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EXECUTIVE SUMMARY 

The purpose of this evaluation has been to assess the 

effectiveness of the Support Module-Yeuen (SHY) in providing 

essential logistic, financial and administrative support 

services to all other components of the Agricultural 

Development and Support Program (ADSP). In particular, 

USAID/Sana'a wished to know if  development of a separate and 

discreet module made sense (in theory) and works well in (in 

practice) and whether or not this module should coi~tinue as 

currently constituted. 

It is the evaluators finding that the theory of 

centralized logistic support and fiscal ~anagement for the 

ADSP program was sound and was an appropriate response to the 

unsatisfactory management of the program under the "lead 

university concept" in the early years of the program. Also 

(in theory) the Consortium for 1nternationz.l Development 

( C I D ) ,  the prime contractor for the overall ADSP program, was 

an appropriate entity to undertake the centrzlized support 

and management effort. 



!n.practice, the SMY has accomplished a great deal but 

has not yet gained :the full support and coopsration of all of 

the parties.. USAID, at whose insistence tkta SMY was set up, 

is satisfied that procedures, controls and systems 

that SMY has put in place provide reasonabla assurance of 

fiscal responsibility and avoidance of waste and abuse. 

While the current team leaders acknowledge the need to abide 

by AID regulations and reporting requirements, they would 

sti 1 1  strongly prefer to phase out SMY and uildertalte the 

responsibilities themselves. CID supports t h e  preference of 

the team leaders rather than a continuence of its centralized 
I 

responsibility through SMY. The responsible YARG officials 

with whom the evaluator spoke, were appreciative of the 

problems which led USAID to establish SMY and are not in favor 

of its early phase out. 

It is the finding of this evaluaticn that SMY should be 

retained largely in its present form. Some adjustmerlts that 

can and should be made are outlined below. SMY surely can 

be made to work to the general satisfaction of all the 

parties - CID, the YARG, the universities and USAID - if all 
of those associated with it wish it to do so.' I't is evident 

that SMY has received inadeq~ate support, except from USAID, 

until now. 



vii. 

Briefly, the evaluators' recommendations are: 
! 

1. SMY should continue with full responsibility for fiscal 

management, accounting and reporting. it should also retain 

responsibility for translation services, centralized 

procurement, property leasing, inventory and warehousing and 

motorpool management. If the present Administrative/Financial 

Officer is not extended, a well-qualified replacement should be 

identified, nominated and sent out by CID in time for a 30 to 

60 day over lap. 

2. Transfer to the CORE and FOA team leaders full 
I 

responsibility for their own expediting and English typing 

and copying. ( S M Y  staffing would be reduced by three.) 

3. if the team leaders wish, transfer from SMY to the CORE 

and FOA subprojects responsibility for recruiting, hiring and 

administering their own personnel. To insure equity and 

compliance with post personnrl standards, USAID shauld retain 

responsibility to approve position classifications and salary 

levels. (SMY staff would be reduced by one. 1 



viii. 

4. CID to assign a short-term senior accountant to SKY to 

install a new automated accounting system thzt will provide 

useful management data to the team leaders a ; ~ d  technicians as 

well as the fiscal reports required by USAID. 

5. SMY and the team leaders should work together to more 

fully implement the property management provisions of AID'S 

contract with CID. 

6. USAID and SMY work with the revitalized Council of Team 

Leaders to achieve the higher degree of cooperation and 

harmony needed for CORE and FOA to be fully effective for the 

I 
remaining life of the ADSP. 

By adopting these recommendations, USAID will: 

- -  Retain the level of fiscal management, reporting and 

procurement control that USAID wished and S15Y has achieved. 

--  Satisfy the most consistently voiced concerns of the team 

leaders respecting poor expediting and the felt need of CORE 

for additional English typing services. 

--Afford the team leaders the opportunity to control their own 

personnel systems. 
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- - Further improve ADSP property management and control. 
! 

--Retain a single accounting and reporting system for the 

ADSP program but improved so as to provide useful management 

data to the project implementors as well as accountability 

reporting to USAID. 

- - Be able to look at the SMY operation again in the future 

to see 'if it is still effective but, perceived anyway, to be 

a more service oriented operation and i f  further changes 

might be appropriate. Changes appropriate at that time might 

include: 
L 

o Shifting more SMY r-esponsibilities (ixaybe a1 1 )  to the 

two remaining subprejects, 

o Shifting SMY responsibilities to the university 

currently implementing the SMY subproject, 

o Shifting SMY responsibilities to a lead university 

not involved in project implementation or 

o Shifting SMY responsibilities to a professional 

management firm which could also support the new FPP 

project. 
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I NTRODIJCT I ON 

! 
Program Background 

The $135 million Agricultural Development Support 

Program (ADSP) has been the centerpiece of USAID/Yemen 

support for agricultural development in Yemen during the 

1980s and is scheduled to continue until 1996 with 

expenditures averaging $10 to $12 million annually. A Title 

XI 1 activity, the program was originally designed for 

implementation using the collaborative assistance mode with 

minimal management requirements on the part of USAID/Yemen. 

Implementation is through the Consortium for International 

Development (CID), which in turn signed subagreements with 
\ 

several cooperating universi-ties. 

The ADSP became operational in Yemen in 1961 following 

the signing of a contract between the U.S. Agency for 

International Development (AID) and CID in July 1980. The 

ADSP program incorporated the Ibb School Project which had 

begun in Yemen a year or two earlier. 

CID is a consortium of eleven western U.S. universities 

with the purpose of cooperatively participating in the U.S. 

Foreign Assistance Program. C I D' s.'..--. haadc;l~ai ters are in 

Tucson, Arizona. 



The ADSP includes five subprojects, each undertaken by 

! 
a separate CID-membe,r university. They are: 

1. CORE, which provides broad-based support to the 

Ministry of Agriculture and Fisheries (MAF). Initial ly 

implemented by Oregon State University (OSU) but currently by 

Colorado State University (CSU). 

2. Agricultural Education and Develo~ment (AED), 

implemented by New Mexico State University (NKSU) and 

scheduled to end in September 1990. 

\ 

3. Poultry Extension and Training (PETS), implemented 

by Oregon State University and, except for lung-term 

training, concluded in 1986. 

4. Horticulture Improvement a n d  Training (HITS), 

implemented by California State Polytechnic at Poniona and 

currently being phased out. 

5 .  Faculty of Agriculture (FOA), imylsr~iented by Oregon 

State University (OSU), working with Saiia'a University to 

establish a modern agricultural college at that institution. 
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Initially, CID assigned a Chief of Party to coordinate 

the activities of the five subproject team !eaders in Yemen. 

Responsibi 1 i ty for $rogram-wide administrat ivs, financial and 

logistic support services was included in the contract with 

Oregon State as lead university for the CORE subproject. 

This arrangement did not work well. Tha Chief . of Party 

position was withdrawn and, in 1987 responsibility for the 

CORE subproject was shifted to Colorado State University. 

Team leaders and technicians were not satisfied with 

the logistic support they were receiving under the CORE 

arrangement and a number of problems and irregularities were 

identified that made USAlD dissatisfied with procurement 
\ 

procedures, financial -reporting and accountability. 

Accordingly, following recommendations in ,a report submitted 

in July 1986 by Development Management Systems Inc. (DMS), a 

number of logistic support activities (vehicle maintenance, 

residential maintenance and supply of common office supplies) 

were consolidated in USAID facilities. This was accomplished 

in mid-1987 and is working reasonably well. 

Also early in 1988, at the insistence of USAID, the 

remainder of logistic support together with responsibility 

'fora overal 1 financial control and repo~ting vas--pu-1 led out of 

the CORE subproject and contracted dircctly with CI3 to be 

carried out by an independent program Suppo-t Module in Yemen 

(SMY). CID contracted for an Adrninistrative/Financial 

Officer (AFO) to set up and operate the SMY and he arrived in 

Sana'a in March 1988 to undertake his duties. 



! 
Evaluation Purpose and Methodology 

The purpose of this present evaluation is to "assess 

the effectiveness of SMY in providing essential logistic, 

financial and administrative support services . . .  and, in 

particular . . .  whether or not this module should continue as 

currently constituted." (See detailed Statement of Work at 

Annex A:) 

This evaluation has been carried out in three phases as 

follows: 

1. Fact-Findinq during which detailed interviews were 
I 

conducted with 29 interested individuals in CID, 

AID/Washington, USAID/Sana'a, SMY, each of the subprojects, 

the Ministry of Agriculture and Fisheries (MAF) and the 

Ministry of Education (MOE). A listing of persons contacted 

is at Annex B and the meeting program, pi.epared b y  USAID 

before my arrival, is at Annex C. That schedule was quite 

closely followed and this evaluator appreciates the timely 

availability of busy officials. 

2. Synthesis, Drafting and Review. 

3. Final Report Preparation and Submi-:sion. 



EVALUATION FINDINGS 

1. Financial Controls and Reporting 

Following his arrival, the AFO established priorities 

for the tasks that the new support module needed to 

under take. Institution of financial controls on subproject 

activities and improvement of financial reporting to USAID 

were at the top of that priority list. 

It shouldn't be surprising to anyone that the placing 
\ 

of central financial controls (recommended by previous 

audits) on the activities of the subprojects proved difficult 

to achieve and highly unpopular with the leaders of those 

projects and their technicians. The team leaders chafed at 

the newly required paper work such as monthly financial 

reports, action memos to USAID justifying expenditures 

outside of Annual Work Plans, requisitions to SMY's central 

warehouse, transfer records for project equipaent turned over 

to the host government, and a host of others including 

management of cash disbursements and petty cash funds. 

Within weeks sharp disagreements arose between the 

Administrative/Financial Officer (AFO) 2nd two of the 

then-team leaders who were opposed to the controls. 



Nevertheless, while the current Council of Team 

! 
Leaders continues to maintain that SMY's financial controls, 

as applied, are inflexible and so overly burdensome as to 

interfere with project implementation, they do acknowledge 

that there was need for improvement as compared to the past. 

Indeed, on September 12, 1988, the Council adopted a 

statement of Yemen ADSP Fiscal Management Responsi!:ilities 

which states, in part, that 

"...it is the ultimate responsibility of SMY to insure 

that all expenditures are in accordance with the 

contract terms ( e . g .  AID regulations a n 3  other 

regulations as may apply) and that any written 

approvals are in place before funds are actuzlly 

disbursed as a project expense." (See Annex D for 

the full text of the policy statement wilich is still 

under review by USAID.) 

In a meeting with this evaluator, the present team leaders 

characterized themselves as "the second generation of team 

leaders who recognize the need to adhere to USAID's reporting 

requirements and procedures". 



So, whi le sti 1 1  unpopular, SMY has successful 1 y 

fulfilled its fun&tion with respect to estzhlishing effective 

financial controls over the operations of the ADSP. SMY 

personnel maintain that that there are no examples of their 

efforts interfering with implementation - that, indeed, 

establishing financial order for the program has contributed 

to orderly and efficient subproject implementation. 

As regards financial reporting, the 

Adrninistrative/Financial Officer has introduced a series of 

monthly and quarterly reports which supply obligztion and 

expenditure data corresponding t u  s project iinsncial 

planning and budgeting matrix in use at the USAID and the sub 

projects pursuant to their annual work plans. Tho USA1 D 

Deputy Director, Controller and Agricultural Development 

Officer are satisfied that these financial reports meet the 

requirements of the contract and, at this tin;=, are 

timely,accurate and reliable. 

2. Compliance with USAID Regulations and Policies 

In the course of the evaluation interviews, numerous 

cases of past failures to follow UEAID personnel, 

. -pr,ocurement, property managemeNT and other r.eg.u.l.a.I:i ons and 

policies were cited - some as recently as A,~ril, 1989. Views 

were expressed that the Administrative/Financial Officer was 

more concerned with imposing the regulations and procedures 

of USAID than with meeting the needs of the team leaders in 

carrying out their subprojects. Conversely, the AFO feels 



that he received little positive direction or support from 

CID in his efforts to carry out the responsibilities outlined 

in his contract. (A copy of the Statement of Work from the 

Administrative/Fiancial Officers contract with CID is at 

Appendix E.) The former contracting officer and others at 

USAID share the view that CID failed to support its AFO when 

conflicts arose with team leaders. They believe that, had 

CID been more helpful to the AFO in carrying out his 

responsibilities, the USAID might have been able to maintain 

more of an "arms length" relationship when conflicts arose. 

In sum, while it has been difficult, SMY has achieved a 
I 

large measure of complian-ce with USAID regulations and 

procedures. Some ADSP personnel salaries and job 

classifications may still be at variance with USAID norms. 

However, employment at ADSP is relatively shoi-t term as 

compared to USAID and many of the staff members w e r e  

initially employed under the variety of past systems. It 

would be surprising if all ware fully parallel with USAID. 

Nearly all with whom the evaluator spoke were quite favorably 

impressed with the senior local staff which has been 

assembled at SMY. 



With respect to procurement, SMY conducts most local 

! 
and third country procurement (totalling about $2 million 

annually) while procurement of project cuinmodities in the 

United States is now being carried out by the individual 

implementing universities. SHY does follow USAID procurement 

procedures quite rigorously and it is this which caused much 

of the conflict with past team leaders and is still seen as 

slow and overly inflexible by team leaders and their host 

country counterparts. 

Compliance with USAID financial control regulations is 

now satisfactory as noted above. No current problems 
I 

regarding compliance with USAID regulations and policies were 

brought to the evaluators' attention. 

3. Adequacy of SMY Logistic and Financial Support to: 

CORE. 

A. The Team Leader's comments included: 

o Services regarding local personnel liave been okay 

but expediting (of arriving shipments, etc.) needs 

improvement. "SMY expeditors s u f f ~ r  froin a one 

'signature per day syndrome and nothing ssems to be 

done about it. " 

o Translation and typing in Arabic prcivided by SHY 

are good but services are very slow when CORE 

needs help with overflow English typing. 



o Photo copying services have also been a problem 

and have: led to missing pouch deadlines when the 

material to be copied was given to SMY four days 

in advance. 

o Procurement and other GSO-type services generally 

have been good. 

o The SMY accounting system fails to provide 

disaggregated detail that the TLs rieed for 

management purposes. ( A  CORE technician later 

made the same point - the accounting system 
provides no data useful to the technician.) 

o SMY staff members lack accountability to the 
\ 

people they serve and so are often not very 

responsive. This has been particularly true for 

expediting. Quite often no member of the SMY 

senior staff is available at the A3SP office to 

solve urgent service problems. 

B. Officials at the Ministry of Agriculture and Fisheries 

commented: 

o SMY should confine itself more to a "support" role 

and not try to take the "lead". 

o A year-end budget surplus is not imgortant if it 

results from things that didn't g e t  done. 

o More project commodities should be purchased 

locally. It is faster and more efficient even if 

it costs a little more than off-shore procurement. 



o SMY support activities should not cost over 10 

percent of the overall project bucgut. One 

American is enough - it is better and less costly 

to train Yemanis. 

o Team Leaders should initiate procurement actions 

immediately after approval of each annual work 

plan so that commodities can arrive by the 

end of the first quarter. "There is no use in 

having the technical expert without his tools." 

o SMY has to spend too much tine getting approvals 

from USAID. 

o The present SMY support system is better than the 

system before it-when there were four separate 

systems and there has been significant improveinent 

in the last four or five months. 

o We understand the financial and otller concerns 

t h a t  m a d e  A I D  f e e l  t h a t  t h e  new arrangements 

were necessary. 

o The management training that Jeff Sole is 

providing to the Yemenis on the SMY staff is good 

and we wish that he could provide it in the 

ministry as well. 

o Earlier and faster procurement of project I s  _. , 

commodities is needed and thare should be more use 

of "expedited" procurement procedures for urgently 

needed spare parts, etc. 



o It would not be cost effective to disband SiiY in 

favor of'two separate units for the two (CORE and 

FOA) subprojects that will remain after Septeniber 

1990. 

o .  It would probably not be possible for SKY to 

provide logistic support to the planned new USAID 

agricultural project unless that project were 

contracted to CID also. Nor would it ba desirable 

for SMY to be taken over directly by USF.ID and 

thus become another long term bureLucracy. 

HITS. The comments of MAF officials outliiied above apply to 

\ 

SMY support for HITS as well as CORE. 

A. The acting HITS team leader commented: 

o SMY would be good i f  it provided timely services. 

However, it takes too long to trn1:slate big 

projects and too long to purchase spare parts. 

o I have just signed a one-page report of 

obligations and expenditures for t:ie HITS 

subproject for October. There were 110 supporting 

breakdowns, however, so I have no ready way of 

knowing if these amounts were actually expended by 

SMY for HITS or not. 



o CID/SMY leadership should be res~ansible to 
! 

someone. in Yemen who can mediate disagree:,lrnts 

with the team laaders. Technicians don't have 

adequate authority. 

o The way we are now behaving does not reflect well 

on the reputation of the United Skates. 

A m .  

A. The AED team leader commented: 

o SMY expediting and overload secretarial services 

are not good. 

o SMY does not play a service role and there has 
I 

been far too much interp~rsonal conflict. 

o A split up of SMY staff and responsibilities 

between the two remaining projects would be much 

more efficient. 

B. The counterpart at the Ministry of Education, long 

associated with the AED project, commented that there has 

been far too much personal conflict and politics between the 

AFO and the TLs. The AED subproject (thsn located at Ibb) 

worked better before SMY. 



Faculty of Agriculture (FOA) at the University of Sana'a. 

A. The FOA subproject team leader commented: 

o There were needs to tighten up from the old system. 

However, the total audit disallowances 

under the old system were real ly riot that great. 

o AID made a mistake in how i t  tried to corraut the 

situation. AID should have taken financial 

control and auditing back itself rather than 

shifting it to SHY through CID. 

o SMY should not have been given a i-,onitoring as 

well as a service function. This has created the 

basic conflict. As a result, SMYiUSAID have 

become more concerned with ii~onitoring than with 

providing prompt and efficient service. 

o Slow expediting and the time it takes for local 

procurement are problems that F O A  has with SMY. 

FOA could handle all of these faster ,for itself 

if it had its own business managar and one 

expediter/procurement clerk. 



o SMY's monthly financial reports mcy satisfy the 

needs for reporting to USAID, but they are too 

aggregated to provide needed manabsnent 

information to the team leaders. Unless TLs 

maintain duplicate records. they can not know 

month-to-month just what has been spent and what 

remains under each budget item. 

o Centralized operations are inherently inefficient 

- by nature they don't work well. 

Decentralization is strongly to be preferred. 

o SMY should be phased out before the end of the 
I 

year and the two remaining subproject team 

leaders should be given the resources and 

responsibility for logistic support and financial 

management. USAID should itself take back the 

auditing functions. 

B. Officials at the Faculty of Agriculture were not very 

familiar with SMY and said little regarding its services. 



Favoritism. The FOA team leader, located at the university, 

feels that he does not receive the same degree 'of support 

from SMY as do those located at the ADSP building. However, 

this distinction is based more on location than on intent. 

There has been improvement since a procurement agent has been 

identified by SKY and dedicated to meeting tlie needs of FOA. 

There is also a feeling that the Central Support Services 

(CSS) at USAID do not accord the needs of ADSP the same 

priority as those of USAID itself especially regz.rding common 

items supply and performance of major vehicle maintenance. 

Summar y. Most of the team leaders and rllinistry ofkiciais 

acknowledge the problems that existed befare and understand 

that USAID needed to establish procedures to insure greater 

fiscal responsibility. Nevertheless, they p ~ r c ~ i v e  SMY 

operations, while recently improved, as still irnpeGing the 

timely implementation of their subprojects ;rid thus hindering 

overall achievement of ADSP goals. The primary concerns 

expressed by ministry officials are with wl:zt they perceive 

to be inflexible imposition of AID procedures and 

regulations. The team leaders are concerned with excessive 

requirements. for USAID approvals and by weaknesses- in 

expediting and a need for overload English typing services. 

Financial reports have not been providing detailed management 

information to the team leaders and technicians as thsy would 

like. 
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SMY staff believe, to the contrary, that the Fiscal'? - .:. 

controls and reports, and the. procurenlei-,t. services an.d the . . .. . , , .  . 
I t 

other measures they! have insti t.uted, if  .uti 1 iz,ed 2nd f o 1.l owed 

by the team leaders, would contribute to alficie~it subproject . . i  

implementation. They recognize that disaggregated monthly 

financiak data would be useful to .the technicians but , . 

maintain that it has never been requested of them. Neither, , I 

they maintain, were they aware of ' requirements for SMY to . . ' 

provide overflow secretarial support as the ~:rojects have *, 

their own secretaries. They also appear to hzve made . c. 

improvements in expediting and procurenelit. 'during recent 

months. 

\ 
4. Lines of Authority and Administration. 

The A d r n i n i s t r a t i v e / F i n a n c i a l  Officer is fully 

responsible under his contract (Annex E.) to CID "for 

management of the various logistic and administrative support 

a c t i v i t i e s  prov;ded to hDSP subprojectsw. A s  described in 

the .Statement of ADSP Fiscal Managemen: Res?onsibilities 

' (Annex Dl, SHY is to provide logistic szppor.t, and 

administrative contro 1 to insure that a1 ! e;!penditures are in .... . . 

accordancewith the contract terrns,'AID regulations . and other I ; 

regul.ati.ons 'as may app 1 y. SMY and .subpra ject' team 1 eaders . . : * I :  - . ~ 

share joint responsibility for expenditures rovtew to insure:. , . .  . 

that. overal 1 f iscal . responsibi 1 i ties are .n;nt.  The Counc,.i 1 of . . - . . .  .: 

Team Leaders is tasked by contract #8010 to . "establish pol icy .;:* . . .  . .. 

for the daily operation of the SHY, to set opsrational , I,. 

guide1 ines and to establ ish priorities f o r , .  SMY operati.ons7'..~, b ?..'I.?.:.. .. 

(See the Statement of Roles at Annex H I .  ,*  2 
r"; 



The AFO serves a a non-voting member of the Council of 

Team ~eaders and regularly attends its meetings which are now 
! 

held almost weekly. When he first arrived, he took it upon 

himself to prepare agendas for the meetings of the Ccuncil. 

Soon the then-team leaders rejected this preferring to 

prepare their own meeting agendas and, for several months, 

few meetings were held. 

The AFO is an employee of CID and should look to them 

for direction and support in establishing the administrative 

and fiscal controls of ADSP called fur I n  the contract. 

Contractually, the AFO's role vis-a-vis USAlD is to insure 

compliance with the provisions of the AID/CID contracts 

including following AID regulations and other regulations 
I 

that may apply as well -as submission of timely fiscal and 

other management reports on behalf of CID (Sez Annex E). 

In practice, SMY was set up at the behest of USAlD to 

establish fiscal responsibility which AID felt was seriously 

lacking and to insure that established AID procedures would 

be followed in carrying out procurement and logistic support 

in an equitable manner among the subprcjects. It was 

natural, indeed essential, for the AFO to work very closely 

with USAID and to seek their guidance as he sat up the 

administrative and fiscal control systems within ADSP. In 

turn, USAID was watching closcly and pressing hard to insure 

that past practices were replaced and  robl lens rectified. 

Meanwhile, it appears that CID itself provided little 

day-to-day direction and support so that UZ?..iD - prrt~aps too 

willingly - filled the void whenever disputes arose between 

SMY and one or more of the team leaders. 



! 

Each of the team leaders as well as thc project 

technicians and the AFO had his own counterpart in the 

ministries so that Yemeni government officials becan2 well 

aware of the conflicts among the A~nericans as SMY was being 

implemented. Delays and probiems were often laid at the door 

of SMY and its insistence on following procedures and seeking 

required USAID approvals. Meetings of the Council of Team 

Leaders became a forum for opposition to SMY and for some 

quite bitter disputes between the AFO and some of the team 

leaders - especially the then-HITS teae leader. In recent 

months, under the leadership of a new chasirnian, the Counci 1 

has met quite regularly and has started to play the 

coordinating and information sharing role that it should. In 

addition to its own weekly meetings, it participates in 

monthly meetings - first with the USAID Director and then 

with the USA ID Agricultural Development Officer. 

Personalities, on all sides, have evidentally been a major 

factor in the past failure of the C~uncil tc play a 

constructive role vis-a-vis SKY and the USAID. With, as its 

chairman has stated, "A second generation of tea;; leaders who 

recognize requirements for AID procedures and accountability" 

there is good prospect that the Council will play a much more 

constructive role in the future. 



Host country officials, with a sizeable bureaucracy of 

their own (One official said, only partially in jest, "It 

requires 251 signat"res to get anything done in Ycrnen". ) ,  

had come in the early stages of the project to greatly admire 

the ability of their American counterparts to make decisions 

and then to implement them immediately without a host of 

other approvals. With the institution of zdrninistrakive and 

fiscal controls by SMY as well as more Action Memorzndums and 

other approvals required by USAID, they have become 

disillusioned and yearn for the good old days when things 

were more "flexible". In some respects, administration of 

the ADSP program has gone from the "t~lini~nal USAlD nionitoring" 

under the collaborative mode of AID contracting in the early 
\ 

1980s to something closer to "micro management" as SMY was 

required to establish a host of AID procadures and 

regulations and fiscal reporting systems keyed to satisfying 

USAID's project planning and budgeting matrix. 

The terms of USAID contract #8010 with CID (see Annex 

F) call for SMY to provide: 

3.1 Financial Management and Control of ADSP Local 

Currency 

3.2 Warehousing, Supply and Ilaintenar~ce 

3.3. .-Housing and Off icing 

3.4 Travel and Transportation 

3.5 .Procurement, Receiving and Custor~ls 

3.6 Sub-contracting 

3.7 Communications and Records Control, Translation 

and Secret-aria1 Support Services 



SMY has been in operation for about twenty idol~ths and, 

as noted earlier, ! the Administrative/Financial Officer and 

his staff established priorities for accomplishing the 

requirements of the contract. With only tirinor exceptions, 

the requirements have been fulfilled. A property inventory 

has been prepared but is not yet complete and does not 

include all ADSP nonexpendable property. The subprojects 

maintains inventories of their own which should, perhaps, be 

consolidated. There is lots of project property - some of it 

unidentifyable - that needs to be disposed of. The team 

leaders are not satisfied with expediting and believe they 

need additional English language secretarial services to meet 

their typing overf 1 ow requirements. USAID 'thinks tha't some 

local personnel classifications and salaries may need to be 

adjusted and the GSO supervisor at SMY is "just getting into 

ADSP motor pool operations". The AFO, wisely I think, leaves 

assignments of individual housing units for teclinicians to 

the counci 1 of team leaders. 

In sum, in spite of varying degrees of chafing on the 

part of team leaders and host country coucterparts, SMY has 

done a very good job of fulfil ling tt;a terms of CID's 

contract with AID. They have mat tho rec*uirem?nts of USAID 

but not always the wishes of CID or its constituent 

universities that are involved in h e  ir0jec.t. There are 

adjustments - more in style and personalities ,than in 

substance - that have been and can be made to insure 

operations more harmonious and satisfactory to a1 l i 





OVERALL ASSESSMENT AND RECUMMENCATIONS 

Assessment 
! 

"If it ain't broke, why f i x  it?" 

SMY was set up at the behest of US2.ID to deal with 

serious short coming in the overall administration and fiscal 

control and reporting under the the ADSP program. In its 20 

months of existence, most agree that it has accomplished that 

purpose. 

The fact that only two ADSP subprojects (CORE and FOA) 

will continue after September 1990 will undoubtedly reduce 

the volume and complexity of support requirements. 
I 
There 

will be less expatriate personnel to house and transpart and 

less vehicles to support. This reduction has been put 

forward by the Council of Team Leaders and CID as an argument 

to phase out SMY and make the two universities (CSU and OSU) 

each responsible for the full range of logistic support plus 

fiscal management and reporting for tiie subproject which it 

manages. 

SMY is currently operated by a single U.S. hired 

expatriate, a locally-hired Yemeni/American plus with a local 

staff of 28. To carry 017 the functioris v i ~ ~ e  SHY is phased 

out, CSU and OSU would each require a business c,anager from 

its home campus. During this evaluation, host country 

officials have repeatedly ubjected to the introduction of 
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additional expatriates for administrative roles. While OSU 

might need to augment its present local staff by cnly one or 

two positions, it! appears that CSU would have to retain a 

significant proportion of the present SHY local staff to 

provide ful 1 logistic support, accounting and reporting 

services for itself. 

Additionally, it must be kept in mind that S M I  is also 

providing support to a team of three expatriate engineers 

with Stanley Consulting and performing certain "bridging" 

activities to keep several aspects of tile former HITS 

subproject alive until AID'S new Agricultura! Production 

Project comes on line in about a year. 

While it would be possible to split the prosent SMY 

functions between the two remaining projects, it would be 

difficult and costly. There are ecomomies to be achieved - 

even for two projects - in consolidated prudurement, 

transportation, warehousing and inventory nanageaent and in 

shipping. ADSP funds are from a single sotrce so that, while 

possible with the planned new computers, it would be 

difficult and costly to separate them c.,ld than to operate 

them as two separate accounting and reportiilg syste~ns. SMY 

has really only gotten going and the argurrrent for its early 

phase out is not persuasive. Several have stated tl~at its 

performance as an effective service organization has 

substantially improved during the past four or five months. 

During that same period, the Counci 1 of 'I'eai.1 Leaders has also 

become more effective. 



There is room for improvements, however, and several 

have been identified during the evaluation and are set forth 

in the recommendations that follow. It should be possible to 

achieve a "kinder, gentler SMYtt that is sczn by team leaders, 

technicians and host country officials as a mere positive 

contributor to effective and responsible project 

implementation. 

In the course of this evaluation, options were 

considered ranging all the way from the pilese out discussed 

above to shifting SMY operations to a professional 

management fi r m  (recommended by the 198G DMS Report) which 
I 

could also provide support for the new Faxuing Practices and 

Productivity Project (FPP) and, perhaps, other USAID 

projects. There were several options in between. 

Recommendat ions. Our conclusions and recommendations to 

USAID are: 

1. SMY is doing the job which was inter~ded and should be 

continued with full responsibility for fiscal management, 

accounting and reporting. It should also retain 

responsibility for translation services, centralized 

procurement, property leasing, inventory and warehousing and 

motorpool management. If the present Administrative/Financial 

Officer is not to be extended, a well qualified full-tine new 

AFO should be quickly identified by CID, nominated and sent 

out in time for a 30 to 60 day overlap with the present AFO. 



2. Encourage SMY to transfer to the C O R E  and F O A  team 
! 

leaders, as soon, as they wish, full responsibility for their 

own expediting and English typing and copying. SMY's own 

expediting would be combined with procurement and, with the 

secretarial pool eliminated, the Arabic typing service can be 

combined with the translation unit. ( S H Y  staffing would be 

reduced by three - the two expeditors transfzrred to CORE and 

F O A  and one currently vacant secretarial position. Budget 

adjustments may be necessary.) 

3. If the team leaders concur, encourage SMY to transfer 

to the CORE and F O A  subprojects rasponsibility for 
I 

recruiting, hiring and administering their own persoilnel. To 

insure equity and compliance with post personnel standards, 

the U S A I D  should itself take responsibility to approve 

position classifications and salary levels. T h s s ~  transfers 

of personnel and responsibility can take place whenever the 

C O R E  and F O A  team leaders have become fui 1 y COTlVe~'5ailt with 

the A I D  personnel policies, procedures and recDrd !;eeping 

they will need to install. No additiorial expatriate staff 

should be required for this. (Budget ad justnisnts may be 

necessary and one current SMY position could be eliminated.) 



4. Assign a short-term senior accountant to SMY to install 

an automated accounting system on the new computers including 

responsibility to! train the local accountants and to insure 

that the new system provides useful managecent data to the 

team leaders and technicians as well as the reports required 

by USAID. USAID should be sctisfied that this individual is 

fully familiar with AID fiscal control and reporting 

requirements. (When the new system is in place, it should be 

possible to reduce SMY's fiscal/accounting staff by one.) 

5. Urge CID/SMY and the subproject  tea:,^ lezders to work 

together to more ful 1 y implement the prcperty n'an2.gement 

provisions of AID'S, contract with CID. Warehousing and 

I 
inventory control should . b e  reviewed to see i 2  AID marking 

requirements are being observed and if a complete and 

consolidated ADSP property inventory can be developed. There 

appears to be excess property to be disposed of. 

6. Take note of the statement of Roles and Responsibilities 

of the A D S P  Team Leaders Council (Appendix W )  and work 

closely with the new generation of team leaders, ministry 

officials, C I D  and the leadership of SMY to promote the level 

of harmony and professional collaboration needcd to achieve 

highly effective implementation of C O l i E  and. . F O A  for the 

remaining life of those subprojects. Seek clarification of 

the provision in the statement cf Yemen ADSP Fiscal 

Management Responsibilities (Exhibit D) concerning 

responsibility for disallowances that might result when a 

team leader acts outside established SMY processes. 



SUMMARY 

In summary, ! by adopting the above recommendations, 

USAID will: 

- - Retain the level of fiscal management, reportir~g, and 

procurement control that USAID wished and SHY has achieved. 

- - Satisfy the most consistently voiced concerns of the team 

leaders concerning poor expediting and the felt need of CORE 

for additional English typing services. 

- -  Afford the team leaders the opportunity to control their 

own personnel systems. 

- -  Further improve ADSP property management and control. 

- - Retain a single accounting and reporting system for the 

ADSP program but improved so as to provide useful txanagement 

data to the project implementers as well as accountability 

reporting to USAID. 

- - Be able to look at the SMY operation again in September, 

1990 to see if  it is still effective but, perceived anyway, 

to be a "kinder, gentlerf' more service eyienteb operation 

and if  further changes might be approTriate. Changes 

appropriate at that time might include: 

o Shifting more SMY responsibilities (maybe all) to 

the two remaining subprojects, 

o Shifting SMY responsibilities to t:,e university 

currently implementing the CORE s~kprojoct, 

o Shifting SMY responsibilities to & lead university 

not involved in project implementakion or 

o Shifting SMY responsibilities to a professional 

management firm which could also support the new 

--- - .  
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Scooe o f  Wot3C:: - SMY Eva lua t i on ,  November, 1989 

Pet-sons I n te rv i ewed  by t h e  E v a l u a t o r  

F'r-oposed F't-ogram for- Hugh Llwelley: Oct 30 - No\/ ZO,  1?8Q 

Yemen ADSF' F i s c a l  Ilanagement: R e s p o n s i b i l i t i e s  

F'osi t i o n  D e s c t - i ~ t i o n  - Clciminis.tt-at i v e i f i n a n c i a l  O f t  i ce t -  

F'r-ovisions o f  A I G  Contt-act ::kG(:)li:i w i t h  I ~ I D  i3ctvet-ing t he  

Counc i l  of Team Leaders and t h e  F i e s p o n s i b i l i t i e s  o f  SllY 

CID/Team Lradet-5 F't-~pos.s.1 t c t  F'hase i3ut S H Y ,  l ( j  Nav (99 

Roles and R e s p o n s i b i l i t i e s  at t h e  ADSF' Team Leadet3s 

Counci 1, June 25 ,  1989 

Scope o f  Wot-I.:: for- I n s t a l l i n g  SMY Computet-5 and 

Account ing Systems, May 1989. 



.--  - 1v. -. Scope a ( War )C - SMY E v a l u a t i o n ,  November, 1989 

The naln body of the evaluation report shall be dlvided t 

into the Livc aectlone deectibed below: 

1. F l n a n c l a ! ~  Cantrolu a n d  Repoctlnq! To w h a t  extcnt 1s' 
SHY fulfilling its function vlth respect to Einanc!al controls 
and reporting? Are reporting rcqulrements a s  described in the 
relevant contract being met7 Are the Llnancizl atateaents 
provided timely. accurate. acd reliable? 

2. Compt!ance with U S A I D  Requlatiocs: To vhai extent 
is SMY ensuring compliance with n.1.D. ~ n d  Mission regulations 
and policies with respect to pcrsonncl. procuremenC and 
financial controls? Where if any are the p r ~ b l c m  zeeas in need 
of cloeec attention? 

3. Loqistlc Support: To what extent is SMY providing 
prompt and effective linancial and logistic support services to 
each ADSP subproject? In which areas is SMY support 
strongest7 In which areas is SMY suppoet wcakest? Prior to 
establishment of 'SMY,  there were concerns over "favoritism" in 
the provision of,.support: to what e x t c r l t  if a n y  is this concern 
still present? In what ways is SMY supporting or h i n d e r i n g  
overall achievement of ADSP goals7 

4. Lides of Authoritv and Administration: What is the 
role and position of SI4Y vis-a-vis the various sub-projects: 
the Council of ADSP team leaders: and USAID? IIow do Links of 
authority between SMY and it-s various constituencies work out 
in practice? How is information shared among and between this 
constituency7 How should it be shared to enliaiice peoject 
effectiveness and accountabillty7 To what extent a c e  the 
contractual arrangements which establlshed SI4Y actually being 
carried out7 To what extent do these arrangencnts meet the 
requirements of both CID and USAlD/Sanaa? If not, what 
adjustments can be recommended to ensure a moce satisfactory 
arrangement? 

5 .  Overall Assessment: nssess the adcquacy and 
efiectlveness of SMY In supporting the overall implementation 
of the ADSP project. To what extent a t e  the expectations ... 
regarding a .separate support module being met? To what extent 
are they not being met and uhy? In view of the SMY experience 
thus far (and in light of the experience galncd when the 
eupport tunctlon was not detached from othec pcofcct 
actlvitles). whlch approach to loglstlc ~ u p p o r r  Is most , ', 

' . .  
effective in respect to servlcee. coet'and efflcleney? Should L '  .. ... 
the lead univerelty once again be given respssislbifity for SHY -! 1 . I r .. .I . 
functions, as under the ociglnal setup? What ad)uetmenrs 

. :... be tecommcnded to improve the ef Lectivnenc."4ii.i.' e~ E hqiency  
. . . . . :.. SHY support? Given that t i l e  number o f  PzDSP e u l b p r o ) s e t a  W L  
. . . . . . .:-. - . . . - . : ,,:s;. . . - . ! , . . '  Y .  . . . ' .  

.. . . ,, ,. .. 0 .: 

shortly decreaae from Cive to two, what io ttis best way to . !  

handle essential l o g i ~ t l c  and tlnanclal support during the 
remainder of the ADSP project ( c . ~ .  will a Gcparate SMY still 
make oense: i f  not. what alternative would be most effectivo)? 



Anne;.: B 

PERSONS INTERVIEWED BY THE EVALUATOR 

A. i n  Washinqton 
Jet-i.5 oweis, EIIzAD S t a f f  
Chat-?es Uohaus. ANE Eut-eau 
Jarne.5 Colom. C I D  

. :~t a:2AID;Sana ' 3 

I l l c n a ~ l  L~!k:ornc,l.::i, Depcrl;:i Dit-clctot- 
;john Swanson, IZl i ief,  i ig .  i2evelopmeri.t O f f  i c e  
. h h n  Scamper, Ayr - icu l  tut-a1 De\ielopment Ot"f icet-  
Abdul i a  Ben Yahya, Agt - icu l  tut-a1 Spec ia l  i 5 t  

!-scns.t-d IKata, Eunt r -ac t ing O f f i c e t -  
Stephen Weisecat-%/el-, Cuni;t-act i n 9  O f f  i ce t -  !by phune) 
.Johnathan Addleton, 2 e p u l ; y  F't-ugt-am Of f i ce r -  
N i ! l i am L i v e ~ ~ g o a d ,  F i n a n c i a l  Ana l ys t  
Rt- i .  f u l  Rahinan, F i n a n c i a l  Ana lys t  
CI.-~at-;e.s !:::niqht, Depl-tty E:.recut-ive O f f i c e t -  - Chat-les t a s t l a n d ,  A s s i s t a n t  GSO 

m I . .  ADSF' F ' t - ~ j e c  t 
Stan ley  M i l l e t - ,  FOA Team Leadet- 
Eana Thomas, COKE Team Leadet- 
Sunny Langham, AEI? Team Leader- 
Hamad A. Maj i d ,  Ac t i ng  HITS Team Leadet- 
A1 i Rammal , CDKE Camputet- Advisut- 
Tom Clevenget-, (:!IRE Ag Mat-l::e t i n g  Advi  sot- 

9. Government o f  Yemen 
Hon. Nasset- au Laqui ,  M i n i s t e r  Sot- Ag t - i c~ t l t u t -e  and F isher- ies  
Hon. Ahmed Mokbi l ,  Deputy M in is te t - ,  MGF 
Engt-. Abdul t:::at3hash, Dit-ectot-, Ag r i cu l t u t -a1  A f f a i r s ,  WAF 
Dt-. Abdul t l a l i k  al-Thowt-, SMY/CORE Countet-part a t  MAF 
Dt-. Abdu l l a  Majahad, Dean, F a c u l t y  o f  Agt- icultut-e, U o f  Sana'a 
Dt-. Hat-azi, AEI? Counter-part a t  t h e ' M i n i s t r 3 y  o f  Educat ion 

E. SMY S t a f f  
J e f f r e y  Sole,  A d m i n i s t t - a t i v e / F i n a n c i a l  O f f  icetl 
Mohammed S a i f ,  Administ t -at ive/F 'et3sonnel  
Hashem Awnal lah ,  General Set-vices O f f  i ce t -  



ANNEX C 

Mon, 1 0 / 3 0  

T u e s ,  1 0 / 3 1  

Wed. l l / l  
CID/SMY 

T h u r s / F r  i 
Nov 2&3 
S a t ,  1 1 / 4  

S u n ,  1 1 / 5  

Mon, 1 1 / 6  

T u e s ,  1 1 / 7  

Wed-Thur s 
~ J O V  8-16 

S a t ,  1 1 / 1 8  

Sun ,  1 1 / 1 9  

PROPOSED PROGRAM 
! FOR 

IIUGH DWELLEY 
O c t  3P  t o  Nov 20 

09:OO-09:30 Review S c h e d u l e .  L o g i s t i c s ,  ecc.  
0 9 ~ 3 0 - 1 0 : 3 0  M.Lukomski. Deputy  D i r e c t o r ,  USAID 
1 0 ~ 3 0 - 1 1 : O O  L .  K a t a ,  ACO 
11:oO-16:Oo ~ g r .  O f f i c e  s t a f f  

Min .  of  Agr & F i s h e r i e s  (FIAF) ( A .  K a r h a s h )  

MAE, (Mr. Abdu lMa l ik )  
CID/SMY 

O p t i o n a l  f i e l d  t r i p  

FOA, D r .  S t a n l e y  K i l l e r ,  Team L e a d e r  
D r .  M u j a h i d ,  Dean FOA 
CID/SMY 

CID/SMY 
ESAF, ( D e p u t y  M i n i s ~ c r )  
CID/SMY 
CID, Dana Thomas, C o r e  TL 

HOE. ~ r .  H a r a z i  
lmF. ( M i n i s t e r )  
MAF (Abdul  M a l i k  a1 -Thou r )  
USAID/ADO 
CID, Sunny Langham. AED TL 

CID/SMY 
CID. D r .  M a j i d ,  KITS Team Leade r  

O t h e r  i n t e r v i e w s  a s  n e c e s s a r y  and  
w r i t i n g  t h e  d r a f t  e e p o r t  

Submi t  t h e  d r a f t  r e p o r t  t o  USAID, MAF and 
ADSP Team L e a d e r s  

J o i n t  d i s c u s s i o n  02' the d r a f t  t e p o r t  v i t h  
USP-ID and  aDSP Team L e a d s e s  a t  USAID 
Conf o r e n c e  Room 
P i n a l  d i s c u s s i o n  o f  t h e  r e p o r t  v i t h  MAP, 
Co re  Team L e z d e r  a f ~ i  Cord P E G  j e c t  O f f i c e r  



ANNEX D 

YEMEN ADSP FISCAL MANAGEMENT RESPCIISIBILITIES 

The CID Executive Office has overall fiscal responsibility for 
the SMY Module. Th'is fiscal responsibility Is brokqxl i n t o  two key 
areas. 

I 

1. SMY is responsible for all logistics1 snpport for all 
subprojects as detailed in sections 3.1 through 3;7 of the 
contract. 

2. The protocol is *hat while the subp::oject team leader is 
responsible for technical decisions co~l~caning all local cost 
expenditures, it is the ultimate respana9bility of the SMY to 
insure that all expenditures are in accor2anice with the 
contract terms (e-g. AID regulations an1 othe:* --egulations as' L. 

may apply) and that any required written e-gprovals are in place 
before funds are actually disbursed as a p~sject exgsnse. 

The SMY is expected to serve as the a3ainistrativ2 control. 
Any disallowances which result from the fzilure ef the SMY to 
correctly interpret any regulatory/contract~~al requirements and 
insure that these are met, will therefore bz the responsibility of 
the CID/EO. 

Any disallowances which result from t::.@ failure qS the team 
leader to ensure that the approved work p1.r.n is Eollcnzd will be 
the responsibility of the lead university. 

SMY and subproject team leaders shall ahs.i-e respt?xslSility for 
(review of expendi turcs) to ensure tkrt cvel all fiscal 
responsibilities are met. Subproject tec.3 leaders shall ensure 
that expenditures are covered by existing worE; plans and the scopes 
of work appropriate to the subproject, and shall be responsible for 
development of and obtaining approvals f e z J  actiozn me~ioranda when 
such are necessary. 

SMY will ensure that expenditures are alloeiabje under the 
general and special provisions of the contxzct, that both general 
AID and local USAID Mission regulations are cpzAllplied rritil and that 
documentation quality is adequate for audit pcxpcses. 

'1f the team leader acts outside the pro;.:sses described above ' 
or overrules the decision of SMY, then SE4Y sl~~~~ll irua-cdfatsly notify 
the lead university in writing that the agreed upon protocol is not 
being followed. The lead universiti is then r-apcmsible for 
resulting disallowances., I* .. _,.__ ___. 

The lead university for the subproject ~ 1 1 %  also be responsible 
for disallowances resulting from errors. i:i dec3sic;a i'rraking and 
judgement of the team leader, for actloria which atherwise meet 
normal SMY standards for disbursement. 



ATTACHMENT 1 
! t o  Agreement SOLE/YE-8010-01 
,' ; P o s i t i o n  D e s c r i p t i o n  

Ad~inistrative/Financial O f f i c e r  
f o r  t h e  A d m i n i s t r a t i v e  and L o g i s t i c  Support  Unit 

0 f  
CID-Yemen ADSP 

The Administrative/Financial O f f i c e r  (AFO) i s  d i r e c t l y  r e spons ib l e  t o  t h e  CID 
Deputy Execu t ive  D i r e c t o r  f o r  ADSP f o r  management of: t h e  va r i ous  l o g i s t i c  and 
a d m i n i s t r a t i v e  suppor t  a c t i v i t i e s  provided t o  ADSP s u b p r o j e c t s  ic Yemen. These 
i n c h d e  personne l  management, hous ing  and o f f i c i n g ;  t r a n s p o r t a t i o n ;  
procurement;  warehousing,  supp ly  and mainterlance; sh ipp ing  r e c e i v i n g ,  and 
customs c l e a r a n c e ;  c o n t r a c t i n g ;  communications r e cu rds  c o n t r o l ,  and t r a n s l a t i o n  
s e r v i c e s .  The f l O  w i l l  r e c e i v e  gu idance  on prioLi+:j- s e t t i n g ,  l o c a l  p r o j e c t  
p o l i c y  and o t h e r  m a t t e r s  from t h e  Counc i l  of Taam Lezders of t h e  ADSP 
s u b p r o j e c t .  

Dut ies  l i s t e d  below f o r  e ach  of t h e  e i g h t  f u n c t i o n a l  a r e a s  a r e  i l l u s t r a t i v e  of 
the  major t a s k s  r e q u i r e d  bu t  r e s p o n s i b i l i t y  and a u t h o r i t y  may extend beyond 
those  s p e c i f i c  t a sk s .  The AFO has  c o n s i d e r a b l e  l a t i t u d e  t o  o r g a n i z e  
subo rd ina t e  s t a f f  t o  c a r r y  o u t  t h e  v a r i o u s  f u n c t i o n s  e f f e c t i v e l y .  The 
incumbent a l s o  i s  r e s p o n s i b l e  f o r  e s t a b l i s h i n g  procedures  and i n t e r n a l  
o p e r a t i n g  p o l i c i e s  r e l a t i n g  t o  t l iese  f u n c t i o n a l  a r e a s .  The AFO may be r e q u i r e d  
t o  n e d i a t e  and /or  a r b i t r a t e  d i s p u t e s  o r  c o n f l i c t s  i n v o l v i n g  acciolis  t aken  by 
subo rd ina t e  s t a f f  w i th  r e s p e c t  t o  suppo r t  provided t o  ADSP personnel .  The AFO 
w i l l  be a s s i s t e d  by o t h e r  s t a f f  a s  may be approved and a v a i l a b l e  under t h e  ADSP 
s t a f f i n g  p a t t e r n .  S p e c i f i c  r e s p o n s i b i l i t i e s  i r i c lude  t h e  management / 
a d m i n i s t r a t i o n  of t h e  fo l l owing :  

I .  Pe r sonne l  

a .  Employme~zt a c t i o n s  f o r  a l l  l o c a l - h i r e  empluyees. 
b. Documentation f o r  a l l  ADSP pe r sonne l  propdscd t o  USAID for nomina t ion  

'6. t o  t h e  Y U .  
c .  T r a v e l  a u t h o r i z a t i o n s  f o r  a l l  i n t e r n a t i o n a l  and l o c a l  t r a v e l .  
d. Obta in ing  v i s a s  and o t h e r  r e q u i r e d  documexs  f o r  long  and s h o r t  t e rm  

s t a f f  i n  accordance  w i t h  YAR p o l i c i e s  and r e g u l a t i o n s .  
e .  Admin i s t r a t i on  o f  a l lowances  provided l o c a l l y  t o  expatriate s t a f f .  
f .  Pe r sonne l  f i l e s  f o r  a l l  l o c a l  hire and ex,::riate s t a f f .  

2. Housing and O f f i c i n g  .. ,. . 

a .  Con t r ac t i ng  f o r  hous ing  f o r  a l l  e x p a t r i a t e  s t a f f  and n e g o t i a t i n g  f o r  
o f f i c e  space ,  warehouse f a c i l i t i e s ,  etc. 

b. Arranging f o r  u t i l i t i e s ,  t e l ephone ,  t e l s l :  and ocher  s e r v i c e s  as 
r equ i r ed .  

c. Assigning e x p a t r i a t e  s t a f f  t o  s p e c i f i c  hous lug  u n i t s .  
d. I nven to ry  of  f u r n i s h i n g s  and equipment for- !lousing aad o f f i c e s .  
e .  Maintenance of a l l  housing and o f f i c e s .  
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3. Transportation 

! 
a. Coordinate maintenance of fleet of 25-30 prograul vehicles by USAID. 
b. Arranging vehicle liability insurance as rehiired by YAR law and CID 

policy. 
c. Motorpool allocation and use. 

4. Procurement 

a. Development of specifications for all procureuenL items and services 
originating in Yemen, in cooperation with subpr~ject Tsam Leaders and 
technical staff. 

b. Compliance with procureuent provisions of the AID/CID contract. 
c. Issue purchase orders for local procurement. 
d. Verifying incoming shipments of off-shore procurement to ensure 

compliance with specifications. 
e. Arranging service contracts for office equipment, and other 

non-expendable equipment. 

5. Warehousing, Supply, and Maintenance 

a. Inventory coxitrol, issuance, and accountability procedures for 
expendable anc non-expendable property. I 

b. Maintenance or non-expendable property. 
c. Preparation of annual inventory control reports required by contract, 

and/or CID policy. 
d. Secure and orderly storage of all inventory aad project i tens under 

the control of the ADSP. 

6. Shipping, Receiving and Customs Clearance 

a. Receipt, customs clearance and transfer of ail incodny a.Lr and 
surface shipments of program commodit'?~ and as~iiorized person51 and 
household effects for all expatriate staff. 

b. Packing, transfer and fomardiug of personnel oliects, veh.icles and 
other out-bound shipments. 

c. Preparation and control of shipping and clearance documents, insuring 
proper routing and distribution to agencies of indrest. 

d. Development and oversight of procedures for ii.:oming arid outgoing 
mail pouches. 

7. Contracting 

a. Prepare, negotiate and execute contracts as be- necessary to - .  provide required ADSP support services, consisCr-.,t with delegations 
of authority froreream Leaders. 

b. Monitoring contractor performance, as appropriate. 
c. Payment to contractors for services rendered. 
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O f f i c e r  

8. Communications, and Records C o n t r o l ,  Trans!-atic;: and S c c r e r a r i a l  Support  - .  
S e r v i c e s  ! 

$ 

a .  Guidance t o  ALU s e c r e t a r i a l  s u p p o r t  s t a f f  ~ n d  assigrlrnent t o  s e r v i c e  
o t h e r  s u b p r o j e c t  a c t i v i t i e s  and f u n c t i o n s .  

b. E s t a b l i s h n ~ e n t  of  p rocedures  govern ing  u t i l i z - i t i o n  and c o n t r o l  of wurd 
p r o c e s s i n g  equipment ,  t e l e x ,  e t c .  

c  . Development of p rocedures  f o r  o r d e r l y  c o m u : l i c a t i ~ r r s  f l o g  w i t h i n  t h e  
ADSP t o  e n s u r e  t h a t  s t a f f  work i s  comple te ,  t h a t  i n t e r n a l  c l e a r a n c e s  
and i n p u t s  of  r e l e v a n t  f u n c t i o n a l  o f f i c e s  a r e  o b t a i n e d  and t h a t  a l l  
p a r t i e s  t o  d e c l s i o n  making a r e  inforuied a n d ; / o r  cor i su l t ed  a s  
n e c e s s a r y .  

d .  E s t a b l i s h m e n t  of f i l i n g  and r e c o r d  keeping systems t o  e n s u r e  
maintenance,  a c c e s s ,  and s e c u r i t y  02 p r o j e c t  documents,  
co r respondence ,  r e p o r t s  and o t h e r  ADSP i n f o x u a t i o n  r e c o r d s .  

e .  P r o v i s i o n  of t r a n s l a t i o n  s e r v i c e s  t o  meet prcgram r z q . ~ i r e m e n t s .  

9.  F i n a n c i a l  Manaeement and Disbursements  Eor Local Costs  

a .  S u p e r v i s e  t h e  Accountirlg S p e c i a l i s t  and o t i i c r  accoulitillg Y eaf  f  . 
b. Approval and s i g n a t u r e  f o r  d i sbursements  f o r  l o c a l  c o s t s .  
c .  O v e r s i g h t  r e s p o n s i b i l i t y  f o r  l o c a l  bank a c c o u n t s  i n c l u d i n g  a p p r o v a l  

of monthly r e c o n c i l i a t i o n .  
d. Ensure  i n t e g r i t y  o f  p rocedures  t o  e n s u r e  a a d i t a b i l i t y  of  l o c a l  c o s t  

f i n a n c i n g  r e c o r d s  

While r e p o r t i n g  d i r e c t l y  t o  t h e  C I D  Deputy Execu t ive  D i r e c t o r ,  t h e  AFO i s  
r e q u j r e d  t o  work c l o s e l y  w i t h  s u b p r o j e c t  Team Leaders  and o t h e r  program s t a f f  
t o  e n s u r e  a d e q u a t e  s u p p o r t  f o r  v a r i o u s  implemenca2icn a c t i v i t i e s  which a r e  
being c a r r i e d  o u t  under t h e  program. The AFO w i l l  p a c r i c i p a c e  a s  a n  e x - o f f i c i o  
member, i n  t h e  Counc i l  of Team Leaders  meet ing on ALU a c t i v i t i e s .  

The AFO i s  r e s p o n s i b l e  f o r  o r g a n i z i n g  t h e  program s i lppor t  s taf f  o f  t h e  ALU 
t o  meet program s u p p o r t  r e q u i r e m e n t s  i n  t h e  f u n c t l o i - d l  a r e a s  i n d i c a t e d  above ,  

c: and f o r  p r o v i d i n g  l e a d e r s h i p ,  s u p e r v i s i o n ,  and g u i d a i i ~ : ~  t o  s u b o r d i n z t e  s t a f f .  
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- 6 ; -  
SMy- SUPPORT MODdLE -- YEMEN 

Module Objective 

The Core I 1  S!ubproject is one component of the !.iiss-ion's 
?.gricultural Development Support Progra~u (ADSP). The 
objective of the SFIy module is to provide overall 
in-country centralized support services to the 
subprojects of the ADSP. 

Backaround 

2.1 Under the previous CID/OSU contract, the Core Subproject 
provided the majority of support services to ehe entire 
Agriculture Developmene Support Program, consisting of 
five subprojects. These services coritpcise conirnodity 
specificaeion, procurement, shipping, in-country 
clearance, warehousing and inventory coiitrol; 
participant training piacement and management; 
accouniinq aad zinancial management; technicai 
assistaace ~ecruitmenc, employment traval, orienta~ion, 
etc.; vehicle operation and maintenance; office and 
housing rental and maintenance: secretazial and 
transla~icln services; photocopying. ,repart preparation 
and communications; customs and travel expediting; and 
other local-staff support (guards, receptionist, 
janitors, etc.) i 

2.2 The major exceptions to the arrangement were the Ibb 
Secondary Agricultural Institute Subprojzct and the 
Faculty of Agriculture Subproject. Bot~i subprojects 
have relied on the Core Subproject for Iacal currency 
accounting, major vehicle repairs, housing maintenance 
(in the case of the Faculty of Agriculture Subproject), 
expediting, commodity procurement and uknagement and 
mail pouch service. 

As noted above, some subprojects are a l ~ ~ a d y  providing 
some of their own support services. US:,PD has already 
assumed responsibility for ADSP coneractar vehicle and 
housing maintenance and the supply of maay expendable 
comcidity items through the Contracto~ Support S ~ ~ v i c e  - 7 
(CSS) unit. With a few exceptions USAID will also 
assume responsibility fcr commodity procurement and 
shipping (all but the shipping of technical assistance 
items, such as household effects, conisuruable allo~rances 
and personal vehicles). T a c h  ADSP subpioject b-ill bear 
responsibility for management f o ~  a pozzion of irs 
support services, with other support se~vices as 
described below being provided equally Lo all 
subprojects by the Yemen Support Module. 

3.0 Scope of Work 

The contractor will provide f o ~  administration and 
management of the Yemen Support Module f o r  ADSP 
subprojects, so as to ensure equal quality of support 
services for each subproject. 



The contractor will provide qualified personnel, local 
staff and expatriate, to supply Yemen support services 
required by the! ADSP subprojects. 

The contractor will organize the Council of Team 
Leaders, consisting of the Team Leader from each 
subproject, with the Financial/Administr;rive Officer as 
an ex-officio non-voting member. The couricil will m?et 
periodically, as required, to establish i?slicy for daily 
operation of the SMy, to set operational guidelinas 
and to establish periorities for SMy operations. 

Financial Management and Control of ADSP Local Currency 

3 . 1 . 1 .  Disperse and account for SMy budcj~ts and local 
CUZienCy for all ADSP subprojects bas3a on 
approved Annual Wozkplans and subject to the 
authorization of the concerned S ~ b ~ ~ r o j e c t  Teaa 
Leader. 

3 . 1 . 2 .  Assist Subproject Team Leaders in preparing 
annual workplan budgets. 

3 . i . 3 .  Prepare annual SMy operational plans and 
budgets for CID and Council of Tean Leaders ' 
review and approval 

Warehousinq, Supply, and Maintenance 

3 . 2 . 1 .  Establish inventory control, issuarlce, and 
accountability procedures for noii-expendable 
property and maintain inventory accountability. 

3.2.2. Arrange for and ensure maintenance of 
non-expendable property. 

3 . 2 . 3  Prepare annual inventory control reports required 
by contract and USAID policy. 

3 . 2 . 4 .  Arrange for secure.and orderly stei-age of all 
inventory and project non-expendalle commodity 
i-tems under the control of the ADSF. 

3 . 2 . 5  Arrange for final disposition of z,an-expendable 
commodities according to AID.regula@ions and 

. . . ,clea~:ance procedures. -, , . ,  . 
Housinq and Officinq 

3 . 3 . 1 .  Contract for housing and ofiice skate foc 
expatriate staff and warehouse Eacilitiss for 
non-expendable project commoditicz. 

3 . 3 . 2 .  Arrange for utilities, telephone, telex, and 
other services as required. 



3.3.3. Consistent with USAID policy and directions from 
the copcerned Team Leader. assign expatriate 
staff to specific housing units. 

3.3.4. Consistent with USAID policy and directions from 
the concerned Team Leader, assign furnishings and 
.equipment to all housing and offices, and 
,maintain a suitable inventory cor~trol system. 

3.3.5. Maintain proper security procedures to protect 
projecc-leased housing, offices, grounds, etc. 

3.3.6. Provide for receptionist and office cleaning 
services at the ADSP contractor office building. 

 ravel and Trans~ortation 

3.4.1. Provide work related transportation foc project 
staff to meet authorized requirements. 

3.4.2. Organize and control cencral support drivers to 
meet transportation needs. 

3.4.3. Arrange for vehicle liability insurance as , 
required by Yemeni law and USAID policy. 

3 . 4 . 4 .  Ensure that AID rules and regulations for 
international and domestic travel are followed. 

3.4.5. Provide travel expediting and arrange for 
visas/clearances. 

3.4.6. Project vehicle maintenance will be the 
responsibility of USAID1s CSS, unless othervise 
agreed upon. 

3.4.7. Provide in-country transportation of commodities 
and personal effects. 

3.5 procurement, Receivina and Customs 

Arrange for services contracts for office equipment, and 
other non-expendable equipment. - 
3.5.1. Arrange for packing, transfer an2 forwarding of 

personaY"eftects, POVs and other out-bound .- .. 
shipments. 

3.5.2. Develop and oversee control procedures for 
incoming and outgoing mail pouches. 

3.5.3. Customs expediting for incoming z.nd oucgoing 
commodities and personal effects. Continue the 
airmail pouch service between contractors in 
Yemen and the home campus for project-related and 
personal mail in accordance with the State 
Department size and weight limitations. 



3.6 Sub-Contractinq \ 
. . 

! 

3.6.1. Prepare, negotiate and execute sub-contracts as 
may be necessary to provide required Subproject 
support services consistent with delegations of 
authority from the appropriate sub-project Team 
Leader and USAID. 

3.6.2. Monitor sub-contractor performance as appropriate. 

3.6.3. Ensure timely payment to sub-contractors for 
service rendered. 

3.7 Communications and Records Control, Translation and 
Secretarial SuDDort Services 

3.7.1. Provide pool and overload secretarial support 
service to all subprojects as required, as well 
as providing its own secretarial needs directly. 

3.7.2. Establish procedu~es governing utilization and 
control of word processing equipment, telex, and 
other equipment used commonly by/for all 
subprojects. L 

3.7.3. Establish and oversee procedures for orderly 
communications flow among subp~ojects to ensure 
that staff work is complete, that internal 
clearances and inputs of releva~ir functional 
offices are obtained and that all parties to 
decision-making are informed or consulted as 
necessary. 

3.7.4 Ove~see establishment of filing and record 
keeping systems to ensure mainte~iance, access, 
and security of project documanis, 
correspondence, reports and other subgroject 
information records. 

3.7.5. Ensure availability of translation services to 
meet program requirements. 

Estimated Level of Effort for Primary Inputs . - 
The estimated level of effort and anticipated fields of 
support service expertise to be peovidcd by the 
contractor are as follows. The fullowing local-hixe 
speciality areas are illustrative only and will be 
finalized by the Council of Team Leaders and USAID 
within six months of the arrival of t h ~  
Administrative/Financial Officer. 



Person Months 

U.S. Hire 
Financial Officer 4.0 
Administrative/Fina&l Officer 60.0 
Accounting Specialist 30.0 
General Services Officer ( - 2 5 x 2 ~ ~ s )  6.0 
SUBTOTAL U.S. Hire 100.0 

Local H i r e  

Senior Accountant 
Accoun5ants 
Cashier 
Administrative Assistant 
Administrative Secretary 
D i s ~ a t c h e r  
Drivers 
Secretaries 
Expeditors 
Translators 
Receptionist/Typist 
PurchaseriEquipnent Operator 
Guards 
Janitor 
Warehouse Manager 
Warehouse Laborer 
SUBTOTAL Local Hire 

TOTAL SMy 1,720.0 



A1 

DEVELOPMENT 

Executive Offlce Phone: 602/745-0455 
51 51 E. Broadway, Suite 1500 Telex: 9109521 102 
Tircson, AZ 8571 1-3766 - U.S.A. 

Cable: CIDCOR TUC 
F&x: 602/745-1404 

/ M E M O R A N D U M  

I ID: 
~ Y a a e n A D s P C a v r c i l o f ~ ~ e r 8  
thraqh m* S. Miller, Chairman 

1 RE: 

me Cg, ADBP A d v i m q  camim,  inclw dl m txiimiees 
k l v e d  in ADS?, and the W f  of #e E%ECA~VE! e;iftLkc, ham uer~siclered 
Very careftilly Y U E  P I X p d .  #12 phaseau$; 0f'Eb3 ard y w  P- 
far CAIr analytxb of thls ;issue. 

we €us g r t x x u q  thiu 1=o you w i t h  the ~ . U m  ihat yo;t wil.1 EJhare 
it with USUD officials ae agpmjyhta and ddrable. I:& k l i w ~ % ~  tkut this 
p i ~ a n s t a ~ m ~ y a h b e ~ b p ~ ~ d t e ~ ~ t h ~ ~ ~ ~  
evaluation w i t h  w, W e y .  Please &hare thirs tzbkez-iant trim him as 
fqpmpriata. 

The statement addmses  the basic h e s  andl irxab1$&B ~ e c t i ~  
FnwhichwewaUIlketorove. I t ~ m t ~ i f y ~ ~ ~ d e t a d l . ~ ~  
steps tlhi& xu& be taken ta acfrf~t-e the Wired cba~~sg-es, We klkerm that 
those details must be developed wry camfully iat a ~ l m ~ w  m a m e  
w i t h  UEiAZD. 

. We lo& farward to rwdving the results of the a-laxmt ewduslCim by 
* Mr. Dwelley and USAXDts reactic!n to it, as wl l  ;rra L?azs or̂  tha Ct%.mi l  of 

Team mdem. When that inforxm* is available to us, wa plan to rp.%lect 
an the attach¶ p i k i a n  stabmmt and my x d t y  ~z]r,/.m: e x p d  it to 
i l laqmte wt i n f a r m a u ,  

w e ~ e u i a ~ ~ ~ t h e ~ e f f ~ ~ ~ ~ ~ i l ~ f  'p8am 
Imiders to asum that ths -.--& to rk of car hiputs to 
ADsP is sa,uxi an3 ftmkiaml. 



m w :  I 

CID has managed 40 prajecb wer Us past 20 years. All ktt 
a f~ of these projects have 1 W  k l r ~  b a d  U n l . v m i t y  
cancept, whereby crne Univarsity asama ~ ~ & i l ~ O ~  and 
autharity far  managing the project: includirrc$ in-au~try 
as&. Tha 0 experience w i t h  Uds ~~a~qmmt n~del W 
been very positive, In these cmee whew CID 1 2 ~ ~  & v h W  
frm this model, the experitmas hast mt 'keen tw pd. A 
unique situation in Yemen led to an ~~:~~inezrt?.l i+~w& 
wt.lereby faur lzq!amC=e a pm-jeds WF1% sews by one 
central support M e  (SMEI) me~gcd Uux~ugi4 I CID 
Executiw Office. 'ill- have keen a mker of prabl~res w i t h  
th is  aperhtal m d h ,  and ve belia-2 it is I-& os q d  
as the t d t i o n a l  ( X X ~  wbrein IPI-cx>mtry C W ~  are 
m g e d  in a single pruject/lead htA.b2i=:i l  awcdch. me 
rn uni-iti- h1w lTaadl preff2-r u3.3 the ~ U t i ~ ~ ~ l  
Lead Vnivenity agpcaclh, 

It: is the position ~f a, wit31 h p ~ t  frurn k ~ h  the 
h-ccluntry Team bader*a and Uhim.ity cs.puscs irrmlved, 
that SiY ahfJuld waica !%ptaber 30, 15?0. A ~~t 
plan should be d@valq.xd a soom m gm~~file to w x e  
unhlxrmpkd services to the m4Amhg eaxipjb~ka, me 
traditional projeck s b -  w i t h  -dl yt~~jr;?ct r a q 3 i ~ h l e  
for its own mirxm ~ h ~ d d  be adapt&. 

A t  the erd of the 1589-90 Warlcplan ye-, only bm AcsP 
subprojeeb w i l l  &st, CON3 and Ean. El., t a s  ~xeabxl ko 
pruviBe sur~part semiow to the numra2  auQzidj&m of 
ARSP. ' At: me the had five abpmj~c?~-=, now Weire m e  
four, fxu of whk3-i w i l l  tamhmte by $i.a e& of 
=In,* year* 

CORE and FU4 subprojectsl bddd- b m k  fm ~ : W O  

very diff- YAFG ~ i ~ i m s  - ths i 2 r ~ ~  of JQci- 
culture and ~it3heries and ganata Unim~iky FWadty of 
Agriculture. These ttm mbpujects m=e Pc5+a"zd in -pwake 
facilities, The leml &nil t~p off m f c x a  ,&&=A by CUP3 
and FQA differ arbr;tWmPy, Pm exwp%r:; nu& sf: FWve 
local procul.ement: bs fa farip-rp&m rla'L-istls k~l~xihq 
feel, fertilizer, &-arb, and v k"$JfrjlGi W ' 8  
procuranent CbeaLs kxgzly w i t h  ~ f f i b ?  and fxSi$'~W 
equipent, SimilaE- d i f f e n  &k PIP L-,;i EL? Wpa 
of athzr semi-. 

While  the'^ for mias will ~jlgicdfi:. in tlse m m ,  
CID b e l h  that sr ~hpler,  rmre EIe3s%%r,.n, an3 paxdbLy 
bsa ooc~tly La pn&erable fur *$-& two remhdrq 
-j-* 
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b. Adspate f3mung m.I& b p m v u  c:;.Ch l!mkpmfat: to 
cmnthe  needed sarvfc@a. The 1698 #saih;!;"L &kh FIX 
ie furdsd, doeEJ nos: cumwrtly p a a i d 2  f a  L::~*I* fU.53, 

d. Omtract a n m h m b  for bath f3ukprojsta F::.E:L be 
neaessaPy to a w a k  ally nsw l3tnztXts. 

e. -in arFport: aewice~, e.g., -1idt: ad pals~aIEa~IIt, , .  

muld be m 3 l s i M  for early sepwatictl 60 Me! bi;l,i"ridW. 

f, udl project leader will need to ck3-X:;~ 1~1th U m  the 
aprqxia?32 leva. of qzprt far m&x pj&. 

g. 'Xhe tdddsbatlw WJ finarX3B o f f l w  Zor ead~ prajmt 
m l d  be a mqular er@Xcyeet of the Lea3 Ut,li':llersi%y far 
pjec t  and FiFCIUla b8 mqxmsible far h - @ y : h i $ q  a@itwes. 

h, bail c x w k  of project: c p m t i a w  &mld k3 provlSd f w r  by 
h l u i i n ~  f u d n g  far thera famally kl each c a i ~ h f c t ,  
ensuring that all rirziwmity and C D  ~u~ far 
acccmtability and ackrhsbility GP carf:d~rt epaxthx- 
are applied* 
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R o l e s  and 3 e s a o n s i b i l i t i e s  o f  t h e  
, A D S ?  Team L e a d e r s  Cour lc i l  

Backaround 

The C o u n c i l  of Team L e a d e r s  for .AESP wzs c r e a t e d  i n  
r e s p o n s e  t o  a  c l e a r  need  f o r  a  c o o r d i n a t i n g  and d e c i s i o n  
making mechanism which would a l l o w  f o u r  s e ~ a r a t e  
s u b p r o j e c t s  t o  e q u i t a b l y  and r a t i o n a l l y  s h a r e  a  
c e n t r a l i z e d  s u p p o r t  s e r v i c e s  mechanism. The c o n c e p t  was 
o r i g i n a l l y  d e v e l o p e d  i n  c o n s u l t a t i o n  r i i t h  t h e  s u b p r o j e c t  
Team L e a d e r s .  I t  became a  r e q u i r e m e n t  f o r  a p e r a t i o n  w i t h  
t h e  s i g n i n g  of C o n t r a c t  AID279-0052-C-8010 which i n c l u d e s  
t h e  following p a r a g r a p h :  

"The c o n t r a c t o r  w i l l  o r g a n i z e  t h e  C o u n c i l  of  Team 
L e a d e r s ,  c o n s i s t i n g  of . - the  Team L e a d e r  from e a c h  
s u b p r o j e c t ,  w i t h  t h e  F i n a n c i a l / A d r n i n i s t r a k i v e  
O f f i c e r  a s  a n  e x - o f f i c i o  n o n - v o t i n g  member. The 
c o u n c i l  w i l l  meet p e r i o d i c a l l y ,  a s  r e q u i r e d ,  t o  
e s t a b l i s h  p o l i c y  f o r  d a i l y  o p e r a t i o n  o f  t h e  SMy, t o  
set  o p e r a t i o n a l  g u i d e l i n e s  and  t o  e s t a b l i s h ,  
p r i o r i t i e s  f o r  SMy o p e r a t i o n s  ." 

T h i s  s t a t e m e n t  p r o v i d e s  t h e  b a s i c  p u r p o s e  o f  t h e  C o u n c i l  
of  Team L e a d e r s .  The  C I D  A d v i s o r y  Cor;?iaiittee h a s  
encouraged  t h e  C o u n c i l  o f  Team L e a d e r s  t o  o p e r a t e  i n  a  
b r o a d e r  c o n t e x t ,  s e r v i n g  a s  a n  i n - c o u r ~ k r y  c o o r d i n a t i n g  
mechanism which c a n  f a c i l i t a t e  d e v e l o p r ~ ~ e n t  of  j o i n t  
a c t i v i t y ,  r e v i e w  of  b r o a d e r  i s s u e s  which  c r o s s  t h e  
subprojects, for development of c o m m o r i  positions on areas 
o f  c o n c e r n ,  and t o  s e e k  ways o f  s t r e n q t h e n i n q  t h e  o v e r a l l  - - - 

i m p a c t  of a l l  s u b p r o j e c t s .  

R o l e s  and R e s p o n s i b i l i t i e s  

I n  r e s p o n s e  t o  che  d i r e c t i o n s  c i t e d  a b o v e  the  C o u n c i l  of  Team 
L e a d e r s  is t o  have  r e s p o n s i b i l i t i e s  f o r  t l i e  i o l l o w i n g  a r e a s :  

1. To E s t a b l i s h  P o l i c y  - The s u p p o r t  s e r v i c e s  p r o v i d e d  
by SMy t o  a l l  s u b p r o j e c t s  i n c l u d e  a b r o a d  r a n g e  of 
t h i n g s  which i n  d a i l l  o p e r a t i o n s  can  i m p a c t  upon .- - - 

v i r t u a l l y  a l l  a s p e c t s  of  t h e  $~oy_:rams implemented  by 
t h e  s u b p r o j e c t s .  T h e s e  s u p p o r L  s ~ r v i e e s  d e f i n e  the 
working e n v i r o ~ i ~ n e n t  and t o  a ccizain e x t c a t ,  t h e  
l i v i n g  e n v i r o n m z n t  of t h e  t e e k i n i e a l  a s s i s t a r ~ c e  



s t a f f .  I n  t h i s  env i ronmen t  i t  is c r i t i c a l  t h a t  t h e  
C o u n c ~ l  of Team L e a d e r s  c a r r y  o u t  a v e r y  a c t i v e  r o l e  
of s e t t i n g  t h e  o v e r a l l  p o l i c i e s  v h i c h  w i l l  g u i d e  t h e  

\ 

o p e r a t i o n ~  of-SMy, 2nd i n  a n  o v e r a l l  s e n s e  t h o s e  of 
a l l  s u b p r o j e c t s .  The C o u n c l l  must i n  l t s  o p e r a t i o n s  
d e t e r m i n e s  where and f o r  wha t  p u r p o s e  p o l i c y  must be 
e s t a b l i s h e d ,  d e t e r m i n e  t h e  c o n s t r a i n t s  on and a r e a  
c o v e r e d  by p o i i c y ,  d e v e l o p  c l e a r  s t a t e m e i ~ t s  o f  
p o l i c y  and e n s u r e  t h a t  e s t a b l i s h e d  p o l i c y  i s  
f o l l o w e d .  Examples of p o l i c y  e s t a b l i s h ~ d  by t h e  
C o u n c i l  i n c l u d e  t h e  p o l i c y  o n  u s e  a f  p r o j e c t  
v e h i c l e s  and t h e  p o l i c y  on  ?. c;ignirlg s t a i f  h o u s i n g .  

2 .  To s e t  o p e r a t i o n a l  G u i d e l i n e s  - O p e r a t i o n a l  
g u i d e l i n e s  imp lys  t h e  r u l e s  o r  k i l e  p r o c e d u r e s  which 
d e t e r m i n e s  how we i n t e r a c t .  A D S P  is a  complex 
e n v i r o n m e n t  c o n t a i n i n g  a  number of  p e o p l e  do ing  
d i f f i c u l t  j o b s ,  who a r e  c o n s t r a i n e d  o r  impac ted  upon 
by v a r i o u s  o u t s i d e  f o r c e s  i n c l u d i n g  a c o m p l i c a t e d  
?nd demanding s e t  o f  U S A I D  r e g u l a t i o n s  and  
p r o c e d u r e s .  I n  t h i s  e n v i r o n m e n t  e o r l f l i c c s  a r e  
l i k e l y .  D i f f e r i n g  view p o i n t s  and  agendas  and 
v a r i o u s  i n t e r p r e t a t i o n  of  wha t  is a p p r o p r i a t e  a r e  
i n e v i t a b l e .  To e n s u r e  good r e l a t i o n s  anions a l l  
s e g m e n t s  of t h e  A D S P ,  t o  e n s u r e  t h a t  com~i iunica t ion  
o c c u r s  and t h a t  work g e t s  d o n e  e f f e c t i v e l y  a c r o s s  
t h e  v a r i o u s  b o u n d a r i e s ,  it i s  e s s o , i t i a l  t o  have  
" r u l e s  of t h e  game" and p r o c e d u r e s  x h i c h  eve ryone  
a g r e e s  on and  f o l l o w s .  The  C o u n c i l  of Team L.-aders 
is t h e  body whose r e s p o n s i b i l i t y  i k  is t o  s e t  t h o s e  
r u l e s  and  p r o c e d u r e s .  The C o u n c i l  nrust i d e n t i f y  
t h o s e  a r e a  o f  p o t e n t i a l  c o n f l i c t  u r  d i s o r d e r  which 
r e q u i r e  e s t a b l i s h m e n t  o f  g u i a e l i n e s ,  e v a l u a k e  t h e  
i s s u e s  and n e e d s ,  a g r e e  upon r u l e s  o r  procedure 
which w i l l  b e n e f i t  t h e  common good ,  communicate 
e f f e c t i v e l y  t h e  r u l e s  and  p r o c e d u r e s  e s t a b l i s h e d  and  
m o n i t o r  comp l i ance .  O p e r a t i o n a l  g u i d e l i n e s  have  
been  s e t  by t h e  C o u n c i l  i n  s u c h  a r e a s  a s  l o c a l  s t a f f  
h i r i n g ,  development  of s u b c o n t r a c t s ,  e t c .  

3 .  To De t e rmine  P r i o r i t i e s  - I n  o u r  e f f o r t s  t o  s e r v e  
a l l  s u b p r o j e c t s  and a l l  s t a f f  wikh a conryrt.hensive 
set  of  s u p p o r t  s e r v i c e s  from a comklon b a s e ,  
c o n f l i c t s  may a r i se  o v e r  wha t  h a s  p r i o r i t y .  S ~ m e  o f  
t h i s  w i l l  be  e a s i l y  r e s o l v e d  by a p ~ i l i c a t i o n  of 
g u i d e l i n e s  such  a s  f i r s t  i n  - first o u t ,  s p e c i f i c  
p o l i c i e s  may d t t e r m i n e  o t h e r s ,  and s t i l l  o t h e r s  w i l l  
b e  p rob l ems  t o  be  s o l v e d .  I t  is t h z  r e s p o n s i b i l i t y  
of  t h e  C o u n c i l  t o  meet and e s t a b l i s l i  c o l l e c t i v e l y  
what  p r i o r i t i e s  w i l l  be  o b s e r v e d  c.iid/or how 
p r i o r i t i e s  w i l l  b e  d e t e r m i n e d  i n  ;,Leas where t h e s e  
d e c i s i o n s  a r e  r e q u i r e d  f o r  h a r m a n i ~ u s  o p e r a k i s n  of 
s u p p o r t  s e r v i c e  f o r  A D S P .  



4 .  To c o o r d i n a t e  A c t i v i t y  A c r o s s  ADSP - The C o u n c i l  
constitutes a v e r y  i n p o r t a n t  p o t e n t i a l  mechanism f o r  
c o o r d i n a t i n g  a c t i v i t y  a c r o s s  ADSP.  T h e  C o u n c i l  h a s  
r e s p o n s i b i l i t y  t o  r e p r e s e n t  C I D ' s  - o v e r a l l  
i n t e r e s t s  ! i n  ADSP. I n  r e s p o n s e  t o  t h i s  i t  i s  
a n t i c i p a t e d  t h a t  t h e  C o u n c i l  w i l l  r e v i e w  and a i s c u s s  
i s s u e s  of common c o n c e r n  a c r o s s  ADSP and  i n s u r e  
c o o r d i n a t e d  a c t i o n  among t h e  s u b p r o j e c t s  t o  b e n e f i t  
t h e  e n t i r e  program.  T o p i c s  which a r e  l i k e l y  t o  be  
r e p r e s e n t e d  i n  t h i s  r o l e  i n c l u d e  j o i n t  p l a n n i n g  f o r  
J A P X 1 s ,  s h a r i n g  a c t i v i t i e s  a c r o s s  s u b p r o j e c t s ,  
o v e r a l l  r e l a t i o n s h i p  of  ADSP t o  USAID and its 
programs ,  and  a d d r e s s i n g  common prob lems  i n  a r e a s  
s u c h  a s  t r a i n i n g ,  p r o c u r e m e n t ,  work p l a n  deve lopment  
e t c .  which c u t  a c r o s s  s u b p r o j e c t s .  

L i n e s  o f  Communication and A u t h o r i t y  

C I D ,  i n c l u d i n g  each of t h e  U n i v e r s i t i e s  a s s i g n e d  a  l e a d  
i n s t i t u t i o n  r o l e  i n  ADSP a s  w e l l  a s  t h e  E x e c u t i v e  O f f i c e ,  h a s  
a g r e e d  on t h e  a s s i g n m e n t  of  t h e  above  i n d i c a k e d  r e s p o n s i b i -  
l i t i e s  t o  t h e  C o u n c i l  of  Team L e a d e r s .  I t  is  up t o  t h e  C o u n c i l  
t o  e x e c u t e  I ts  r e s p o n s i b i l i t i e s  and  t o  make t h e  s y s t e m  work 
e f f e c t i v e l y .  The C o u n c i l  may, and s h o u l d ,  c o n ~ m u n i c a t e  a  
r e q u e s t  f o r  a s s i s t a n c e  o r  r e s o l u t i o n  back t o  C1D whenever i t  
. e n c o u n t e r s  i s s u e  o r  p r o b l e m s  w h i c h  d o  n o t  seun t o  b e  amenable  
t o  r e s o l u t i o n  w i t h i n  t h e  c o u n c i l .  Such  c o ~ n m u ~ l i c a t i o n  c a n  b e  
communicated  by t h e  C o u n c i l  a s  a  whole  t o  e i t h e r  t h e  a s s i g n e d  
D . E . D .  i n  t h e  C I D E O  o r  t o  t h e  Chairman of t h e  ADSP A d v i s o r y  
Commi t t ee .  Lack of r e s p o n s e  c a n  be  r e d r e s s e d  by d i r e c t  
communica t ion  t o  t h e  C I D  E x e c u t i v e  D i r e c t c r .  I n d i v i d u a l  member 
of  t h e  C o u n c i l  can  a d d r e s s  i s s u e s  r e l a t e d  t o  C o u n c i l  
r e s p o n s i b i l i t i e s  o r  d i s a g r e e m e n t s  w i t h  C o u n c i l  a c t i o n  t o  t h e  
i n s t i t u t i o n a l  c o n t a c t  a t  t h e  lead i n s t i t u t i o n  for their 
s u b p r o j e c t  o r  t o  t h e  CID DED f o r  t h e  A d ~ n i n i s t r a t i v e / F i n a n c i a l  
Off icer  o f  SMy. 

I n d i v i d u a l  team members o r  s t a f f  o f  ADSP have  a c c e s s  t o  t h e  
C o u n c i l  o f  Team L e a d e r s  t h r o u g h  t h e  i n d i v i d u a l  Tearn L e a d e r  t o  
whom t h e y  respond  on i n  SMy c a s e s  t h r o u g h  t h e  A/F Officer .  The 
C o u n c i l  s h o u l d  m a i n t a i n  e f f e c t i v e  c h a n n e l s  and p r o c e s s e s  
t h r o u g h  which  i n d i v i d u a l  s t a f i  c a n  b r i n g  c o e c a r n s  t o  t h e  
C o u n c i l  a n d  g e t  a r e s p o n s e .  

A s  t h e  above  p r o v i d e s  c l e a r  c h a n n e l s  f o r  c o ~ n i ~ ~ u r r i c a t i o ~ ~  a n d  a 
h i e r a r c h y  of a u t h o r i t y  a d e q u a t e  t o  r c s o l v s  a l ~ y  p rob lem r e l a t e d  
t o  ADSP which f a l l s  i n  t h e  g e n e r a l  a r e %  orc c~lrumon cancer11 t o  
t h e  s u b p r o j e c t s ,  it is CID p o l i c y ,  s t r m g l y  s u p p o r t e d  by e a c h  
p a r t i c i p a t i n g  U n i v e r s i t y ,  t h a t  p r o b l e m s  i n t e r n a l  t o  o ~ r  common 
o p e r a t i o n  a r e  t o  b e  a d d r e s s e d  and r e s o l v e d  i i a t e r n a l l y .  I t  is 
o u r  p o l i c y  t h a t  e f f o r t  by o u r  s t a f f  t o  involv .?  USAID a n d / o r  t h e  
h o s t  government  i n  d e a l i n g  w i t h  s u c h  p r o b l e ~ r i s  i n  Lieu  of u s i n g  
t h e  mechanism d e s c r i b e d  above  is h i g h l y  i n a p p r o p r i a t e  and  
c o u n t e r  t o  t h e  e x p r e s s e d  i n t e r e s t s  of t h e  U n i v e r s i t i e s .  



As a principal function of the Cauncil is to develop policy and 
guidelines for common elements of our operation iiicludi~lg SMy 
support services, it is clear that the Admin i sc ra t ive /F ina r i c i a l  
Officer receives significant direction through the actions of 
the Council. SMy will be guided by the policies and 
guidelines set by the Council. All subprojects and their 
staff will likewise be subject to these actions of the Council. 

It must be noted however that SMy contain its own staff and 
management responsibilities. The Adrnin is t ra t ive /Fi r ianc ia l  
Officer must be provided the sane degree of autonomy to mailage 
SMy staff and internal operations as is accorded to the 
several subprojects, all or' which will be withill the overall 
established policies. 

Further, the SMy has.responsibilities for fiscal reporting and 
ensuring compliance with AID regulations as described in the 
attached statement of Fiscal Responsibility. The Council of 
Team Leaders is not empowered to act in a manner which would 
modify the princip1.e~ contained in that statenlent nor in manner 
which prevents either SMy or subprojects fron~ complying with 
that statement. 

Operations of the Council 

The Council will be composed of the Team Leaders of the ADSP 
subprojects and the Administrative/Financial Ogficer of SMy, 
who shall be a non-voting member. The Council will select a 
Chairman from among t h e  Team Leaders of t h e  subpro jec t s .  The 
Chairmanship will change at least annually. Regular meetings 
will be scheduled by the Chairman or at the request of any of 
the members. Meetings will occur at least every two weeks 
unless all members agree that a particular meeting is not 
necessary. The actions of the Council will be recorded and 
in-country staff as well as lead institutions and CIDEO will 
be informed of those actions. 

While the ~dministrative/Financial Officer of SMy is a 
non-voting member of the Council, that person is entitled to a 
full voice and participation in deliberations aird di.szussions of 
the Council. 

In its analysis of the status of the Team L2adars Ceuncil, the 
kDSP Advisory Committee noted that the madel rrrhich has bean 
developed is sound and that with a Council cm~;assed of 
reasonable pecyle acting with good will, the system shsuld 
function effectively. 



Scope oE Work Eor I n s t a l l i n g  SHY Computers and Account inp System ' 

I n  US: 
Purchase  oE hardware and s o f t w a r e  
Se tup  and t e s t i n g  of  hardware 
I n s t a l l a t i o n  o f  network ,hardware and s o f t w a r e  
I n s t a l l a t i o n  of a p p l i c a t i o n  s o f t w a r e  
Procurement of  e x p o r t  l i c e n s e  
Arrangement f o r  t r a n s p o r t a t i o n  o f  equipment t o  Yemen 
P r e p a r a t i o n  of workshee t s  t o  f a c i l i t a t e  i n i t i a l  s e t u p  i n  Yemen 
P r e p a r a t i o n  oE t r a i n i n g  m a t e r i a l s  and documenta t ion  f o r  u s e  of  sys tem 

I n  Yemen: 
Se tup  and t e s t i n g  o f  equipment 
P l a n  w i t h  SHY p e r s o n n e l  how t o  s e t  up a c c o u n t i n g  pnckage t o  meek r e p o r t i n g  

r e q u i r e m e n t s .  Complete workshee t s  f o r  sys tem s e t u p .  -- -- 
Work w i t h  s t a i i  on i n i t i a l  s e t u p  o f  a c c o u n t i n g  s o f t w a r e  

C r e a t e  company f o r  each  s u b - p r o j e c t  
Number Genera l  Ledger Accounts 

E s t a b l i s h  Balance S h e e t  Accounts 
E s t a b l i s h  Income and Expense Accounts  

E s t a b l i s h  Company c o n f i g u r a t i o n  
P r i n t e d  company name 
Password 
C a p i t a l  Income Account 
Cash Disbursements  and R e c e i p t s  C o n s o l i d a t i o n  Account 

\ Number o f  P a y r o l l  Accounts . 

M u l t i p l e  open p e r i o d s  
Budget I n f o r m a t i o n  
C u r r e n t  F i s c a l .  Year End 

Se tup  Con~parly f i l e s  
C r e a t e  t h e  Accounts Payable  Ledger 

Add vendor  r e c o r d s  
C r e a t e  P a y r o l l  Ledger 

Add employee i n f o r m a t i o n  
C r e a t e  Payee prompts 
C r e a t e  Budgets - Annual work p l a n  budge t  
C r e a t e  S t a n d a r d  E n t r i e s  
E n t e r  b e g i n n i n g  b a l a n c e s  and a c c r u a l s  
C r e a t e  p rocedure  f o r  r e p o r t i n g  a c t i v i t y  o f  SMY's c a s h  drawer  

' -. 
. S u p e r v i s e  one complete a c c o u n t i n g  c y c l e  test i n c l u d i r i g  d a t a  e n t r y ,  p o s t i n g ,  

r e p o r t  p i i n t i n g ,  month-end c l o s i n g  and  backup.  : .  

S e t u p  cus tomized  r e p o r t s  a s  r e q u i r e d  ... 
S e t u p  Lotus  Spreadshee t  t o  co b - p r o j e c t s  w i t h i n  a c o n t r a c t  

and t o  a l l o w  f o r  comparison budge t  ( t o  taL arid s b l i g d t e d i  
w i t h  expenses  t o  d a t e .  
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! * I  

Scope o f  Work ( co r l t .  ) 

Crea te  an  aged r e p o r t  f o r  team l e a d e r s  t h a t  w i l l  show advances by p r o j e c t .  

C rea t e  f a c i l i t y  t o  e x t r a c t  i n fo rma t ion  r e g a r d i n g  new c a p i t a l  equipment from 
the  accoun t i ng  system and add i t  t o  e x i s t i n g  i n v e n t o r y  i n  Lotus .  

Provide t x a i n i n g  on use  o f  t h e  network,  DOS, p r i n t e r  Eunc t ions ,  a ccoun t i ng  
so f twa re  and o t h e r  so f twa re  a s  r e q u i r e d  o r  r eques t ed .  
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