The Feoional Inspect'r -enerai 's Office 


staff were paic wirh Title I' fIunds for jobs which did not involve
 

of ~he Title !I! Secretariat. The staffthe leitim'ate dutles 


the previous Permanent Secretary, had never
 
economist, l so hi red by 


to his work at the 	 Secretariit.
held an eccncrists position prior 

with an apparent lack of motivation,
This i neperi ence, coupled 


either the technical
a contribution toprevented ri, fr' 	 na'i n 
cI o r oects cr the evaluation of prcJectTle i funded:ni': tornn of 


a 2 s mitted before the 11anaement
epesCtee. 'oT pr-opos. 


-S Defici erci es in h .oemcnt arO Acc: ntino F'ractites
 

t wo bei n, joint reviews,ava z in n , the 1astThe fo..ir enn,t 
1 

that the Secetaria 	 t hada disproportionate y large staff
stressed 

t hat a 
fr the si ze of its work load. Each evaluati0n recmended 


re spective

cc pre reni .'e personnel m2naqement plan, outltnin a 


staff, be adopted to
ilities of the SecretarIatOuties an' responsi 
as nee, u~l, done and 

imorcve tr.e efficency of che unit. Tisr, 


ct f,.ncti-n
-wed ther.-itn.Sec-etariat to 
ttee enanae ienteomc, 

the rs.1n r biquitie 

contr.hine oversight b, the 
aemat.The Ti tle IiI Secretari at never desi ned and imented 

;or , ts owrn nooks nor -..as it able to ins tut e 
accounting procedures 

at the individual project
and monitor acceptable accounting practices 

three inancia l nanaoement svsteTs developed,
level. Although 	

were 
-

2 -"eq -tan 	 ard t ec hni al anrin noat different tieS, . ' , ! 


format was ze2r adopted and enforced b .ne

fnanci moni torin, 

or within the Secretariatat the project levelSecretariat, either 

itself. Once money was coligated from the Special Account to the 

of the
project accounts (including the operating account


individual 

waay o; assuring that budogeteo line items

Secretariat) , there was no 

were respected. Line items appearing in the approved budget
 

those in the projects'
proposals did not necessarily correspond to 


There was, moreover, no
 
quarterly financial disbursement reports. 


of items to all projects which would have
 
standard menu line common 
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a comparison of similar expenditures between different
permitted 
 at

There was no standard inventory control system, either
projects. 


the project or the Eecretariat level.
 
not verify that expenditures by the
 

The Secretariat. thus, could 

the currency offset requirements. In
 

individual projects iulf;'lea 

one had no way of proving that

the absence of an n-,ventcry system, 

bills submitted -: a. lcwa le e,:penditures to the Secretariat 
= of the purported goods or

actually corre------ - t- te p-rchase 
the MC could not verify that purchases made by

services. Simli ar' 

for the
 

the Secretariat "nts'r its operating budget actually went 

checks to verify the
ut ar. ;nventory system, spot
alleged uses. Wit-


goods was difficult at
physical presence :f pjrc-,rtedlv purchased 

ac countants rarely attempted to t-. - Zr_-etriEtbest. !r al-' =E.= 
' checks at field level. The 

ver iTy 'u rport e ze o-It-ures with spot 

vinarc, al reports, summarizing technical
Secretariat s quar' 

were often submitted
 
'is ~re-ts ov the 25 projects,
activities -od 


se ent allocation of project advances, and
 
late, delaying tre s 


This sometimes hadroIect implementation.thus hinderinq ef-'-E5t 

: e-nO project timetables and goals.
a negatilve impact -

of Power within the Secretariat
5. An 3*.'- z-cenratior 


The original Se~crr-ary, who served durinn the first 

e c c bIelieved "his- that secretariat" should
four .,ears c t;hs control ovfunction innepewe-'iv oversight -c< the MC of which he -was 

r knroIewOeCgeEapIebiO s:irces , he considered 
a Te,,ber. ccs-

rel ativelv utonomous status as the 
the secretariat ave -. re sae 

the -abn - of codified re ulations
individuA.) pro sc-. In ,iew cf 

7,e rer.e n .etween tre Manaoemert ommi tte, the 
Q0e nci 

the 'SO he ra d .itual autonomy in 
r ..Per ;,,a n.!,t S-ecrEa ,..=o.,inc the Secreari at as 

.lL .ati,: 

theinv-tatior to oro, ems. Becausehe chosse. This. -eary *as ar 


a h, ran ing official, repre.ented a different

Secretar, w.as 

o - f the .r,, ement C.:,-Li ee and sat onminastr, rarn the es 


i e or tar Manaement
,ast p :t z!r i ,1D cv e r a t.the:m ie *._-.. over crc 3 -retarlUo..-, t tr'. f,p~r -. zrt;-


co2 rt hir- ed a chief

The or iQina 1 m.e-" Se:' eta ,'at one 

I Coordinator. The chiefaccountant, who ialar ,as r.ee the Title 


.:r c.ce:ts had sufficientli Justified their
 
accountant decide: 


for f-rther disbursements from
 
ea e .li:ib1equarterly expencit 

al :..ed te chef acc-untan t /'secretaratthe Special iccou' - , 

ntr.l over the individual projectcoordirata" cns sa.e 

a Lte,,tedto capitalize on, by allegedly
directors, whicn ne 


so! icitino Ichbac s fr or. project directors in exchange for rapid
 
GOS project directors
disbursement of pr:ect cperating capital. 


brought this to ths atte-tion of responsible persons within USAID and
 

the GOS. This led ,c a --int investioation. It was learned that,
 
been


previous to the i-,estication, the Permanent Secretary had 
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aadvised by, proajec t directo0r.,,,.that 1 ckbac ks were beingsli 

~ " '~'t'~,i~ rivstigat~'i('he wal

te by ~I 

~ ~'~'~x"- ,aat~-1re-,iti, a-rtar,I y d-iflIlg-'e>: h 

budget onThe Titl ri rsme s n obia oreur 
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ker' 
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D. The Project Management System
 

I. Findinqs:
 
was hampered by unreliablo funding flows
 

a) Project implementation 


due to slow rice sales and an inefficient financial management
 

system.
 

b) The ability of project directors 	to formulate budgets was
 

they nor the Management

severely constrained because neither 


future available funding.
Committee could project 


2. H.story
 
Title III Program funded 25 projects. Project


The F'L-42C 

the concerned technical ministry or
 

directors vere selected either by 

Project directors hired
 by the NGO ihich implemented the project. 


financial
from the private sector to oversee the 
accountant= 

Each project had a bank
 

management of the individual.projects. 

it paid for goods and services purchased oc
 account through which 


behalf of :he project. Project directors were required to submit
 

monthly discursement justifications and quarterly financial and
 

t Pe ohich reviewed and approved projectF'S,technical repCrts to 
and to US"ID which also monitored the projects'

expenditures 
-sports and activity status. Froject directors were

vinancial 
30 percent of their oudgetary
ustivT at leastobligated" spen and 

install ent.allotments :ef cre receiving their nex:t 	
IIIstructures impiemented Title
Three :,pes cf bureaucratic 

(e.g. Ministry of the Environment),
funded pro'scts: n irstries 

and NGi's (e.g. Catholic
SODEVA, !TA)
parastatal -rcani:ations (e.z. 

y o not possess ndi vi dualMr. traditional 

bank accounts. he national
Relief css). Ministries 

financial ra :r, nt svste s cr hold 
di surs .Ooents by irdi'.'idualand control alltreasury a-:,oies 	 -
 a
ban!: accounts and imclemen
 

-. Farastat!orclanisms h-'.e
' 41isri 

conforms tc 2OS

financial -'nao:Tment wwhich,han in theory, 


GSa7 e c, evi'dentl hav ,dffe,-nt naa

regulation, 

management B.ya:e:T.
 

Major anace.ent ConsraInts
 
iss.es.
 

As mentoned in a precedin5 section describno co;Tm ooitv 

wEre nap Epe']edby


the six orTxinai it.e III projects, beun.n I, 


due to 
slow FL-4 r.
the unavai'bi it. ' rzs 

= t5 bv the . and tardy certification z 

the approvll o c:nra
 
Title III Secretariat. Froject


project exenditures by the 

to two years and
 

in the early stages was delayed up

implementation 


project goals. This was the
 
sometimes compromised the attainment 	of 


tree survival
 
case with the Kayar Dune Stabilization Project where 


was unavailable to coristruct protective

rates suffered because money 


to meet their financial

fences. Many projects were unable 


This naturally made project management far more
 
obligations on time. 


difficult.
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PL-480 rice sales and the t~rdiness with

Both the slow pace of 


largely beyond the control of

the CNCA approved contracts were
which 


the Title III program; delays in the Secretariat's certification of
 

were not. Despite the fact that
 
projects' disbursements, however, 


accountants, certification of past

the 	Secretariat contained sit: 


to subsequent allocation) sometimes took
 
expenditures (a prerequisite 


main reasons: the 
up to two, months. These delav occurred for three 

absence ot an efficient financial monitoring system at the 
and approve

Secretariat level, unqualified personnel to track 

expenditures and the ,,nwIllinnEss of the chief accountants to 
Title III

expedite the approval process. Had the majority of PL 480 

required pl.nctua! funding as a prerequisite to project
projects 
success, attainment of isp~etentation goals woud have been 

i mossible. 
the CPFE ir.to the Specialosf de i=t mm,-d e nyThe n ._ tEc 

program quarterly
also affectej proect directors* ability to
Account 

as they were never sure i fundno would be available to

activities, frc.m
finance those activities This prevented project directors 

medium-term prograr;Trlrg.effective 
sohete bindere' t, the oeooraphic dispersion ofManaoerent was 

project activities. Gne projects had 20 activity sites, thus 
requiring E:ter , i'.e supervision and logistical .. . Uncertain 

director from supp I yi
fundi n- f 1c', sometimes impeded the project 

tbeas n 
1 

. en. 
n'a 

ee 
n 

ft e 
' ., 

. ,_-a;eTe na IEt 
'.re : 

tL... - S t n 

C, r i n Th oginwais P a 1utnm ous t h r- ,,

r e hs-TE-, Ci Jrd in t e ne 

abyailthePeaent re e C.dffict. ecause the e nt 

.uc i....:, control~hierarchi nermanen S.ecretr-id a c,,anytobetC 	 a-r, - p'-.edt aroc. Thes en r exer 1oI dret,adri 
sau as a high
oer the detr or He.thus had ore-ly on h 

= =. avabu ~d gpresntdeocminis i This cor ei 
omacodd ndividual,'e por i4 h', ar:.O

diadvd:r;:;Ld .is. The 
4. 	 Rel at v c'n.c tn-' f o e, s 

f un ct icoed in a s e 3Ltono-,Mo0U S iT,anto . F .icPrcjie ct s 
buni als aioad trhia ,r aded re t nclnra r iuev rea 1 : J : t',efi it ad-e f un ,c, Aas 1n 1 3 :e? -- .directors -- once 

c c	 to- difeet.insris=the nprojectdrectors belonge s e ,..,o lSecretary-,and 	 were a s o =d.:n r ea:c rt f c red a:;,e They: 
t h n ..h e r ,.Ma . .- .U e r rl t c ,, SUpe . o--, s, wi 

Thi s oi course presented both advarta' es- anrdfr e s 
individual projezt directors


di.ad,,antaoes. The freedor, accorded 

an
 

presented them with the opportunity to administer projects in 


but 	 it also made tecninicai supervision,
efficient and ex:pedi ent manner 

Permanent
more difficult. Because the

by the Permanent Secretary 


project directors belonged to different ministries,
Secretary and the 

not exert any direct hierarchical control


the Permanent Secretary did 

his status as a high


over the directors. He thus had to rely on 
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project activities to
and his close monitoring of
ranking official 

over Title III projects. The original


exercise technical control 

was
 

Permanent 3ecrotary made infrequent project site visits and 


as to the progress of individual projects.

generally uninformed 


This lack of involvement in the implementation process hindered his
 

ability to require on time submission of project activity reports and
 

once those standards
reporting standards,
financial
conformance to 

was more involved in the
 

were in place. Thp new Permanent Secretary 


the program s portfolio of projects and made site
 
implementation of 


frequently than his predecessor. He was thus able to
 
visits more 


project reporting.
effect improvement in 
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aanalysis 6ft the me an s' 6seto: i mplemen t t" e 2~r~ct5 fuddud'4IK, 

i~' the Jk the hwee~5tl e yina .program .- iTP~ces om be 

; ~e the~ han,. h~ft_.---easur ed7'"- y:,-'-i 'a 
the, s a i rati str tc t urell. tU wasnot.,:.>Wl 

Po ' i ,-ti_ y v lu t .a pr,oJe cts7 i n, t' ,e 'it Ie I I I port fo I o
J ..4u o 1me constr'ai t i, 0h 	 r at te :toAis rn 

pr qJ etcs ce s Somecthese 'i ator s are comm on' t to a1: deveIopmen t, 

are speci i tothi o g ainonr£inliST-itIe 1r hos r~whiIe thers 
nteh succs ofli 11Ifunded projes which~"Dtriai'atr 

aecommon to al. c ~ included.Ofe~prua ~~~ace appropriatenless 

an d eiftcacty of projectof technology,, interest ot pro).e %eci ent 


planni ng.
 
which a -raely chieva their objectives (Kayar 	 and-.Proiects 

K'ebemer Dune,RE~cres'-t~tifC;~W-hue DEcentrl ac o of 
Constructin Uydrol ogiaitdy,F~searchTechnical Schocl 

r,ei-enera'10 n proet~ I I used t~chnolooie5s' 
~griculural 


Princeton Stdy amd CR 3 
Te too' ormethodcoogie s w,h~i 1hpoe.reviously, been: tr~ ed and hrve 

seIacting specieS,fi at iof- projects drew on, P sE eoeri n -e i

cul ti'at ion t 2ch1 niqoe andi imPle ment Etior r. E ures. In contr-t thc:.
 

o r i in 1 '0 'nulti tun' 7.,P 0 L-S;u ,i er e c tr-,uct ad under the 
aris~i-h c'hPdnc notth of cIru w did 

ZneE a I C. B el cc, on or sLperv =iicn 
supervision~~~~~ 


a great deal c,- pErShave 
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was not widely accepted by target groups.
successfully developed yet 

of the stove oere
economic and environmental benefits
Apparently the 


to foster large scale adoption. The CRS 
not sufficiently apparent 


objectives because
and SODEVA Warehouse Projects achieved their 

storage


villaqers understood the economic advantages of improved seed 


a financial contribution for construction

facilities and provided 


costs. 

the Senegal Title III Program

A.Determinant Factors Zc ecifi,- to 


is a key ingredient in the
The efficacitv of a project manager 

to be the
of proiect assistance yet it appeared
success of all forms 


decisive factor in project=- fnded under this proqram. Projects
 
who had: the
's ma,,ect:nad pro.ject directorswhich achieved stated 


eortlsea ooveree project implementation, the
 
requisite technical 


ad-j1-onal resource
tecnni-aI personnel as
 
willingness t- utilize 


an ao iinster project budgets, and the 
needed, the ability t, p.'an 

-_ t and adm nistrative problems to
dynamisi, to brirq speEzn:cai 

:c:itte.the attention 3f tne 
onere role of the project managerUnlike bilateral p! nic 

project directors'' n nature, Title IIIis essentially adr-,is'r = 

no trhe principal technical experts.

were both the adminisatos 


1 the zroiect director was a prerequisite
Thus, technic7, co:petence 


ITh Projects
an.j etemer Ref:-restat:onto project Succe- . ar 

-r ... 
 -ro nd b tc:. I,-ad, .e... .a..n...both had d - rs . :: 

- -,-----...c -pc- r 2ntar
also sEowe a--- l --


t a , as on pers i Inr-. the 1natance

technical npu -', p pr opr 

of theseeEds or e, the erp.en Ce
of the cR-conat r u c_ 


e.- p' 'nn, I npl
ementatonSODEVA seedstores creet, z-.--.._e 

te -,,-et.
and vil lage manaoemen t zmPcneno 

an,r n stae p Ject budgets


The abiitV to effectivel' Vl, 
: . . ecause disba.rsemet was also a cr,,cial fac cr -o 

unEi o project.;sti-icationto project accounts 4a.s cntin ent 

venarsubmitted
s, T

ei:penditures: directorsc tcess;i of 7e-J.Iezs 


cc t ne -erC a nn:r noe witn
justizoatizn -nd rePcors 
,tten. -,ct1 or tor s w-arereporting requirements. n :n,:, 


obliged to modify project activity in I tthe
.nce witO 
c n o f:xat:,nu..P in.. B-acici c=.e

availability ofo 
a ' e;,,crrien:e ihydrology study, ano constuctorn r ciect 

Zs wEr e ate too.s te pr. ot r Erinterruptions in f-nd: ng - vet 


reprogram and prior::-si. ':i : ... ..
. : e 


p :-C-. ecer; I ZF.interrupted fund i ,-
rtt tsn erets arr-ers :edir Lh

The Title III Secrst ariat 
- .T E' 

-i ua i pr , eczt . ' iEL.r e n t ; ,Ii catio n
administration of in 

aroitrarily.submitted by project directors_ were somftioes re.'ected 
whic hhd-
The Secretariat ,requent*,1i1wA=-s slw toc ec--'4Ect t ran sf+ersa 

been approved bY the Man een: Qomalttee. nurino certain periods in 

approvedthe course of toe Title 7i'1 -:raT, :n.e -- so oos:ed 

reaso n. Project directors Here thus


allocations for no apparent 
could hinder project


faced with numerous unnecessary obstacles which 


were to achieve stated objectives, they

implementation. If projacts 
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required directors who were sufficiently dynamic and motivated to
 
the
 

bring problems generated by the Secretariat to the attention of 


expertise and sound administration

Management Committee. Technical 


success.
 were alone not sufficient to insure project 
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III. 	LESSONS LEARNED AND RECOMMENDATIONS FOR IMPROVING FUTURE
 

TITLE III PROGRAMS
 

deficiencies in 	the
As illustrated in the analysis, the major 


Senegal's Title III Food for Development Program
implementation of 


centered around poor definition of roles and responsibilities and
 

contracted
insufficiencies 	in the professional competence of 

noted in programming
in addition, weaknesses were
administrdtive staff. 

and administrative practices. 

Needed improvements cannot ie guaranteed simply through the 

implementation of valid recommendations. One cannot legislate interest, 
Ore can, however, implement reforms or a system

dedication, or inteority. 

of check.s and balances wnich can minimize the negative impact of 

ci rcu stances beyond USAID ' co trol. 
So Zf t-proclemse encountered in the implementation of this Food 

to Seneg a!, but rather havefor Level oprent Program are not unique 
Title II1 programs In a 1985 GAO study ofmaniTes te t:heseIves in oiner 
Bolivia and Bangladesh, a certain number ofTitle II programs in Senegal, 

Eacn country experienced difficulties in
comof ,a ites were evident. 
and eventually sold those commodities at a

selling FL 4B commodities 
made difficult by widelyloss; lonn term prooramming o4 resources was 

fluctuati ng exchar e rates: geographic dispersion of activities made 

monitorinc di ficuIt; reporting requirements were unclear; and USAID's 

on inadequate documentation. Thus, the followingcerti-icati n was tased Title 	III programs.recos dations 	 ma.' be app ii cat e to other fut .e 

Roles and Resonsibilities
A.ecomedations 4or 7efinino 


Par t Eicant
 

use of program
1) Clarify the LCU's responsibility for monitoring the 

funds by the host country government. 

in or er to avoi the contusion which surfaced in Senecal s Title ILL 

e;iact extent of the LCO's monitoring.W shuo de ine theprograc,a.H. 
o;

1uties carif'ino the Aoencv s interpretation of hen 	 "disbursement" 

general policy
Title: fds H 	 aczall,' ocurs t should also devel op 

idees incicatinc A.I.D. a appropriate role in 7itle II programs. 

should play in the programming of

2) Clarify the role which the mission 


Title III funded projects.
 
offset requ rements varies


Because the spec;:cit. cfc Lurre cy 

gr nq and d i ni strati ve
consier.' aorcrc pr-.aa; the pr 	 tneenvlroner.t CZ each ErooraT is different, decisions regarding 

in the programming of Title III funded

appropriate roIe tne mission 

1cll, on a country by country basis. The missionprojects must be made 1c 


director. in conjunction ;ith the orocram, legal, and local currency
 

officers, should dE,,elop i-,piementation ouidelines and enumerate
 

responsibilities 2f the locil currency officer with respect to program
 

management anc pro-oct selEction.
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the bilateral entity, responsible for overall

3) Make certain that 


the program, exercises effective control over the
 
management of 


structure charged with program administration.
bureaucratic 

This can only be accomplished by establishing regulations
 

outlini nq the duties, responsibilities and perogatives of the
 

Title II program. These regulations
administrative arm of tre 

that the admr s=ratve structure acts as the

should inre 
* decisions, and not as an

implerentr o anaoe -.t -tructures 

independent entity. 

B. rco maendat i P -nr I :crovi no Proorammi nq 

III program

4) The sale of commodities imported under the Title 


should precede the implementation of individual projects.
 

r, order t.- ai-: c roi emS enqenoered by unavailability of funds 

and to 2 .. for E!er ion ter prograiming, sufficient funds 

snoul d h 1Jin t-a T tl v' Special Account to assure that 
1 	 funds. The

project lent..tn n .eat ot b. interr-u ted by lack of 
the equivalent of
 

a snZ-,' cLoai n at leastTie 

fr .t eqieent befcre individual project
. 
- v c_--die: ,en" zr 	 a.- -- i a ;ge uate time before projectin 


e t nu, 	 ea ,i.e.r - C._ r. it Rs 
-..- .-r-re -cts projects) could be 

e ,~., t 7Tte T". '7.tt. r ue e 

project budgets denominated in the local

5) Establish liTe of 


- ,currency. ... ... to:i.lars nn~bit off-_ctive lo'nq ter
 

-

.- r-	 n;ch f rte fluctuated-2 r

* c 	 t ,c rs of Title II Fr .nr z;E: 

t 7ir , 	 an: inn clearly 
n.t. 	 o 1 -tv i oc._ the proora r :g 

t eUt t a- t M r cr irectors did not process. 
were nott 2,y rzsi-	 E.k a .t, 	 ,,. 

p-z 
F.L 

Project..able tc plat 

'EA rrrEny si n a three to
budets ,Id- o b e tza1 


t i t .ahe .? r *tran b-t"dg ,

five v.ea" c:-hn-. 


TnR .e Ee-' Cer der t z avo -...d nr',
 

E a1 le res u.r :-s. ceni es ,nbu eted at tne prograc close
beyon: a 

out -date :ouL LEbepr .or_'Ted for ether non-project assistance.
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a set
6) Develop an approved standard project proposal format and 


be used in the evaluation of
of economic, and technical criteria to 


Title III project proposals.
 
assure that sufficient
A standard project format could help 


to permit a rigorous technical and economic
information was :otained 

facilitate cross-project comparisons.
analysis and wou'd 


7) Require that the Title III management structure subject project
 

analysis, availing themselves of
proposails to economic and technical 

and in appropriate host country
expertise both within the mission 


agencies.
 
the Title III program are generally smaller
Proiects fun:ed under 

project in the A.I.D. portfolio, but that


than the typical bilateral 

is no reason to :r: tec-hnica! nd economic ex-ante evaluations.
 

Prooram AdministrationC. Reco-snds:ions for Imorovino 

county administrator
8) Develop, in conjunction with the chief host 


the Title III program, a financial management plan containing
of 

standard line items and an inventory control system, before project
 

implementation begins. 

that the management committee, on which an A.I.D.9) Require 

sits, has input into the selection of Title III
representative 


administrative personnel.
 
woul asure local prcar a ccountants hae he

This u'c tna 


zc .. ' Title IT f nds.
requis-te b.ec: , .. 

should be chosen among

10) Title I1i acministrative personnel 


the

regular host government employees, detached from their posts for 


length of the program.
 
,-i: e 'i[ rr:orams no. onl' finance cscrete developmen prinecs.. . . tr 

s byve-ils cou.ctIT. h. 
-, t1t 1ma T - ni 

e. "c T.. ... wJouldbut rls e eoo froT! thS "by-prccuct".* This alsooverflff noi beefCzt 

_,pported b, hs
red.c F a emen t c ss if sal re c are 


countrv.
 

accountinQ staff both at the Secretariat and
I1) Local Title III 


levels should undergo A.I.D. sponsored training in the
project 

management plan beforeimplementation c- an appropriate financial 


project start up.
 



~ -ADMINISTRATIVE 	 C.0-ATX 

CONTEXT IFOR T I ITL E II PROGRAM1S~'IXAN APPROPRIATE ADMI NISTRAT IVEr 

7 ~TEe-s ng prpfatadmi nist r at i v-Atructure ar aIIT i t Ie
 
0,gran Theam ~ a~~ S,, see rn 'by~fde inEd-by ~pr og~ oiaIS,
Q 

nnop~'~ i 
i~iffc T itiI1I rog as~havevr 

aeIp-gans~i2r0	 hav 
xmp efn entat ion 

~ Srb t a1s'l 	 er'rmnt e ,j9'6gdesmT~~s 	 f 

'developmen t t rro ugh pB reon aya I IIf*ts, 

po"eeds .to f ;an ce:. fer t iiAzer procurement 'and_.,d str bt 0aln-pr ojJect 
s. crr Pr, use Of fllet r eq u irement s wer e~uh'_e ss.,spe i f4F #,he. Aoreement 	 S he geeathn-th~ei n 	 agsmet r asl'e 

h Prrd
a' th s -SagrEemen 

Iized 	 tiat ive t han ser i eSof-$d iscret&e-~-genera econo mi c suppcrt n 	 -a 

'Y - TeBnl s ior. e pe ienced acute i mplement at i n difficu ies~ -

cu o reec of develop lent assistan.c e-'yet, these di vie to all formins 

wit h in ,t hel tr,y 4r,.Pa in conb r eIa t iv e Iy we I develIoped -~
 o 	 a c t r, nras 

iste r donor aSsEita'nce iT teIIe 
A' ii~nst ituins ;t h wh	ich t o ad in 


Eo wi dIoy, th t theEpp rop iate ad Mirn istrative
progr Z is can Te r 	 c urnty
stutre imust bec ~p teE o th e ind ivi duEIlprgam and 

.	 I~~aA The' oeeeC-E 

1 	 ~d ins tItuinaEj'Sessntial1y i-a- zd pt ed t o both FroKr nol 

whi r thEFrcg r am en cotedC,L ~ aV capabili t ie Th e proi e s 
c" op o l ~iitior, rather' than to Somel <-*r P t~4 wereadmi 'e 

PFrogQrmc h'annEeed
*-e
irieent flaw-i--t he 	 arm r, ri ve~~~dC
WcettrJe exceptounE TitlIe 

f-mo Et-5ge 'ter ; rthce)ruds were the , 

moieitoc'd 	 Lnidvlomnf eW III
jnies were - -ih bu too 

Solre soureEc fi n i c OT rp I,e a p r-j t The structur e o thei 

a~~ i t ZZn ni E su P rt it. i the OS an US~I -----and,'the. avai E 

pun'~ Th n u t: tre ez'n~ c i,t r t alcSt r0 
41-

fumns TeL ar; quer r dn a ~I t~ i eL U-pct 
r i d _:r bi 	 v Lro 

P r 'Ibn Er I 

a co ore'd Ed~dr ,r0t a n,,i nnrcrm-dadsise J.64 
Q'rv n 	 ilnntye

-. sp of prut1o'et3 	 7,~ ~iZ.nt~tEc not tMMrcm- an 

drect- Proari-xpge~~ oze a dtntor.1 i~~~ 	 d7i-

pr-.c ~ .	 C'F;n M1i -:11-1~tNevrthels Pe 	 - nn1 Kr~ 

~ YY,. or Fe--~Cn:es-	 T 1 II pr amas..l Lh r. 
-Foodf 

* 4 	 s ct zr ~i 1iIe E T er e wa not EnoLgQh mission -a-projec t4 - i 
dcevt 1i time to ProQr.a ( supervisio n --personneItc Eprmr. nE 'r on t 
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B. Some Possible Administrative Alternatives
 
!Il Program in Senegal (and elsewhere)
for a Future Title 


Although Senegal's Title III administrative structure was
 

Program needs, it, in practice, imposed
theoretically well adapted to 

too heavy an administrative biurden on mission staff. Possible 
see to minimize theadministrative alternatives should 

at the same time, assuring that
administrative obligations while, 


Title III monies are monitred ef'ectively. The following
 
in superficial terms. An
alternatives can only be treated here 


indepth analysis is dealt with more appropriately in the context of a
 
that the
 program proposal. it is essential to remember, however, 


ultimate success of an'y cevelopment e.fort must be measlured by what 

and nrt L,' te ease vith which a program isis accomplished 
administered. A perfectly administered project serves little purpose 

are not translated into constrLctive action.if project objectives 

Opti on: 	 Fewer but 1aroEr and moire compl ex devel opment oro Jects usin q 

a Management C-ommi ttee/Fermanent Secretariat Structure. 

result in a decreased administrativeThis option would pr!oba ly 

burden but would require a hi gher level of technical direction and 

by mission staf., Adninistrati ve re-oonsibiIities aremonitorinq 
i cn of the _be r f or c jects

as a func 
n g tur c n 

ri thme_ i ca! increased 

nde r 	 protinan.- 6 the -aT. The proor,--. i -. - . mi't-'tor 
c
f-or the U ' and Gn: of ten m,lI r ec s S tZ+ 

-. , Woul ,ne ril l on pr.-, ct. Trgreater than for Ii0 
ad ini trti,, ta h an eLIemtheoretically have an easier 

tar lessu neec 	 s, spnUSAI---oul.-
Commlittee---and ny extension 

1arc er 	 2-e c0p e: pro..e cts wcu -n

timne programming udget s but 	 -. l ,' s of p.o'eat,-equire a .nore rigo,-.-.s tecnnica-i and e:ccnc,:;. 

ci so ,-FitO, - t l i, cmize:
propozsalsa. Cocoplex proj ects w.o-ld 

r apossible-cnical ada n':str r ... 	 ro..
 

drectors. Tere is r)t sufifiient ', :e..r . alni-t' ,..
 

expertis av=l ie to devote full tie to e Z'
 

large Co 1! prj 0.JcC t Vithout cons i der an e dnr a s si tan:,e.
 

"i. t,-.o
Furtheraore, the Title III legislaticr a i nn 	 r.-:
 

woulo c: be I een~s=The project described herei. 
without the resources provided uncer - s aoreeer

x Tr, .c'n 2, liem, . 

e ts.
circumscribes the choice of potential large proj 

Title T2 f,. .
clause in a certain sense impedes
additionality 


being used for top host country priorities. If a proect was L; 

host country priority the GOS would acre t.an ikely .e acl o tf
 

at least a pcrticn crf zr o e t a:-.ivti ,.,
a donor who would fund 

clause in effect says that ,f nc otrer doncrs are
additionality 


available to fund the project, the Title III program will do sc. For
 

not appear to be a viable
the reasons sighted above, this does 


option.
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Option: Title III funds allocated to less proiectized activities,
 

use offset requirements
containing more liberal currency 


This option would take the form of essentially a program grant to a
 

ministry or other host country institution. Title III leoislation
 

proceeds 	 from the sale of PL 480 commodities bedoes require that 
earmarked account (this requirement can,
deposited 'in a special 


however, be waived by the U.S. president) but there is great latitude
 

use offset requirements (per
as to the specificity of currency 


Bangladesh). This alternative would certainly minimize mission
 

administrative responsibilities but the monitoring of program funds
 

would probably be more difficult, particularly if Title III funds
 

The Title Ill Workingwere intermingled with other funding sources. 

Group, composed of members of A..D .PA, USDA .nd Department of State, 

has not yet clarified the extent of A.I.D. 's monitorin 
missi wouldresponsibilities. Until this is clarified, individual ons 


fro, the GAO and A.I.D. 's Inspector- General by
be invitino trouble 

a host country institution. Furthermore, the


extending a "grant" to 
reluctarce to approve non-proJectizedWorking Group has shown a 

monitoring difficulties.
program proposals because of financial 


to
Option: 	 Confide the administration of a proiectized procram 

a reputabie or ivate accountinq firm. 

This option has the ad-antage of prole stritovers oT 

USAISfunds without significant involvement in mor itcr-nQ o -tties oy 


to both (4as ninton and local
staffznd thus would be attractive 

how.iever. disadvantaes. This is a
ai ssion manaement . There are, 


nay to; be financed
very expensive option which would most likely 

that Title III
from Title Ill proceeds. In view of the fact 

".snippin , .,legi sation, requIres the host cou ntryy. oo e,rnent to Po 

percent of which must be transported on ,ore c.c:st' Ameri can own1id 

ships) ,' handling and storage costs, less program monies would 
.- e eactu l Iv-)o for development purposes, ioreoer c ntr wo 


most eigible ;or Title I1! programs ar ahos e ' s
 

Ily, thZ i n
establisned accounting firms operating lc 


the case in Senegal. It should be pci ted c.t tat t,
 
--qi . beprivate accounting firm is no ouarantee that pro-ram mo-nies 

ti of
used for approved purposes. Finally, confidin the a 'iT 1 snt 


a private firm, dces not contrib,: t-the program to 


country s insti tuti cnal capacity to manage t ne.r a.evei-pe 

'This requirement can, however, be wai ved. 
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funds programmed, administered and monitored by
Optior: 	 Title III 

one or several NGOs.
 

on
ease the 	administrative burden
This alternative would also 


if Senegal's post experience is indicative, result
 mission staff and, 


in close technical and financial monitoring of program activities.
 

to be: a lack of technical

The chief disadvantaqes 	would appear 


to direct complex development projects,
expertise of NGO staffs 

to administer a multi-million dollar
insufficient NGO staffing 


program, few institution building advantages for the GOS and,
 
on the part of the host 	country


finally, an understandable reluctance 


to finance NGO projects with government funds.
 
to be
The options explored above clearly do not pretend 


are rather intended to stimulate
exhaustive or comprehensive but 

III programs both in Senegal


thought and dilcussion for future Title 


and elsewhere.
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X. CONCLUSION
 

A. Title III: an Underused Development Option
 

Only ten Title III programs have been undertaken 	worldwide in ten 

- popular developmentyears. This indicates that the program has not been 


option among A.I.D. mission directors. One must ask why.
 

seen 
by senior mission management
Title III programs have often been 

demands on mission
 

as administrative headaches, which place substantial 


Missions need clearer guidance from A.I.D./W concerning

staff time. 


This lack of
 
USAID's appropriate role in programming and monitoring. 


Program has many institutional
clarity is understandable. The Title III 


players: A.I.D., USDA and Department of State. Each player has a
 
The USDA views
 

different agenda thus legislation reflects a compromise. 


a price support mechanism for the American farmer and
 
the Program as both 


it as a
 
a marketing tool to promote commercial ex:ports. A.I.D. sees 


Proqram to promote agricultural and economic development. The Department
 

of State ;,,a,, .'ew it as a vehicle to affect policy reform. 

USD-A Icould prefer to sell i ts commodities on commercial terms, but 

its price support and promotional
participates in the program for 

to choose the


functions. Individual A.I.El. missions would prefer 


sold locally in order to adapt cormodities to local

commodities to be 


picking from a list of available US
 tastes and preferences, instead of 

surplus coods. The State Department might seek -Tore specific policy 

policy modiications by the importing
reforms but dilI settle for looser 
country.
 

y group le by
. ans . .. e e a techni cal revi ewTomittee ~,, a msT ebe byTitle TII-, ram prop os -ut 

then by an interaqen:y group led by
mmritteechai:e by A.I.D. 

and this has
USDA. r-up s e_,: somethinq different, ro the Program 


a -- f cl ear policy, direction from .Washin.zton. This is
 
If the Title


-corounded b'/ the USG's lack of experience with the prooram. 

!I rDcra to be ,Tade more.- a attract , e devel opment option for mi 	 s icn 
ect- oints sucr as A.I.D. s appropriate role in progra min, Anc 

o be clarified.
 
. . .
 . .
 

_a" cf ... c.......o f-O .. - . . . c .. 
:e largmely a.-idabi.Cc I e~ i c S-negal 's Title TT Frgra,7 faced 
coald rVa,.e been avoidedInterrupted ;unding flows to tne SpeL.al cco-nt 


solo prior to inoi.,iduaa .c.ect start !,p.

had thne :imcio ditls beer 


of Program proceeds would ha-ve teen ,cr im-,r,-.'ied .dFinancial ,monitorin 

system been in place, staffed by tr.ine. accountants and
 

a monitoring 

be ,re pr o Jsct imple entati n :=.a . Te
accountin: :oerts 

competence o; the T:tle II Secretariat staf; w,-ld ha.e bn bter had 

the Manacement Comattee had approval over staff hiring. Despite 
with Senegal's Title ILI

ad inistrEtive impediments, much was accomplished 

GOS saved $28 million in foreign exchange; needed
prooram.: the 

were undertaken; the
infrastructure was built, important policy studies 


natural resource base was conserved; pilot projects were launched and
 

policy refcrms were reinforced.
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a Title Ill ProQram
 
macro
 

B. The Merits of 


A Title Ill program can have a positive impact on both the 

ease
and micro economy .f the importing country. It can chronic
 

balance of payment deficits and help conserve foreign exchange
 

for those countries which
 reserves. This is rarticularly important 

'
 

have non-converti e currencies.
 

The progran c:- fund projects more cost efficiently than some
 

assistance are 
either
 
bilateral options. Expenditures for technical 


project
Cr noneistent. Typically, a bilateral
reatl,, reduced its budet on technical
spends between ores uarter and one third of 

host countryTitle III projects are staffed by

assistanrce; where-s 


from the
 
personnel, reinzc-r:ed b, technical and financial expertise 


for
Ill funded projects, -more money goes

USAiD mission. Ir Title 


in hilateral projects.
less administration thandevelopment anc for 

c-an fill a ni-he fcr nedium sized

T iLe I fT:edu-. actiities 
O'ten multilateral and bilateral donor 

development pro.e-".s. 
shy ana. " s.Taller development projects because the 

agencies 
re~ rerents are not si ni ficantly less than those

adrminiscrative 
" 

Tten the choice ofdevelopment initi atvesassoci ated wth 
by Ttaff

projects- approzriste cfr implecentation by NGOs is limited 

In addition to addressing basic human 
size and tecnn: a" epErtise. 

an fund pslot prro ects wnose resuItsTt pr-ramneed. the to the l.rgerare suffi:iet. .i-2nt evaluate poten3ial for 

.
fc1lcw- ..p "evel n e f ort
 

The pr-cg-:r, c r hicaI and Tin.aia m-a.e,.nt s
W r 
ed by nostTie IuiTT:n ptr, . re a

ofZ nst....r.. rect 

ne host partc zates a oreatercountry to
ccuntri c- - n, 

Pr oran n n i.o...P.,T entatin 
exten t in e a en pruezs. 

Hed thtn i T.3n'/
en c, ebered by bureaucratic e

procedures ar-
,syst . s therefore 

ate,-na ve de z,.. nt Pnechan rms a n the 
, i , e : 

t. cTihnt Tbe r im s c.,e f rnaE.r 
ercreaen or; a n4 recipi r . d ,iopmenpfosters a Part 


efforts. -
7T t qhich hat en . C IST 

l ,. cy , - need n o 
a m .r ,- Z'z nd inr,, 

These c. overcome byinherent to the Ti-I Ii pro:, cro 
...-:., e-,nniro at re

better oolicy di.rs: ion from Wasn no:on and 
arc zpplie'.frm: experiences tn:s Fcssonspastmission level. 

''
 
scoZ E otn ..ore efCt . C. r. . ' '"' 

-
Title III prograrm :;n 


e -. s':..u :o attra.ctie .development obiec-:.:es 

http:m-a.e,.nt
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4 

-~..........
 

% X4I .1 POLICY REFORM,,L~.4~~'~C. 

4 ofnden 	 revised 'annex B program.,March: 22"1984 "a 

dedesr iipto, ofthe project ,a gree,menIt)Ipr.o vided for- the government, of 
eeal 'to cosider: the f ollIowl ng pol icy reforms.:;K~ 

r-A Slin tree seedling ras in forest service 	 " 
4 ~~ 

a s
 
As --. 

''"nurseries;~ ~ 
tree ownershi.formulating alar statement regarding


N--B' 


",'~and 	 -care-f or these trees. 
one year
,TeGOS was to f'urnish recommendations no later than 

the signature of Amendmet4o teP 8 ......~'' "' 	 fromthe date of 

TitlIe III Agremnt
 

..B History
*The genes~is for Am~endmfent No.4 covenants flIows from USAID/W
 

- guidance ,to the mission in negotiating the eteso 'o h ile,.'c
 

19'7, the Africa Bu'reau' technical review committee
IIprogram. In 
tree ownership wererecommended that policies regarding an 

for policy 'reform. .:appropriate 	area 

viI aoe woodlots, the technical review commi ttee 

' 'In discussing 
said:i 

"policy with respect to 'sale of trees isneeded. 
might be spec iication of legislativie
An appropriate benchmark-1 

or regulatory action on- the part oi 13OS -.;h ich wo ulId not a II r w 
on terims which would undercut'


the government to provide trees 


tree sales 	by the priviate sect or" (calIe 283 Sta te 21)4 8) 

final form of the May,,16, 1980' memorandum; di d niot di scus 
,i'The 

mernme r, No4 appeared tc 	 .,j
self-help. measures. The covean ants4of4AT 

_V 'supplement and not s sti tute for the self;-help imeasures identi'fI d 
18. Th T itl IllI ev alIuationin af-,-2n dnen. N o . 2 ofT JulIy 14 

er , 1931 j an ia ry , 3 an u -Uie . 194 report Lofl ~ 	 reports orSeeb 
help meeaLvres reviZ.u E / .Eritif~ed .''609 proqrsss on',addressing sel 

on team oIt was beyond the terms of reference o, thEe val uati 

odress p Yrerm sus ' 

address governmenit progress i n 
i'de tified in aqreenen s,earlie r thaFn A(4r,en~nei t ' 4, wouId 

ke- to note, howev~er",th at t ne'OGaredhha -a mad 
Eoea T~T progress towards f u iilinc' th 

Cau :al'ty i E al a S har to 'cetermn nut. t C.:e E agreem ents. 
st
 

t'hK" itI e I II pror a m infuencEd the' GOS in the 'evIlution cf te L, 

cT
agricdture and nat ur a1' resources 'policy recogni Ed 'as, o 0 T~ 

''
Inmst0~ 	 alprogressivei n~'' of'A frica . " ' 

!:)14 orsrCode nas neer, comp'leted' anArevisionof' the 

xet'ed to be pproved :hortIy The devel opmn ofth ecdei 

rsosive to0 the intent of ,the coveaty mnmn ua a 

a~'~~ascan be determined, independent of those covenants.,s' 

''n j'', L~'L'' 

'LJk, 
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team could not verify that the covenants cited
The evaluation 

signed for the
 

were transmitted from the Ministry of Finance, which 

to the Ministry for


the Title III Management Committee
government, or 

The MPN would have been the


the Protection of Nature (MPN). 

addressing these policy issues.
responsible government agency for 


nor the Title III 	Management Committee
Furthermore, neither USAID 

specific policy recommendations
asked for the GOS to report on wren
 

i March, 1995.
the one vear deadline ex>pired 

the National


The current Rangelands Code, the Forestry Code and 


even legal obstacles to good

Land Law all contain disincentives and 


goiernment services.
and tree management by farmers, herders and
land 	
18 July 1974. During the
 

The Forestry Code is Law !Io.74-46 of 


the Title III prograa life, a new forestry code has been
 course of 

code has beerr approved by the Ministry for
 

written. The proposed 

the office of the 	President. It is now
 

the Protection of 	Nature, an 

te submitted tc the parliament in
 

before the Supreme Court and will 

May, 1987. After debate and possible modification, it is expected to 

There are several weaknesses in the Few proposed code. 
be approved. 


lac: of clarityclearlv defined. There is a
Users riahts are not 


harvestino dead wood
 
regarding the approprate tiae and location for 

and the quantity permitted is not specified. The new Forestry Code 

t person who planted the tree. The code 
assigns tree ownership to 

rs from tethe owner securedoes require, however. 
e r ar 'est. This particuar regulation

Forestr,, nd Water Ser"' 
bv the r'ral poul at:r.. !n the Sahel end

has beer poor1y recei ved 

1 Q ve5 tr oT a a.overnt to a private


in S'enenal as t ree-P ,lr 

.r n5 ra cQqnizrd that e ona! forestry la s
 

practice, it ia i a 

2,nat ic
p0d to publiC percePtions t 

must be -rEwriten 	to Z0 
right. 

a cr that . , or. nen 	 teNational e - ' 

re and tree seediifl seao. 0ter
sucrh as treE tenrinfluence things 


al cge nove. t .C.',,
factors include familv. ,v'ilaoe .trz and 

s s 
proced-res and practices much of wh.c t ,nwr 1 ten an E .iF 

to personal and political pressures. The new , tv _.C w. l . 

of and cc pi7; tv t e

If it is conicantadhered to onl 

D. 	 Recommendations
 
the process cf policy evoi-u::cn n a-


USAID can promote 
ways:
 

I) USAID can remind OS cf its consistent ar cc i..:. .
 

equitable tree ownership principles anc 
tree seeoro .
 

policies that serve as incentives for increasec tree gantin .
 

2) USAID should encourage discussion witnin the forestr' ccounitv 

r a. version s 
of the new Forestry Code. While a preIim:narj 7 c 


eyes only' .. ar'
nti Iavailable, the present version is "for 


acts.
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USAID should include the issues of tree pricing, land tenure, and
 
3) 

tree planting incentives, when appropriate, in the larger
other 

USG-GOS policy dialogue.
 

the planned 	one
 
4) As part of the Saneqal Reforestation Project, 


to the US by several senior forestry officials
 
month observation tour 


to "provide MPN officials with alternative ideas to consider as they
 

related policies" should be
 

forestry codes 


take up revision of the forest code and 

accelerated. 

5) The MPN's request 
and laws 

fol 
r
a short 

equested 
term 
by t

advisor 
he Minister 

experienced with 
(Reforestation PP 

the forest code should be 
p. 	 9) to assist in the revi sion of 

USAID has allocated necessary funds.satisfied. 


first months of the
 
6) The baseline surveys programmed during the 


Senegal Reforestation Project (Reforestation PP p. 51) should be
 

These surveys will provide guidance in policy
conducted as planned. 


elaboration. 
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ACTION POPULAIRES DE REBOISEMENT (APR)
XII. 


A. Backqround and Objectives
 

the Action Populaires de Reboisement is
 
The national program goal of 

to promot9 public participation (rural communities, village groups and 

Title !II supported this goal

individuals) in reforestation activities. 


upgrade the present national tree
 
by providing funds to improve and 


assure its functioning so that it might

seedlino nursery network and 


the public demand. The two year

produce sufficient seed!inos to meet 


a
 
proicJt objective was to increase production in target nurseries to 

of which 20 to 30 percent,00 ,"00 plants per year
level of 500,000 to 

trees, Reported tree distribution during the period 1977
 

would be fruit 

a planting survival of 70 percent.


to 1982 was 2.5 million plants with 

9. implementation
 

unstable footing under Title III. An
 
T.e APP orc,iec beane on an b t iit was not until a year

f d i 
A submitted in July 193, but a 

p-rooSa wasw w
orioinai a rr1r 

fi nally approved . The implementa-ion and financial
 
later that it was 

management was
 
include adequate detail to assure proper
plaZns di no: 


(Management Committee minutes Sept.
 possible. F:eservatiO'ns were expressed 

!I the bih cost of
 

, . 
<' 

, .e 'aL:e Forets representative aout 

di i I- ,.-hicles, t-h e ee d rve 


h a.r Diourbei nroie r-u-s?.iEs, a- ) the
-I a ani-Dr -i 


s' r s or r c t. . T .
i Tn .Icture 
rr - .dinn apC trui IC .r-r -o-. tree seeoli rtr ,DrCR~La o n 

. - -i n e'' c-:,:r n, t 
= £ 


tnr 1925 techncel and finaniaj; repr of 

:r 


-he
 
rh:'-rt, -I "e- ... e
t ' 85t ted, additionan a a!v r, 

r'c:''= nm n :q 'rJ -0-C: nPrejection' 0 t a 
, th E ' r.'s r; Fih - 1~ *i" -- ,H n t- r of 7adrdcO t an 

-
 It . u r
 
- - nd 10 ai tax c' r.r 

.
 er woren-w I -

I- or ch-.er-,J - - -== ,: .. .I.,..L1. ;,,.. . a~ 7M T cetr 1' 

re--- nid r ,.or, e i n t er Tanier. zl,.c r er s err.und. 


nunreres anr s Ers a aer lb - t
 

2, I -:; -, : te tr!.

The secono tr iT - er r epsrt '.J u'," 

125 mc to er"'. pr-alsTt -, ReEd in . ..' ..rphysical objecties c uLid ro ' , h r -st !d . .- : ..i. . . 
d;,, d., = , -n 

- . . . - ,noatas lace.. r
F uE,
_*-:z -s r:::::.,r.::Fudg . an: Paarrivedr 7-1 three 

Jysn f-~ e ds7e1 
inurL,'<s irnc4 rte. o1t fenced. Total sesdilnc pr::::: ,las

r-eorted roTnlztelvnu'sres : 

es ti:T~ e 5 1, ' plants.
 
was submitted a JIul


the request of the MC, a revised budQet
Uor, 

and revied
 nto e-tte eflEct the correct financial situationI: 


act,vi t , Aqainst planned expenditures of 185,000,000 FCFA only

aran 


nad been received. Project programming was
ESC';,.', PFA ,46",) 

the end instead of the beginning


difficult as allocations were received at 


of the trimester.
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that tt eedling
4i'" Th e:, t hir tr i mes ter report 1 noted 

but Bambey had been7K 
h'ad r each ed1 2C0:)09 pIant s All nur ser ies by c leanig ane er souesS, inursrro e p 

ofnursery workers (28)Y~existing mt . ...c(d Oedeepening+.,1 r wellIs..; Th e.number, ... : ....S

* thought to , beinsuffic ient1 

the
the Management Committee n December 4 , 98 
In,a report
,I to 

Ait ctor affriTe- the proaectgoal was to produce forest
 

and~ frui tree seedling -fo,rfre~.distributio?,th~at''two mill1, 

produced ;n 1985 and that 
1there'wias strong, localseedIi ng had, been 

*'"demand for th~e plIa nt sQ 

do a report' on 
USAID proposed to send a Senegalese USAID economist Kto 

vi sited but
the evolution of the project. A few centers were 

unfortunately no report was wri t te " 

S'e fourth trimester (DEc. 26, 1985) report had a 1986 total 

mJIlIon plants. Water problems wer.e roted.'

plantinotarget 'of three 


~ Mbao nurserieS.' Nursery; workersat IKeur Ibra Fall1, Bambey . Hann and 
not yet reacted to the


numbered i39, . As the' Management Committee had 

director reported he
July budget revisions proposd, the project 


..
 
would again redo his budget for the 1986 seaso-


1386 meeting of the Management Committee,' in
 .. .... At the February 26, 

sery sites would
 response to a report by AIRthat lack o water at 

a million plants difficult,"
make attaining a 1986 production of. even 
the fruit trees produced 'under theUSAID suggested the MFN sell 


-. project !(2C V of the prgopcsnegd production.
 
11ini star of .MPN suggesti gA subseqUent Ietter was sent to the 

Eaux et Forets projects which would
certain modifications to overall 

'It Nas further'''' 
" better distribute remainino project' funds. 

alterhativG financino mechanisms.' .- :' -, ''recommende "that he consider At
 

of the Mana7emen Committee
, the budget of
'the March 29, 1986 'me-etinQ 

.5.0 FCFA. to coverAPR was cu t the request o E !1, by. 
of 4 0,000 FCFA of the Bandiaunauthorized and excess expenditures 


Fo. Project and redistribute funds to other projects.
Forest 

i
 
z ,m: ih o.. A s e s: c. n tL " , ... !i..?:.:::: : . T n o 1 Q Assessment - . . = .::'- , Technol ooy/ .){.!'..... . 

$d
 

of the.c r ...idfive
The evaluation team S re.trv.. 

braa Fall, ambey andfif t een t-arQeted- nurseri es (Han.,7 b Keur 

,r:it cCntEV increased from' ... . ro du"i- "a I 7 
.. trca r e 7 . akNd ouka) z ndi.n 

preprojec, leve . r 'i,rn-ct 

1
 

about '6,'; p : p,Fantsr - n the fifteen rnursery sites. Peak, 
0 tw o fr.,ion seed! inos were reported " 

productiorn c'curred in '95 when 
a nave been less thanone million
pr6duced. Production in 17G6 


tar nigher than anticipated and eventually

plants . Labor costs were 


the project budget. From calculations
represented over 50 percent of nursery is
Cof nursery surfaces, it is estimated t1at each indiial 


capable of producig 1 11,mi
ir, seed!in os 

was a maIor structural improvement in APR.
FFencin of nurseries 1

,.sites and ' 

e ern was installed at all nursery 

some instances however,
generallIy remai ns in good condition .In 
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---peiously ex st'a n e apeared" robu.st enough to control gazing 

anmlsfthu ne~ ee- Th us fencing appeared in excess "of 
, 
 central offif .ce deci Sion which, waIs Inotreeems;oshavehn
need.and
 

<'based ona pu sry site needs. 
existing'Water'sourcE lmprovement w'as limI it ed t o maintenance of 

for -borehole 	 ___~semsazd qn~rl~d3Onoti~olv-e- large_ex pnditures 

at mosst nurseries is stt i1 not we IwIls -or pumps.e. Cheapand a m Ie' ter 
available. 

Seedlings r~nai nec in nurseries which Isho ulId have been 

prev ious ray ceason. Some were too large to'distributed 'dur ng t he 
were 	growing into the.be planited; t hey had burst their pots and 

nursery beds but nonethele s conti'nued to be watered.. Large numbers 

-of bare root nese7 trees were ;-rowinq in the nurseries. ThiIs is an 

: easy way/ to maks production targets. Seed is widely available and is
 

Little additional watering is
 sown 	directly on to the seed!ing beds. 

is easily repeatable at the illagelevel.
needed. This ta:hnique 

While nursery i evaluation team were unscheduled and -.vits by- the 

records for such-things as
January is a nonactive nursery period, 

. germination.rates, seedling inventory by species, labor distribution
 

by task and identiti eE of seedling recipients, including. numbers of
 

local forest service leve .
 nursery. itself-r at t-he 
tree 	ceedling nurseries to
The strategy o, large scale regional 
foresters as an .inaoequatet e " 

incite tree planting is now seen by many 


-i ny is a recoonled in the !973
:to decreestrategy. - I t s-f 
which considers freeAction Populairs de Reboisement national plan 


tree seedling snpiy z-s transitory to collective and individual tree
 
"
 planting effort= inluding tree production and purchase. 


. .- - ,. Lab or needs in a Saheliar, nurser producing 500 ,000 to 1,00) ,000
 

production. ajor-tasks
:ar. be a co r ainr, t -e t. fillinco -	 ....plants annuall 	 of. soi-', preparation= ir=.rl 
-

-
:a 

includ.collectio=n.==3F cO11l x . pl-- - ' Co . e c -andaIr O.i.i.}; ;, ,t auol 

, 	 potting sacks, transplanting of oerminated seedlings wzterin a
 

t thinni prunn-,. At
ng and 	 planting time .ne plants must be lifted. 

iF: aru, distributed, Lar-,r ees are -higny.often l oaded D and 
"
in7ztrit ntense,,.- - - -- seasonal- andvary/ fro;-, periods of near- a Lv t " 

force nn satisylaborbz =atsconcentrated workp. san 1er perr e.n t wo'rk 
a, 	 .Qani at z.n. .. - -,,requirements, but thisrequires precise planni 


problem with demands. ies nts often
seasonal labor mthatreu:e 
pk Ed i te iircoincide with 

y ,: , 
tmE r cf ~pEc Zes are pEntd -

Large 'nurseries"c-r,prov-de an economy .. thatis .- -": 

apopri ate in:sanc=5 theIrc a 
r r.t his 	 tcmra...in a concentrated area. Even in cae,-however, m 

enurseries .. advantages over per:manent nu rser , " . 

'' 
have I..e 

-When the seed i nos - are di stributed over a large-ar a , ti za . 

problems can aoccur. O-ne nil 1ion s~eedli,~ -'istri ut~d 

, thousand seedling .unit s reuies onPoshthouand ontcts ,_S1, 'EUa n.t 
r see aten day tree distribution per od Thee transport of E ns from 


"""-,' central nursery to scattered viiimges isan arduous t . . - '
 
.
deteriorate the rai-ny .n
Furthermore, road conditt on IsQener 


season w4hich 'co Inc ides with'the tree plantiIng period. 
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The soil needs for a million seedling nursery are enormous. Good
 

local soil is quickly exhausted. A good potting mixture is equal
 

and composted manure. An inadequate soil

qualities of sand, top soil 


Instances have

mixture can compromise seedling vigor and growth. 


is moved in to the nurseries from great distances.

occurred where soil 


increases siqnificantly
This entails a substantial labor requirement and 


the 	cost if production.
 
Water quality and quantity in large nurseries can also be 
a
 

heaviest watering need is the driest
constraint. The period of 	 and
 

that is, just before the rains.hottest period of the year-, 
Tree seedlings desired by private indi,%,iduals are generally different 

a far greater
species from those used in reforestation schemes and of 
species

variety. Seed collection for large volume production of these 

can be difficult. 
-not an arcane science. It is a skill easilyFinally, tree growing is 

as an activity on!y to be conducted by
learned by farmers. To treat it 

trained foresters, moves the activity unnecessarily from the ultimate 
and technical assistance, are

beneficiaries who, with tre proper supporO 
in fact, on a limited scale,
doinq it themselves.
perfectly capable of 


farmers already have some e::perience in tree raising anc
 
most 

transplanting.
 

turned their
AiD/W, and so e.. individuals .jhin the GOS have recentIy 

nrseries toward local nurseries. Therecer tralizsdattention fra r: ar.e 
wr .onq

is nothi n n t h e .,perr ence o.; ,APRth nir acn es t s s t,ne 

course. 

Table I APR Budoet Plans and cccoplT.pinment 

] n9e R eoort1Q84 Pla 

I TEM 	 FCFA (0C0) 

4 7 1410 1 71" 71'Constructicn 

Materi al ', 700 2.
 

, 7"
Labor 	 84,750 27 . 

10 7 .27 10Con -mabl 	 00 
5
t1.150 4 .Overhead 


324 	 7 5 4 



page 47

Senegal PL480 Title III 


KAYAR
 

XIII. KAYAR DUNE STABILIZATION
 

A. Background and Objectives
 

is one of the original six

The Kayar Dune Stabilization Project 


the PL 480 Title III Program. It represents one
projects approved for 


third of the original budget and reTains the largest single project of the
 

program. It may be the most successful. It is estimated that 25,000
 

hectares of highly productive agricultural land was protected as a result
 

of dune stabilization. A substantial portion of Senegal's vegetable and
 
run parallel to the


fruit production is grown in fertile depression which 

coast from the outskirts of Dakar to Leonia, 175 kms to the north. La 

Nouvelle Politique Agricole (NPA), promulgated in 1984, seeks to triple 

national fruit and veetable pr-oduction by the year 20)(), in order to 
to expand fruit and vegetablerespond to increasi ng national demand and 

exports. To accomplish this ambitious goal, shifting dunes which threaten 

these coastal depressions must be fixed. 

This three year $ 6.9 million project involved planting of 

ha of tree's to prevent the movement of sand dunes fromapproximately 700 
along Senegal's northern coast and to

covering any a.ditional fertile land 
Actions involved stabilization of

protect villages from shifting sands. 
edge of highly773 kms of coastal dunes, tree planting at the windward 

basins and planting windbreaks aroundproductive vegetable gro-wing 

villIages. 

The 0C 
S has had over thirty years of experlence in this activity. 

with the Canadi an
the time this proiect was i,nitiated, the rO- w,,as workina 

a 22 kes CoatalInternati onal Devel opment AQen cy (C I D to stat i iz 


str ip -roGandol e to LooT.poui and with UN P/UN-,O to f i : 6 'ns of dunes
 

en 2 of I93 totaled less than 4
 near Lospoul. The area pl anted at the 
experience rn

ha. In omneral , the techniques were -Al- defined due to 

dJune fiat; : ost notably at a opo., I-2aI L.94r) sin e 1975) nd 

,a arisince I173.Sandi!-if e ;- , .1-

The Title I T project envisioned throc te as operating from Kayer
 
d1orc1 anL D,anter. Kavar would ser... as heafqlu ...."s- A 73 km ba-nd f
 

tn the beachn an-d 60; metsrs fr-o-a-:.'raer .~ .eall s .....O..unig t t rz- ....t.eres . ,TEteEll sS e,1 r~iFnn' 'g Pa al I 

the high ti.e line was planned. A similar strip co prising 1400 ha ,as to 
annru.nnino paral lel to the coast

be established on live secondary dunes 
na of w. .1breas , .d e placed ar nd

kms inland. Approximately 500 
a gS
be estJlished1 in varoua.
ardaens. 'Nurseries . viould -.villages and market -11 


area of oork for each year 's tree planting cn pa n.

locations in the 


cevaliPnert of a.
aforementicned experience elsewhere allo ,ed 


financial and activity implementation plan.
 

B. mol ement ati on
 

in Kayar started in late 19G0,Construction activity of offices 
be ready for the 1981 season, it was
however, as the buildings would not 


For the
in the interim would commute from Dakar.
decided that the staff 


first year, 550 ha of planting was programmed. All funds for vehicles and
 

as planned.
equipment were allocated the first year 




page 48
Senegal PL460 Title III 


KAYAR
 

Joint USG/GOS Annual Evaluation summarized, "The
The September 1981 

faces no


project is being implemented effectively, close to schedule and 


The first year planting target was achieved-400 ha
 major problems". 

primary dune stabilization and 150 ha semi-fixed dune plantinos around
 

in the delivery of essential four-wheel drive trucks
 
Lake Tama. A delay 


plant some trees before wind screens could be
 
forced the project to 


rate was expected.

positioned As a consequence, a lower survival 


425,273,000
only 230,735,000 FCFA versusFY 81 expenditures were 

1) the decision to buy


FCFA programmed. Under-expenditure was due to 

than all in the first
 a three year period, rather
project vehicles over 
 (and
was delayed until the second year 


year, 2) the construction component 


eventually cancelled), and 3) extension activities were slower than 

planned because of start up delays. Project staff were apparently
 
at planting time and
and effective. For example,
experienced, competent 

In August 1981, some


other peak periods, temporary day labor was hired. 
(500 Ha) of primary dunes in 13 days of 130 laborers planted 25 Plins 

work after the rains made the dunes ready for planting. This 
nonstop 
could only have been poss'ible with a cadre of dedicated and organized 

staff managinq the operation. 
The FY 82 joint GOS/USG Evaluation Report of January 1983 noted that 

to date of its planned funding.
the project had received only 49 percent 

to meet its planting targets
This resulted in an inability of the project 

all uired vehicles. as well as prevented it from purchasing its 

.t of poor project

Apparently this delay in funding was not a res, 

;rom slow cemmodity sales and consequently a lack 
manaoement, but ster.m-med 


program funds for the projects.
of 
The June 1984 jcint GOS/USG Evaluation Report stated that only 650
 

and 25 ha of
ha (745 ha of maritime dunes: 230 h a of conti nental dunes 
ha. Total

village woodlots) had been planted against a target of 1350 


date was 2200 ha or 5? percent of t.e total target

area planted. to 

a 7 ;uns ,zuE to sIo.w salesresult of acobiecti,'e. This again was the 
1987Not only did delaye fuds -Inder planting, in

of Title !!I rice. 
not bee;. paid. The roject
twice because tne, hadworkers went on strike 

gc:i ctnes out ,
director repor ted it was difficult tLo set plan 

7tc'Jets efforts,
idea of actual budget allocations. 4s a tr o 

el hr' t n-se.,a Ies ,2--athe evaluation noted "project person 

costs and qettJ r wer,:: d---e r-Z - r .
 

at mini-mizi ng 
y 697 2 iFt.
Against a three year budget of I,4f, , 000 F. 


- - .an
(49%) had been rece :[ed, nue o t I u 4 e Ai tne :-F. 
at last in -.id 1984 adequate funds Z 'a 


be finr.a ed thr Z '
 that project acti" ies.would 

been antime n o


The original goals for 1984 had t 

and 400 r.a of rep ant-ng wnere lo-. 
dunes, 550 ha of continental dunes, 

related to 
survival had been only 65-70 percent. This pocr survi val was 

use of small seedlings. Thus,

low rainfall, delayed protection, and the 


in 1985, plans were to plant 850 ha of continental dunes.
 
not yet occurred and


Furthermore, as most construction activity had 

it was recommended
with only eighteen months remaining in the project, 


scaled down in the 1985 activity plan

that the construction activities be 


to support a maintenance rather than a plantation program.
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Table 2. Area Accomplishments by Year for
 

K'ayar Dune Stabilization Project
 

7 - -----.-----------------------


: TOTAL
: INTERIOR DUNES : STABILIZED DUNESYEAR : COASTAL UNES 
Pr
 

1981 : 4 i0 : - : 150 	 : j55 

: 0001982 1 0 : -	 

: 260 : 605
1983: 345 : 

: 120 : 3301984 :-,. : 2' 0 

447.5 : - . 872.51985 : 425 . 

:
1986 : 22j 	 1'20 : - 420 

TOTAL: 2 485 	 ;'57.5 : 5 892,5 

C. Techn c:q:' ssessment 

fi :Katin tact: ques for SeneqalAs previ:,usly rent:oneo, the duine 

have been re r .:. TheI - cCieei> 
l-; ar even re:. t i.,2xzere oeier ayprotection Tett-:zs, sc-cs , 


known from prev' uJus0 experience. The FL -2; orJat cent: n-ue to
 
= 
test and impro' up: :,e:rVus etn0Cs. 

A number of :apers=-have elreacy described in etail t-,e practices 

used (Maheut, 3. et D., ertues-TEees ,I 5 : n E- .. .. (...
 

FAO 1981 :e At .
Ande--:--: v....
 
and LAY, C. (ffi
 

8riefy, c escfloe t-re tecrn ques useiSar: i r e dL.ne
 

thle 
 is to install the
stabilization in.Senetal first step 


"contre-dune" 60 to 7K meters interior and parallel to te hi c tide
 

cf larQe pels re ..tnree
mark. The "con-re-dune" is constructed 


meters) of interwoven nguer (Guiera senecalensi:) ranches; the
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with wire to pickets of Euphorbia balsamifera
panels are attached 

1.5-meter intervals. The "contre-dune" is the first check
 

spaced at 

starts about 20
 against wind-blown sand. The 200-meter wide band 


Rows of trees are planted at 	a
 
interior to the "contre-dune".
meters 


three by two meters (2 meters between rows and rows

spacing of 

parallel to the "contre-dune"). 
To protect the filao seedlings, lines of small panels of woven 

of 100 FCFA) are staked
brush (one-half by thee ,eters, unit cost 

- n or.entation, perpendicular to the 
out in a -routhwest rth eat 


winds. On relatively flat terrain (slopes of five percent or less),
 

eaksa cn placed every 20 to 25 meters. On
the brush "n 

lines
slopes exceeding 10 percent, a crisscross system of sandbreak 

,en lin.,es reduced according_ to the 
h the pacI,is used .it 

slope. The Joung seedlings require this protection
severity of the 

si mont pericd.from shifting sand :or 8 t 

: t 7:Et "avors th rapid Qr-owth of filao 
A " - t .rt-

. a t .th. plants with actinomvcete bacteria
SeEdlinqs i= . Cn 

r rpreon. These bacteria are 	obtained fromthat car +,.s p ar 
tree-. The coT.on technique 	 utilized is 

root nodules of oIder filao 


to crush the rodul cc;n,", snoa. -m, in water for four to five days.
 
they are 9 to 10 

This mixture is used in weatering the seedlinqs when 

small noIul s snould appear on
 

centimeters tall. AftEr t.- vee 1s, 


r t s :2 the P ants.
the secondary 

Wherea s filao plni indirectly protect he "nia,.es" by
 

stabil1 izing a .ta no-ments,.e the second component of the
 
area


project aiaoa to proice i-ect 	 protection to t s valuable 
.lantedwindbreaks. In addition, blocks

through - u-es.ab :--,t o 

in some ar such as


of pian-. - 7,--, . -r. : E. s h 	 the 

on tne ,.l low intered iate as a.nt e u ._-ayus planteCAust-arian . aat 

dunes.
 

run t aon 'rct i , i i no longerflthn he Rer ca.a 

- a ar -Ie" ....... enue LULd generated by 
' ' e;:p c toe =-- _ planted. The 

to .-,nrir:' e n.air:ter.ce . "'"'' , e~r. 

nortnerr. ::er;ega!
qrowtn rate fT trees c n d-i t a O.i-i r, -- c - , 3 rf, 

k
in I ; y E 



crc .....-,p-t r.-heoi ....
'ny o~_ U . 

This oroz) tie - I. 	 - - oee soe,.. a,'",V E C Cf t a =1ne increase).-. 	 a. Seai_. s ~itin 	 ZZrMproductive. -orest "VEe :.'. .r',~ a : r 
s s; q,.aP 

Pr ULC, E'- z; 

. v i.. l n
its fruit And ve et-tl! -' 	 - , .. 


r.st ontTr.ue to cc a o:-iority.
the countrys norther, cost 

s
D. Recommendati.c-

II in place cza c.e rr,,ent-rvn -Toile nurseries, the GOS 
delivery from

should consider c:ntractinQ for tree seeclina 

,he area who a!-edy nave estalishedvegetable Qarzner in 
aC r "ls. Tec , l a 7.assistance andVielI S anr d 

necessary.pottin g sac. zp ,sal e nay 	 be 

http:ontTr.ue
http:n.air:ter.ce


RIIBP AJ !T,,~ 52 ija~
41gaF


If ~ 
~ iO ?,~j~', K ~~YAR ' 7.7" 

k 1 1 iV r' d d6r bayb~I om Ahi nn i ndg'bQ opea i' b~eons. 

"'o--e' W 

EC~AUxCvP Ecd bU~~...~ o.W orId.jod Fr, 9raf~ 
e"T a~WSbi2~O~4bpda;r-artai ary t o seaoal 

r,s' ana'ur/~a borers' Some 'moneti zati~on ' 

y'' 

-V

%'y 

IN .,, 

-4' N~o 

-

:5t'4 cc: cs~'~not ocu~ resn a f_ha oucts 

(iiibsti ir,"tin)rg1 ;rom coastaldunepi.ntofshud 
sta r a a'er Six . HErvestinn should be b'y bi d and 

supearvisd , bu toe~peIetd bygvrmft'~ kr 
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E?'Ar)Tasr~fl o er Li t t reEs shou Id be imoe avi'al)i 
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vvii aE -Se h Eir revenue, poten t ia I . ~ 
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Annex A 
LIST OF 
MAJOR PERSONS INTERVIEWED
 

USAID Officials: Arthur Braunstein,Daby Diallo, 
FFP 
ADO 

Edward Dragon, RLA 

SaraJane Littlefield, DIR 

Campbell McClusky, 

Norman Rifkin 

PRM 
AID/W 

Cynde 
Phillip 
Joel 

Robinson, 
Rodokanakis, 
Schlesinger, 

FFP/LC 
RIG 
PDO 

Mamadou Traore, FFP/LC 

USG Officials: Tim 
Peter-

Donahue, 
Linehan, 

Peace Corps Volunteer 

Cereals II Agroforestry Project 

technical advisor 

Donald 
Jack 

Rassekh, 
Shea, 

ISTI 
Peace Corps, Associate Peace 

Corps Director 

et
Agent technique des Eaux 

Mansour Diop,
GOS Officials' 
 Forets, Thies
 

(Title IlI
 
Fall, Ministry of Finance


Koymil 

Permanent Secretary)
 

Project Director, Kayar

Mbaye Khouma, 


Dune Stabilization
 

Lo, Agent technique des Eau; et
 
Youssou 


Forets, Diourbel
 

Ministry of Plan -Title II
 
Mademba Ndiaye, 


Management Committee President)
 

Project Director, Kebemer Dune
 
Mansour Ndiaye, 


Stabilization
 

Niang, Director, Division de la
 
Makhtar 


et de !a
Conservation des Sols 


Reboisement (Project £'rectcr
 

APR)
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Others: Ms. I 
Frank 

Bourges, 
Conlon, 

Samba Fall, 

Peter Gallagher, 

Alistaire Greeves, 

Rolande Mignolet, 

Mayoro Wade, 

World Food Program
 
Relief Regional
Lutheran World 


representative
 
Catholic Relief Services Seed
 

Storage Project Coordinator
 

Catholic Relief Services, Deputy
 

Director
 
Price WaterHouse
 
BIT/ACOPAM
 
Price WaterHouse
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TERMS OF REFERENCE
 

I II FINAL E ALUATINI4rITLE 

I. BACKGROUND:
 

A $21 million PL-48 Title III Food for Development Program agreement was
 

signed with Senegal on May 16, 1980 to import $7 million of rice a year
 

for three years. Subsequently, the program was amended to extend it an
 

additional year and increase the program budget to $28 million. Thc
 

fourth year commodities consisted of 50 percent rice and 50 percent
 
development
sorghum. The proceeds from these grain sales are used tur 


projects which are supplementary to GOS budgeted activities.
 

of the Title III program in Senegal is to increase
The overall goal 

agricultural production and strengthen the position of the rural poor
 

through activities which 1) decentralize the development process by
 

strengthening the role of Rural Development Agencies (RDAs); 2) enhance
 
resource
the role of cooperatives; 3) conserve and manage the natural 


base; and 4) review Senegalese agricultural marketing and pricing
 
these conditions were selected b)
policies. Projects which satisfy one of 


a joint GOS/USAID Management Committee for finance. The Committee has
 

supported projects managed by GOS Ministries and PVOs as well as local
 

currency costs for some USAID bilateral projects.
 

Over the life of the Title III program, four interim evaluations have beer
 

conducted as well as a GAO audit and individual financial audits of
 

selected projects. Rather than reviewing issues which have been covered
 

in previous reports, this final evaluation proposes to examine one
 
program, the administrative structure,
particular aspect of the Title III 


assisted projects, its perception of benefits
and its impact on Title III 

derived from Title III, and its influence in promoting policy reform.
 

II. PURPOSE OF THE EVALUATION
 

The Title III program, as implemented in Senegal, is a complex entity
 

composed of commodity imports, project-izing of the commodity proceeds,
 
A key element in defining
and ongoing monitoring of supported projects. 


the character and results of the Title III program, has been its
 
the individual Title III
administrative structure. The success of 


assisted projects is heavily dependent on the effectiveness of this
 
the joint GOS/USAID Management
decision-making mechanism, composed of 


Committee and the Permanent Secretariat. Over 20 small-scale projects
 
involving intensive managerial oversight. Thwere financed by Title III, 
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Title III program utilized an approach in which the GOS has played a very
 

active role in programming, policy making, and project management. Thus,
 
the intent of the findings and recommendations of this final evaluation
 

are to weigh the merits of this type of GOS/USAID collaborative approach
 

in the hope that some significant lessons can be learned for use in future
 

PL-480 programs and applied to other donor supported 	design efforts.
 

KEY ISSUE: WHAT WAS THE IMPACT OF THE TITLE III ADMINISTRATIVE STRUCTURE
 

ON PROGRAM ACCOMPLISHMENTS?
 

The following questions are recommended to be addressed by the evaluation
 

team in order to determine the impact of the Title III administrative
 

structure on program accomplishments:
 

I. Was the Management Committee effective in its role as a
 

decision-making body? Did modifications effectuated during the program
 

improve its effectiveness?
 

Was the Permanent Secretariat able to effectively monitor, financially2. 

and programmatically, the Title III assisted projects? (use 2 case
 

studies).
 

3. Was the LC Office's monitoring mechanism effective and appropriate to
 

the task?
 

4. How does the GOS view the benefits/constraints of the Title III
 

mechanism/commodities vis a vis alternative US-assistance
 

mechanisms/commodities?
 

5. To what extent were the covenants in Amendment 4 honored by the GOS?
 

What difficulties were encountered in trying to achieve them? How could
 

the Title III administration have better promoted adoption of the
 
covenants?
 

supported projects, which were activities additional 	to
6. Can Title III 
the GOS budget, be sustained by the GOS or other local entities without 

further donor support? A cost-effectiveness study will be conducted of 2 

forestry projects. Are the technologies used sustainable and replicable 

in terms of available human, ecological and financial resources? Were 

expenditures excessive considering project objectives?
 

7. 	 In the implementation of Title III supported projects, how did the
 
project objectives?
administrative structure influence the attainment of 


What were the circumstances responsible for project implementation
 

delays? (Use 2 case studies).
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III. 	 COMPOSITION OF EVALUATION TEAM AND TIMING
 

will be composed of a Management

The evaluation team for Title III 


also serve as team leader, and a Forestry
specialist, who will 

be invited to nominate an evaluator(s) to
 specialist. fhe GOS will 


The team will be expected to submit a single
complement the team. 

integrates all components.
collaborative document which 


be required to complete the evaluation. The
 
An estimated 5 weeks will 


1986 and be completed o/a
evaluation should commence o/a November 15, 


The team will work a six day week.
December 20, 1986. 


IV. SCOPE OF WORK
 

The Management Specialist, functioning in a dual capacity 
as Team


A. 

Leader, shall perform the following activities:
 

1. 	 Appraise the effectiveness of the Management Committee 
in its role as
 

Review the evolution of the Management Committee
 a decision-making body. 


over the life of the program and how modifications affected
 

administrative oversight.
 

2. 	 Appraise the effectiveness of the Permanent Secretariat in monitoring
 

assisted

the financial and programmatic aspects of the Title III 


be jointly selected by the evaluation team,
projects. Two projects will 

It is 	recommended that
 

USAID/Senegal, and the GOS to use as case studies. 

one a 	rural development project.


one project be in the forestry sector and 


the USAID Local Currency's
3. Assess the adequacy and appropriateness of 


project monitoring mechanism.
 

the Title III structure/commodities
4. 	 Review the benefits/constraints of 


vis alternative US-assistance structures/commodities.
vis a 


5. Assure the coordination of work among the team members.
 

6. Coordinate the writing of the evaluation and write the Executive
 

Summary for the evaluation document. 

perform the following activities:
B. The Forestry Specialist shall 


1. Determine the extent 	to which the GOS honored the covenants 
stated in
 

Agreement. Assess the difficulties
Amendment 4 of the Title 	III 

Make recommendations
encountered by the GOS in trying to achieve them. 


a procedure in order to achieve the covenant conditions. The

for 


trees 	by the GOS.
 covenants refer to 1) tree ownership and 2) sale of 
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2 forestry projects to be
 2. 	 Perform a cost-effectiveness study of 
 Based on the
 
selected jointly by the evaluation team, USAID, and 

tNe GOS. 


case studies, assess whether the technologies (e.g. plant availability,
 
used are sustainable and replicable
planting techniques, care, survival) 


and 	financial resources.
 in terms of available human, ecological 


Determine if expenditures were excessive considering 
the project
 

the 	GOS being able to
 Assess the feasibility (possibility) of
objectives. 

projects were additional to
 

sustain the 2 projects given that Title III 


the GOS budget. Comment on the applicability of technology for future
 

projects.
 

3. 	 Appraise the impact of the administrative structure on the
 

supported projects. For example, review the
 implementation 	of Title III 


Management Committee's policy on project exonerations 
and the effect of
 

support to the projects in attaining their objectives.
delayed financial 


The same 2 case studies will be used as in A.2.
 

provide the team members with pertinent documents
 C. 	 USAID/Senegal will 

possible, prior to the commencement of the
 

for their review, if 


evaluation.
 

be available to provide assistance to the
The USAID staff will 

is expected that the
 contractors on a periodic basis, however it 


be able to work independently. The USAID/Senegal

evaluation team will 


the 	format of
be available to provide guidance on
Evaluation Officer will 


the evaluation.
 

V. 	 REPORTING REQUIREMENTS
 

A. 	 Format of the report
 

The report will contain the 	following sections:
 

1. 	 PES Facesheet
 
2. 	 Executive Summary (2 - 3 single-spaced pages) using the followin,
 

format:
 
Project title and number;
 

Project description and development problem;
 

Purpose of evaluation;
 

Evaluation methodology;
 
Findings;
 
Lessons learned; and
 

Recommendations
 

The 	summary should be no more than 2-3 single-spaced pages.
 

3. 	 Body of report, and
 

as necessary (including at least the evaluation's sco
4. Appendices 


of work).
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B. Submission of re ort
 

A preliminary draft of the evaluation report and 
executive summary in
 

the end of the
 
English should be submitted to USAID for its 

review at 

be submitted to
 

A final version of the evaluation report will 
third week. 


USAID in English as well as the Executive Summary in French by the 
end of
 

the fifth week. USAID/Senegal will arrange to have the body of the
 

evaluation translated and typed in 
French.
 

VI. ULFICATIONS
 
i l s
 e
A. 


-MS or MBA in management administration or 
training or related field
 

-Prior work experience in management administration 
or training
 

in developing countries, preferably in Senegal
 

-Prior service as a member (preferably team leader) of USAID
 

or international agency evaluation team
 

-French language capability, FSI S-3, R-3.
 

e
 c i alist
B. ForestE2_gP
 

-MS in forestry
 
forestry advisor in developing countries,
-Prior work experience as a 


preferably in Senegal. Experience in forestry economics recommended.
 

USAID or international agency evaluation
 -Prior service as a member of 


team desirable.
 

-French language capability FSI S-3, R-3.
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