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ACTION MEMORANDUM FOR THE ASSISTANT ADMINISTRATOR FOR AFRICA

FROM: AFR/DR, No hﬁ‘/

SUBJECT: Sahel Redional Financial Management Project (625-0950}:
Project Authorization

1. Problem: Your approval is requested for a grant of $5,000,000 from funds
available under Section 121 of the Foreign Assistance Act (FAA) of 1961, as
amended, Sahel Development Appropriation, for the Sahel Regional Financial Manage-
ment Project (625~0950). It is planned that $3.816 million will be obligated

in FY 1982,

II. Discussion:

A. Project Description

The project purpose is to improve financial management in Sahelian
development institutions. Long-term technical assistance will be financed
to accomplish the following activities:

(1) design appropriate accounting and financial management systems;
(2) develop and disseminate suitable training materials and methods;
(3) train cooperating country personnel;

(4) assist in installation of the systems; and

(5) facilitate the utilization of the accounting data in improved financial
and program decision-making wherever possible.

The situation varies from country to country, and individually tailored
efforts will be developed. However, the central technical concepts and approaches
to improvement can be applied systematically and flexibly through a regional
effort. Long-term technical assistance staff will be located in Senegal, The
Gambia, Mali, Upper Volta and Niger. Short-term staff will service Mauritania
and Cape Verde.

This project conforms to the Sahel regional development strategy for
human resources, and the AID development administration policy. The immediate
beneficiaries of the project will be the host government personnel who receive
the training, installation support and improved accounting sys‘:em designe. 1In
the medium~term, citizens of the recipient countries will enjoy improved
delivery systems from the more efficient control and use of budgetary resources.



B. Financial Summary

The FY 1982 obligation is to be $3.816 million, and Life-of=-Project
(LOP) funding is $5.0 million over the next four years (FY 1982-1986). The
breakdown of funds is shown below:

($0008) ($000s8)

AID Inputs 'irst Year Lop
Technical Assistance 2,176.0 3,315.0
Commodities 40.0 40.0
Training & Support 1,600.0 1,645.0
TOTAL 3,816.0 5,000.0

The most direct host country contributions are in the form of time and
facilities of host country institutions and personnel which it would be pre-
mature to quantify. The larger and more important contributions, which are
somewhat indirect, are the time, efforts and expenditures of host countries for
current AID-financed projects whose management this project will improve.

C. Socio-Economic, Technical and Environmental Description

The Project Paper indicates that proper technical, financial, economic,
administrative, social and implementation analyses were done to ensure the
acceptability and feasibility of the project. There are no human rights impli-
cations in the project. The project was judged to be technically sound with
regard to the adequacy of the accounting system model from which local adapta-
tions can be made, and with regard to the training and consultancy support
approaches which the technical assistance personnel will utilize. At the PID
approval stage, a negative determination on the Initial Environmental Examina-
tion was made, and no future environmental analyses are necessary.

D. Conditions, Coverants, Implementation Plan and Implementation Agencies

Project funds will ke obligated through a Participating Agency
Services Agreement (PASA) to which there are no conditions precedent or covenants.
The Project Paper provides guidance on certain contractual necessities in the
PASA which will be incorporated in the PIO/T. After final determination and
negotiation in each country of its project components, an agreement will be
signed between the AID Mission and the host government. This will spell out
conditions and covenants specifically applying in each case, and these cannot
be determined exactly at this point in time. They will be subject to the con-
currence of the AID/W Project Officer.
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The Project Committee concluded that the implementation plan contained
in the PP sets a realistic time frame for carrying out the project. The major
implementing agency is expected to be the U.S. Department of Agriculture's
Office of International Cooperation and Development, Development Project Manage-
ment Center. The project design team recommended that the project be assigned
an AID/W backstop officer who would handle only this project and the associated
Sahelian financial performance monitoring and improvement effort. The require-
ments of Section 611(a) have been satisfactorily met.

E. Responsible Offices

Each Mission will appoint a project officer for the project, and AFR/DR
and AFR/SWA will also specify particular individuals to backstop the effort.

II1. Use of PASA (Policies for Acquiring Commerical or Industrial Products
and Services Weeded by the Government)

It is proposed that this project be implemented through a Participating
Service Agreement (PASA) with the U.S. Department of Agriculture/Office of
International Cooperation and Development/Development Project Management Center
(USDA/OICD/DPMC) because (1) They have been involved from the beginning in
determining the problems and potential solutions to financial management in the
Sahel, (2) Use of the PASA arrangement will ensure that on-going financial
management improvement efforts will not be interrupted, (3) There will be a
congiderable cost savings to the U.S. Government due to the low USDA overhead,
and (4) The USDA has pioneered the use of the action training methodology which
is the underlining basis for both pre~project and project training activities.

The determination that the PASA is exempt from Circular A-76 is justified
because (1) it is for the provision of technical assistance and; (2) the
facilities and resources of the USDA/DPMC are particularly suitable for the
technical assistance to be provided and are not competitive with private
enterprise. The PIO/T intended for your approval is attached as Annex II.

Iv. Waivers

Justification for a source/origin procurement waiver for a total of three
vehicles is included in the project paper (pp. 21-22, Annex G2) and the project
authorization. This i8 necessary because spare parts and service for American-
manufactured vehicles are unavailable in Mali, Upper Volta and Niger.

V. Justification to the Congress

A Congressional Notification was sent to Congress on July 28, 1982 and the
waiting period expired on August 12, 1982.

VI. Clearances Obtained

AFR/DR/EHR:H. Steverson draft DAA/AFR:F.D. Correl JC

DAA/AFR:A.R. Love AFR/PMR/RCS:F. Brown/Y. Davidsondraft
AFR/SWA:F. Gilbert draft AFR/DP:1S. Sharp draft

AFR/DR/SWAP:J. R. McCabe draft AFR/SWA:J, Bierke draft
PPC/PDPR/EHR:F. Method draft SER/COM/ALI:F. Donovan draft
S&T/MD:J. North draft S8&T/MD:D. Brinkerhof draft
SER/COM/ALI:P. Hagan draft GC/AFR:T. Bork draft

GC/AFR:EDragon_qyaft



VII. Recommendation: That you sign the attached Project Authorization and PIO/T,
thereby, approving life-of-project funding at $5,000,000, a Project Assistance
Completion Date of December 31, 1986, the above noted vehicle procurement waiver,
and the use of a PASA for project img&;mentation.

Drafted by:AFR/DR/SWAP:JRSiJEbls/JOsborn:08/05/82 ext 28242



PROJECT AUTHORIZATION

Name of Country: Sahel Regional Name of Project: Sahel Regional
Finanoial Management

/ Number of Project: 625-0950

1. Pursuant to Section 121 of the Foreign Assistance Act of 1961, as amended,

I hereby authorize the Sahel Regional Financial Management Project for the Sahel
Region involving planned obligations of $5,000,000 in grant funds over a four-
year period from the date of authorization, subject to the availability of funds
in accecrdance with the AID OYB/allotment process, to finance foreign‘exchange
and local currency costs of the project.

2. The project will assist seven Sahelian guvernments to improve their -financial
and program management of development projects. It will assure that continuing
AID projects retain Section 121(d) certifiability, and institutionalization

of improved systems and training practices in financial management will bégin.
AID will finance the cost of technical assistance, training, workshops, vehicles
and related goods and services.

3. The obligating document, a Participating Agency Service Agreement with the
U.S. Department of Agriculture's Office of International Cooperation and Develop-
ment, which may be negotiated and executed by the officers to whom such authority
has been delegated in accordance with A.I.D. regulations and Delegations of
Authority, shall not be subject to any essential terms and convenants or major
conditions beyond AID's normal contracting procedures. Sub-agreements with host
countries concerning their project components will be negotiated during project
implementation by officers to whom such authority has been delegated.

4. A. Source and Origin of Goods and Services

Goods and services, except for ocean shipping, shall have their source
and origin in the United States and/or the Cooperating Countries, except as
A.I.D. may otherwise agree in writing. Ocean shipping financed by A.I.D. under
the project shall, except as A.I.D. may otherwise agree in writing, be financed
only on flag vessels of the United States.

4, B. Waiver
Bagsed on the justification on pages G-~2-21 and 22 of the PP, I hereby:

Approve a source/origin waiver from AID Geographic Code 000 (U.S. only)

to Code 935 (Special Free World) to allow the procurement of three
passenger vehicles and spare parts for use in Mali, Niger and Upper Volta
having a total value of approximately $50,000; certify that snecial
circumgtances exist which justify the waiver of the requl rerent of
Section 636(1i) of the FAA; and certify that exclusion of procurement

from Free World countries .other ghapthe Cooperating courtries and countrie
included in Code 941 would seriously impede attainment of U.S. foreign
policy objectives and objectives of the foreign assistance program.
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SAHEL REGIONAL FINANCIAL MANAGEMENT PROJECT (625-0950)

EXECUTIVE SUMMARY

This Project responds, on a regional basis, to the need in the Sahelian
countries assisted by AID for improved financial management of development
projects. This need has been identified in numerous AID Inspector General
and Africa Bureau reports. It is a need which will increase as programs and
projects become more complex while AID direct-hire staff stabilizes or
shrinks and project pipelines threaten to lengthen. It is a need which
points to the necessity, more broadly, of investment in improved project and
program management if the Sahel Program is going to fulfill its promise.

This Project contains grant funding from the FAA Sec. 121 account of $5.0
million over three years, with a life of project obligation of $3.816 million
in Fiscal Year 1982. It provides for a coordinated set of technical assis-
tance and training interventions in Mauritania, Cape Verde, The Gambia, Mali,
Upper Volta, Niger and Senegal. These project elements treat first the
requirement to maintain accountability of AID funds and then, in the particu-
lar circumstance of the countries, move each forward toward more advanced
financial management and eventual program management competence.

The cost represents approximately 1.05 percent of the LOP value of pros-
pective new project obligations during FY 82-~85. It is justified on this
basis as a least—cost solution to a major problem affecting important proj-
ects throughout the region. These projects are in danger of failing to
achieve their economic and social purposes due either to past financial
management inadequacies and sizable pipelines, and/or to the unreliability
of host country capabilities upon which new projects must depend.

The project follows logically upon pre-project activities in 1981-1982
that provided workshops in financial management in several Sahelian countries
and developed teaching and reference. The project's point of departure and
assumptions also take into account the efforts made by Missions in the last
year to meet FAA Sec. 121(d) financial accounting certification and determi-
nation requirements. It builds on these two sets of actions and will provide
the coordinating mechanism for further efforts of this type in the Sahel for
the next three years.

The project will be directed, coordinated, monitored, and backstopped by
AID/Washington, and a direct-hire project officer located there. The major
obligating document is expected to be a PASA with the U.S. Dept. of Agricul-
ture's Office of International Cooperation and Development. This is the most
experienced development management consulting institution working in the
Sahel on AID-related agriculture, rural development and financial and program
management problems. USDA/OICD was the instrument by which many of the pre-
project actions were provided. An experienced project director will manage
all aspects of project implementation in Washington and the field. Many of
the project's inputs will be subcontracted from private sector individuals



and institutions. USDA/OICD will supervise the creation of substantial
materials, direct the flow of information to and from the field, and coordi-
nate the evolution of the project in each countrv.

The Project assumes that AID will continue to pursue major improvements
in its own policies and practices. These include more intensive training of
project officers in project financial management, better guidance and refer-
ence materials, more staffing of Missions, and more detailed guidelines on
the composition of project paper financial institutional and implementation
analyses and plans.

The end-of-Project status will be: (a) certifiability in 121(d) terms
of all continuing projects in the Sahel wiil have been maintained, (b) host
country financial management capabilities will not be obstacles to design
and implementation in the next generation of Sahel projects, (c) the level
of competence in financial management in each host government will have been
enhanced, and (d) the AID will possess sufficient information to decide on
what further efforts might be appropriate in the program management asgis-
tance field in the Sahel and elsewhere.



I. PROJECT RATIONALE AND DESCRIPTION
Rationale

The Sahel development program of AID comprises 112 current development
Projects in seven countries funded under Section 121 of the Foreign Assis~
tance Act. These projects and new ones being designed concentrate on in-
creasing food production and access to basic health facilities, human
resources development, and improving the energy economy in one of the
world's poorest regions. AID's Sahel program of complex interventions
obligates around $95 million per year, as part of a much larger, multi-donor
effort begun as a response to the drought crisis of the late 1960s.

The AID program has reached the point where a forceful effort is needed
to strengthen project implementation so that the momentum of development
achieved so far is not dissipated and resources are used as efficiently as
possible in a period of considerable constraints. Such an effort is under
way with consolidation of country programs, institutional development in
host countries, and evaluation and redesign of certain projects.

One problem that is generic and requires immediate special attention is
weak financial management of AID-financed projects by host governments. This
has become most apparent where AID Inspector General Audit Reports have iden-
tified serious accounting inadequacies concerning local currencies in par-
ticular projects over the past several years. A regional Audit Report
(81-35, "Problems in Host Country Accounting of A.I.D. Funds in the Sahel,"
January 29, 1981, see Annex E), strongly suggests that poor or absent
accounting for AID local currency funds may be generalized across the Sahel.
Section 121(d) of the Foreign Assistance A2t reflects this by requiring,
after December 1981, that:

Funds available to carry out this section (including for-
eign currencies acquired with funds appropriated to carry
out this section) may not be made available to any foreign
government for disbursement unless the Administrator ot the
Agency for International Development determines that the
foreign government will maintain a system of accounts with
respect to those funds which will provide adequate identi-
fication of and control over the receipt and expenditure

of those funds.

The weakness is not limited to local currency accounting in current AID
projects, however. That is not uniform across the Sahel and could be treat-
able on a case-by-case basis. Byt it is one element of a much broader prob-
lem. The more fundamental weakness in all Sahelian countries lies in their
poorly developed institutional capacity at this point to collect basic finan-
cial information on projects and use it for effective menagement. Another
Audit Report (No. 0-625-81-52, "Improvements Must be Made in the Sahel
Regional Development Program," Recommendation 7, p. 30) refers to the "issue
of inadequate recipient governments' financial management systems." If this



is not corrected, the ability of AID to justify, implement and bring the
benefits of its Sahel program may be critically jeopardized.

AID has taken a series of steps in response to the Audit Reports and Sec-
tion 121(d) requirements, from which lessons have been learned that form a
large part of the rationale for this Project:

a. Certification. Major efforts by Mission Controller staffs, which
reviewed the accounting systems in all AID projects and improved those that
were weakest, have resulted in certificaticn in the spring of 1982 of all
but 14 of the current projects as meeting FAA Section 121(d) requirements.
(See Annex F-1.) It was found that the problem is not homogeneous either
among Sahelian countries or within particular AID country project portfolios.
Twenty-seven of the 112 projects have no local currency. In approximately
25 of the 83 that do, host country handling of local currency is minimal or
non-existent.

b. Technical Assistance. Short-term technical assistance has been pro-
vided in several Missions to help on specific project accountirg problems.
In a few cases, Missions have identified the need to finance lcnger-term
financial management assistance for larger, more complex projects where P
special accounting or accountability problems persist.

c. Workshops. In 1981 and 1982, AID financed a Sahel financial manage-
ment improvement effort conducted by the Development Project Management Cen-
ter (DPMC) of the U.S. Department of Agriculture. This will have provided
orientations and workshops on financial management in six of the seven
Sahelian countries by October, 1982. These bring together host country
project managers and accountants from selected projects with USAID project
officers and controllers and DPMC trainers to review and work on the concepts
and skills required to install, maintain and use sound accounting systems and
practices. A basic accounting User's Manual developed in cooperation with
AID which explains the requirements of minimum accountability of local cur-
rency AID funds is used as a training model. (See Annex H-2.)

Experience with the action workshop approach in Upper Volta and Niger
hes prompted the following conclusions: (a) the basic accounting forms and
principles illustrated in the User's Manual are compatible with and largely
comprehended in ihe accouanting and financial management systems already (if
incompletely) applied in these countries; (b) the workshop training format
can stimulate considerable constructive discussion of problems and methods
which both clarifies relationships and needs and leads to financial manage-
ment improvements and toward recognition of the utility of sound financial
information in overall project management; and (c) where the rapport and
group interest seem to warrant it, or where a set of projects and their mana-
gers were left out for reasons of economy, additional workshops would be
useful.

At the same time, successful as the Mission certification and DPMC train-
ing efforts have been in host country institutions (both in terms of short-
term results and as pointing to longer-term solutions), the past problems in



the management of AID's resources in the Sahel cannot be attributed solely
to forces or events external to AID itself. The history of AID's participa-
tion in the multi-donor, multi-recipient cooperative Sahel development pro-
gram indicates how and why more attention has been given to the design of
projects (especially those with complex rural and social development inter-
ventions) and to the rapid delivery of resources in the crisis context of
the drought, and less to tight management. (See Annex F-3, Economic
Analysis.)

Moreover, the inhospitality of the region and the worldwide reduction in
AID's professional staff have combined to render most AID Sahelian Missions
at one time or another inadequately staffed. Officers given major project
implementation responsibilities have often been inexperienced and incom-
pletely trained in project management. And the evolution within AID of
training efforts, guidance and project approval criteria has not kept pace
with the expansion of programs of the type designed for the Sahel. The suc-
cess of further efforts to improve the Sahel development program and its
project management by host country institutions will depend, to a degree, on
parallel improvement in AID's procedures and staff. (See Annex G-3 for fur-
ther elaboration of these AID-specific issues and initial recommendations.)

The financial management situation in each country can be characterized
as follows (see also Annexes F-1, F-2, G-1, and I):

= Mauritania - At present no AID projects have local currency managed
by the host country. Future projects will assume greater government
direct management, which in turn requires immediate technical assis-
tance and initial training interventions to establish the basis for
this. :

- Mali, Upper Volta and Niger ~ These three countries share the present
problem of difficulty in maintaining adequate accounting practices in
some though not all of AID's projects. In each there is the desire,
as well, to centralize and institutionalize better management of host
government and donor-supported development projects,

— Cape Verde and The Gambia - In the current AID portfolios there has
so far heen relatively little problem in financial accountability
for AID funds. However, maintenance of this is predicated on an
increasing number of trained financial managers and accountants in
the governments. Future projects, including those supported
directly by AID will vequire this enhanced governmental capacity.

= Senegal - Both the government and the training institutional capa-
city here are the most advanced with respect to financial management
in the Sahel. However, the size and complexity of the AID portfolio
and the commitments of the government indicate a need for advanced
technical assistance at the project level and development of spe-
cialized training modules for application in certain ministries an
development agencies. T



The certification process, technical assistance, and workshops noted
above and parallel field investigatirns by the Africa Bureau during the
design of this Project have pointed to the conclusion that there is a common
inadequacy in all Sahelian countries regarding the priority assigned to
financial and project management by governments and agencies. That is, the
number of trained managers, the quality of their training and the quality of
their management systems, most particularly financial, do not meet the needs
imposed by the breadth and depth of their development cfforts -- not least
those supported by AID and other donors. Not meeting such needs results in
slow project implementation, reduced ability to defend good projects and pro-
mote new ones, and adverse audit findings. AID staffing constraints for the
present and future mean that, at the same time, more not less responsibility
for project management must be assigned to host governments. (See Annex I,
Social Analysis.)

In those countries where significant accountability problems exist at
present (Mali, Upper Volta, Niger and, to a lesser extent, Senegal), certifi-
cation of accounting systems has been made possible by intensive training of
accountants, imposition of new or modification of existing accounting sys-
tems, and training efforts. However, host country institutions will find it
difficult to maintain general certifiability in the absence of additional
technical assistance and training of financial management personnel. There
and in the other Sahelian countries, the ability of host country institutions
to absorb and manage well additional development funds of their own and as
provided by donors will require the staged introduction of more advanced
financial management practices.

The governments of Mauritania, Cape Verde, The Gambia, Mali, Upper Volta,
Niger and Senegal recognize the problem and desire assistance. AID has the
opportunity, therefore, to initiate a region-wide process of improvement that
utilizes the comparative advantage of the United States in management tech-
nology and training methods and systematically improves conditions before the
problem becomes a crisis.

What all the above adds up to is the need for a project in the Sahel that
improves financial management by host country institutions of donor-, especi-
ally AID-financed projects. Experience and the analyses further elaborated
elsewhere in this PP indicate certain structural realities and limits that
must be borne in mind, however. These lead to the conclusions, in short,
that: (a) a regional effort is called for; (b) systematic, gradual improve-
ment should be induced in each country according to its particular situation;
and (c) the overall effort should be informed by a single concept of the
improvemeni sequence and its assumptions and ultimate goal.

The reasons for a regional approach are three-fold. First, the Sahel is
treated as a region in legislation, program and audit documents, and it is
in that spirit that AID participates in the cverall Sahel development efforts
of the Club du Sahel and CILSS (Permanent Interstate Committee for Drought
Control in the Sahel.) Second, as the seven Sahelian countries are at dif-
ferent stages in the development of their project management capacity, it



makes sense to support this development in a regional framework in which
lessons can be transferred and the overall problem better understood. Third,
piecemeal, bilateral interventions undertaken separately to achieve the same
objectives would be more expensive to mount as well as potentially confusing
and risky of success.

On the other hand, the place of each country on a continuum of develop-
ment with regard to project financial management is different; although, as
indicated above the seven countries can be classified into four groups.
Important differences among their respc:tive AID project portfolios and
program emphases, government attitudes, and problems of and opportunities
for successful efforts in this field create the necessity to tailor each
project component to local conditions. Considerable in-country direction
and bilateral relationship with each government should be the responsibility
of AID Missions. A regional, peripatetic team approach therefore would be
inappropriate.

The difficulty in designing and implementing a project having regional
goals and coverage that must also be disaggregated and managed in different
aspects in seven countries necessitates a unifying concept. This concept
must make clear when certain steps should be taken and what the basic direc-
tion of improvement is; it must provide for clearly measurable improvements
that can be appreciated in each context; and it should be one in which cer-
tain flexibility as to devices and timing of interventions is permitted.
(See Annex H-1.)

The development and application of such a concept also confronts the fact
that until now there has not within AID itself been a concerted, comprehen-
sive policy to promote improved project management in the Sahelian countries.
There are several problems with the execution of such a policy which call for
a balanced and limited approach in the immediate period, as follow:

- Limiting interventions to the creation and maintenance of basic
accounting systems for current projects will not take care of future
needs.

- Too great an emphasis on improving financial systems and practices
beyond reasonable expectations and needs could divert attention and
resources (of both the host country and AID) from more profound pro-
gram goals (increasing food production, improving health, etc.).

= Many next-generation AID projects now under design can and should
take a project-specific approach to their management, building train-
ing and management development into their overall financing and
implementation. This in many cases should probably not be subordi-
nated to a region~, country-, or AID portfolio-wide management
improvement effort with its own agenda and necessarily complex insti-
tutional arrangements, delays and generalities.



All of the above considerations have been tested against technical, eco-
nomic and social analytical frameworks that bear on a project's potential
viability. This is elaborated in other sections of the PP. The Project
described below meets standard criteria. The key is its implementation.
(See III, Implementation Plan.) What is necessary is a strong, respected
and experienced Project Director located in an equivalent institution with
global reach and reputation to keep the Project coherent, make it work, and
permit its broader application, as appropriate, later.

The Basis of the Project

By undertaking this Project, AID will have made clear its intention to
improve financial management of development projects in the Sahel, to enhance
its own resources devoted to this, and to retain this commitment over a sig-

nificant period of time. The goal of the Project over three years is:

To increase the ability of Sahelian governments to manage
development programs.

The Purpose is:

To improve the financial management of Sahelian development
institutions that directly handle funds provided by AID.

This will be accomplished by short~ and long-term technical assistance
and training interventions in the seven Sahelian countries and the develop-
ment of necessary materials and coordinating mechanisms. These are outlined
in the Project Elements section below. The controlling concept is this:

Host country project management institutions can and must
be able to perform basic accounting for project funds.
Maintenance of this ability and the will to perform, while
necessary, should also lead to a desire and intent to per-
form financial management which goes beyond financial con-
trol to the use of information produced by the accounting
and control system for organizational problem-solving and
decision making. Finally, in certain cases, financial
management systems can and should be central to project
(program) management improvement.

This concept i applied in the Project across the Sahel because there is a
"regional" problem and because the diversity of conditions presents the
opportunity to Latervene at several stages of development in this regard, to
transfer lessons and models, and accordingly to focus attention coherently
on what is, really, a highly complex problem and need.

The means of effecting this improvement within Project components in each
country range from (a) intensive, project-specific technical assistance and
on-the-job training, through (b) accounting and financial management training
efforts for numerous government agencies and their personnel, to (c) action
workshops and advanced training which raise the level of awareness, knowledge
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and interest necessary for the introduction of interventions intended to
improve project management more broadly and deeply. It is intended, at
least, to bridge the gap between the current generation of Sahel projects
where financial management is sometimes a problem and the next generation in
which some will self-sufficiently treat financial management needs and others
will have to depend upon an already adequate base of management competence in
the host government.

Alternatives to this approach could be at two extremes. On the one hand,
AID could continue its intensive effort to maintain certifiability of problem
projects using direct-hire and contract staff and not seek either the insti-
tutionalization of improved financial management in host governments or
staged improvement in general project management. On the other hand, AID
could initiate a major program to upgrade management in the host governments
of the Sahel that embraces most of the projects and host government institu-
tions with which it cooperates, and seek model improvement across the board.
Objections to the first are that it would not necessarily solve a continuing,
larger problem and would miss several important opportunities, including
regional coverage. Objections to the latter are that it would be impractical
in the conditions of the Sahel and too costliy and diversionary.

Alternatives among emphases within a middle-ground approach are: (a)
less, or (b) more rapid movement toward advanced, broader levels of financial
management and project management. Likewise, it would be possible to change
the mix of technical assistance and training to (c) emphasize "hands-on"
technical assistance, or (d) rely on formal training events and workshops.
Finally, Missions could (e) redesign their current projecte or develop new
ones to provide technical assistance and training either for basic certifica-
tion maintenance or for more ambitious management development, using indivi-
dual project funds in each country program and not relying on a regional
project at all.

The conclusions of the technical, economic and implementation analyses
below indicate that the mix and approach of this Project make appropriate
compromises among these choices in an overall program that will work. Speci-
fically, it has been concluded that too rapid movement toward meeting higher
project management improvement goals could divert attention from AID's first
priority: assuring accountability.

Giving too heavy emphasis to "hands-on" technical assistance, conversely,
could deprive host government agencies and individuals of interest and moti-
vation in self-development and eventual institutionalization. Individualized
country projects in this field, though in some respects possibly more tech-
nically responsive to individual country needs, would take longer o design
and implement than a regional project and would necessarily miss the coordi-
nation and synergism expected here.

Project Elements

The four basic elements needed to accomplish the Project's purpose are:
(a) long-term technical assistance; (2) short-term technical assistance; (c)



specific short courses and workshops; (d) materials development and dissemi-
nation. These elements have been elaborated into a country-specific strategy
for each of the seveh countries in the region. Fach strategy has been devel-
oped from a careful assessment of the pruject porcfolio; interviews with Mis-
sion personnel, host government project personnel, host government ministry
officials and representatives, local institutions and oihecr donors; and
analysis of the certification status of each project requiring local currency
administration.

Long-Term Technical Assistance

This will take the form of a resident team composed of one expatriate
financial management expert and one or two Sahelian accountants/financial
managers for Mali, Upper Volta, and Niger. These teams will work directly
with locai project staff (project managers, accountants and other management
personnel) and host country ministry personnel to solve practical problems
of project implementation. The team leader in consultation with the USAID
Mission Director and Controller will identify the projects where this kind of
assistance is needed. The resident team will devote f‘xed periods of time
to working with project staffs designing and establishing accounting systems
as needed and training project staff in financial management techniques and
practices. Senegal requires one long-term expatriate technical expert to
work directly with USAID-financed projects in improving accounting and finan-
cial management systems. He or she will also assist the Governments of
Mauritania, Cape Verde and The Gambia on project problems. In The Gambia a
long-term training advisor will be proviied to a multi-donor supported
Management Development Institute.

Short-Term Technical Assistance

U.S. short-term technicians with specialized financial management,
training and workshop development skills will be made avsilable to all resi-
dent technical assistance teams to provide special systems development capa-
bility (e.g. inventory control, credit program administration). This group
of persons will also be drawn on to develop short-term in-country training
programs as needs are identified hy the in-country teams and USAID Missions.
Short-term personnel will be assigned from the United States or third coun-
tries as needed, and with the concurrence of the cognizant mission. This
group will also provide additional e¢ssistance as needed on a country-by-
country basis, allowing for a flexible response to financial and broader
project management needs identifizd by the Missions and resident teams.

Specific Short-Term Courses and Workshops

This training will be provided in-country on a national level as needed
and for specific groups of projeccs (e.g., training in inventory control for
projects requiring this assistance). Workshops will focus on finaacial
management trcining and utilize case situations from existing projects to
develop financial management skills. Additional regional workshops will be
held during the life of the Project to allow project personnel from the dif-
ferent countries to exchange information on innovations and solutions to
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their financial management problems with their counterparts from other coun-
tries in the region. This kind of workshop will allow for maximum utiliza-
tion of the lessons learned within each country.

Materials Development and Disgemination

Central Project management in Washington will be responsible for the
translation and distribution to the resident technical assistance teams of
materials developed for workshops. Information on accounting systems design
will be disseminated to all Project components to ensure widespread distribu-
tion of the benefits of the Project. Materials used and distributed in
regional and national workshops will be made available throughout the region.
The central Project Director and Training Materials Development Expert will
engure pariicipation of the Missions in all materials development to make
certain of their maximum applicability to each financial management
situation.

The above Project elements will be distributed throughout the region as
follows:

Mauritania will be assisted, with short-term experts, to develop finan-
cial systems and procedures, thus facilitating future management of local
currency elements in AID projects by the government, The Project plans six
person-months of short-term technical assistance, including the services of
a financial management expert to analyze financial management needs in the
agricultural sector. In addition, special training programs will be devel-
oped to provide short courses and workshops to host government personnel in
appropriate financial management practice, as they relate to AID funded pro-
grams, and the long-term expert resident in Senegal will devote up to two to
three person-months a year tc additional project financial management
problems.

Senegal will be assisted to improve financial management in current proj-
ects (particularly those with more complex financial management requirements)
and to improve training in advanced financial, project and program management
through workshops and the development of specialized training courses. The
Ecole Superieure de Gestion des Entreprises (ESGE) is a suggested locus for
short-term training, with the Ecole Nationale d'Economie Applique (ENEA) the
more appropriate choice for training which is aimed at the rural areas. A
resident expatriate technical expert would provide twenty-four months of
long~term technical assistance and would work with the USAID Mission in pro-
viding assistance to projects. Financing for four person-months of short-
term technical assistance from Senegalese financial management experts will
be made available under the Project to assist with specific projects and
training. Specialized workshops/training sessions will increase GOS capa-
city in the utilization of financial information for project and program
management.

Mali will be assisted in the maintenance of accountability in current
projects and in institutionalizing financial management capacity. Short-
term technical assistance will be provided to determine a suitable institu~
tional locus for these efforts as well as to design specialized financial
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management systems for projects as required (up to a total of eight person-
months). Long-term technical assistance will include 24 person-months of
expatriate technical expertise and twenty-four person-months of a Malian or
Cahelian financial management expert. Wovkshops or gspecialized short tourses
will be provided as needs are identified by the Malians and USAID.

Upper Volta will be asgsisted in the maintenance of accountability in cur-
rent projects and in improving financial management capabilities. Long-term
technical assistance will be provided through twenty-four person-months of
expatriate technical assistance and twenty-four person-months of Voltaic or
Sahelian financial management expertise. These long-term experts will be
located in the Ministry of Rural Development (MRD), most probably in the
Direction de Controle de la Gestion, a specially and recently created manage-
ment unit. The MRD was selected because of extensive USAID program emphasis
in rural development, and involvement with this ministry in project implemen-—
tation == plus MRD ccmmitment to ~mproving its management practices. In
addition, six person-months of short-term technical assistance will be pro-
vided to assist in designing specialized financial management systems for
gpecific projects. Additional short-term in-country training will be made
available for project personnel on specific workshop topics, as necessary.

Niger will be assisted in the maintenance of accountability in current
projects and the improvement of overall financial and program management
through long-term technical assistance. The Project will provide twenty-four
person-months of an expatriatc and twenty-four person-months of a Nigerien
expert. In addition, up to eigh* person-mouths of short-term assistance will
be used to help identify the proper institutional locus for the long-term
agsistance effort and to provide expertise to serve special financial manage-
ment needs as determined during the life of the Project. Local Nigerien
financial management and accounting expertise will be utilized for up to
eight months of short-term consultancies. This work will fill the dual pur-
pose of providing country-specific experience and guidance to project person-
nel while encouraging private sector capacity in accounting and financial
management. Short-term in-country training will also be provided as needed.

Cape Verde will be provided with six person-months of short-term techni-
cal @ssistance to assist specific projects with accounting aystems design and
to design and implement training programs. Workshops will be offered as
needed to meet financial management training needs. The long-term expert
resident in Senegal will devote up to two to three person-months a year to

additional project financial management problems.

The Gambia will be assisted in its long range plans to improve its finan-
cial management capacity through 24 person-months of long-term technical
assistance for training of Gambia project and management personnel in finan-
cial management. As the multi-donor (World Bank, UNDP, AID) supported
Managament Development Institute is established, the expert provided under
this Project will work with that Institute to institutionalize financial
management training for Gambian government personnel. Short-term technical
assistance for up to eight menths is provided to develop a training plan and
to provide financial management assistance to particular projects. Special
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short-term training will be provided through workshops, as needed. In addi-
tion, up to one to two person-months of technical assistance on project
problems will be provided, as needed, by the long-term expert resident in
Senegal.

The strategy emphasized in all the Project elements is one of increasing
host government capacity through practical, collaborative training. Inter-
views with host country project managers identified their preference for
this kind of financial management technical assistance. The combination of
elements provides for meeting continued short-term accountability needs while
working towards building the longer-term capacity of the region.

II, COST ESTIMATES AND FINANCIAL PLAN

The total cost of the Project is $5,000,000, to be disbursed over four
fiscal years beginning in the Fourth Quarter of FY 1982. Of this,
$3,355,000 are foreign exchange costs, and $1,645,000 are in local currency.
Table 1 shows a breakdown of Project direct costs by type of input and by
country. Table 2 presents an analysis of foreign exchange and local cur-
rency costs by fiscal year. A detailed financial breakdown is presented in

Table 3.

A Participating Agency Service Agreement (PASA) will permit a quick
start of Project activities. This also provides for a lower than usual
overhead rate of 25 percent. The PASA agency's ability to execute long-term
contracts soon justifies the low Price and Physical Contingency rate of 17
percent.

Costs contributed by Sahelian countries to the Project, although substan-
tial, are not included in the analysis of the Project costs. The most direct
country contributions are in the form of time and facilities of host country
institutions and personnel which it is premature to quantify. The larger and
more important contributions, which are somewhat indirect, are the time,
efforts and expenditures of host countries for current AID-financed projects
whose management this Project will improve.
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Direct Costs of Project

Long—-term Technical &
Training Assistance

Sahelian Team Members
Office Support Costs
Short-term Experts
Workshops/Meetings

Sahelian Private
Consulting Expertise

Country Sub-totals
(Percent of Total)

Project Direction/Management

Contingency and Inflatiom (17Z)
Sub-total

USDA Overhead - 25Z

Total Project Costs

Table 1

INDICATIVE BUDGET — DISTRIBUTION BY COUNTRY

($000)
Upper The Cape
Mali Volta Niger Senegal Gambia Mauritania Verde Total
240 240 240 240 240 10 1/ 10 1/ 1,220
50 50 50 150
190 100 100 20 50 370
80 60 80 60 80 60 60 480
30 30 30 30 30 30 30 210
50 50 100
500 480 550 400 400 100 100 2,530
(19.8) (19.0) (21.7) (15.8) (15.8) (4.0) (4.0) (100.0)
890
__580
4,000
_1,000
$5,000

1/ Additional Travel Costs of Financial Expert Resident in Senegal.
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Table 2

Sahel Regional Financial Management Project
Project Expenditures by Fiscal Year

($000)
FY 1982 FY 1983 FY 1984 FY 1985 Total
FX LC FX LC FX LC FX LC FX LC
Field Costs
Long-Term Technical Assistance - - 390 100 450 160 90 30 930 290
Sahelian Members of Financial
Management Teams - - - 56 - 75 - 19 - 150
Office Support Costs 50 - 112 90 10 90 - 18 172 198
Short-Term Experts 21 9 140 60 140 60 35 15 336 144
Workshops/Meetings - - - 100 - 100 - 10 - 210
Sahelian Private Consultants - - - 40 - 40 - 20 - 100
U.S. Headquarters Costs
Salaries and Benefits 20 - 220 - 220 - 90 - 550
Travel and Transportation - - 28 12 28 12 - - 56 24
Consultant Expertise 10 - 60 - 65 - 15 - 150
Project Start-Up Costs 40 - - - - - - - 40 -
Materials Development - - 20 - 10 - 10 - 40 -
Evaluations - - 10 5 - - 10 5 20 10
Sub-Totals 141 9 980 463 923 537 250 117 2294 1126
Add: Contingency & Inflation 24 g 167 79 157 91 42 19 390 190
Add: Overhead 41 287 136 270 157 73 34 671 329

TOTAL PROJECT COSTS 206 12 1434 678 1350 785 365 170 3355 1645




Table 3

PROJECT BUDGET

I. Field Costs

Long-Term Technical and Training Assistance

Ten person-years of long-term technical
and training assistance at $120,000 per
year - assignments to Mali, Upper Volta,
Niger, The Gambia, and Senegal $1,200,000

Additional travel costs for long-term
expert stationed in Senegal, to provide
assistance in Mauritania and Cape Verde -

$5,000 per year per country - $5,000 x 2
X 2 = 20,000

Sahelian Members of Financial Management Teams

Six person-years of services, two each in
Mali, Upper Volta, and Niger - @ $25,000
per year 150,000

Office Support Costs

Support costs to establish and maintain the
Financial PFianagement Teams in Mali, Upper
Volta, and Niger. Costs per country, for
two years:

Personnel Costs -~ One Secretary and one

Driver $ 18,000
Office Rent, Utilities & Maintenance 32,000
Office Supplies 5,000
Vehicles & Spare Parts -~ one Vehicle/

Country 17,000

Office Equipment (per Country - 4 desks,
10 chairs, 1 filing cabinet, 1 storage
cabinet, 1 typewriter, 1 copying

machine, 4 air conditioners) 18,000

Vehicle Operations & Maintenance 10,000

Total per country $100,000
Total for three countries 300,000

Costs in Senegal - Technical Assistance Expert
to be Located in USAID Mission



Personnel Costs - One Secretary $ 8,000

Office Supplies and Equipment 8,000
Local Transportation 4,000

Total for Senegal

Costs in The Gambia - GOTG to provide office
space and other training support:

One Secretary - 24 months $ 6,000
Office Supplies and Equipment 19,000
Training Materials 25,000

Total for The Gambia

Short—~term Experts

Costs estimated at $10,000 per person-month

Initial short-term technical assistance in Mali,
Niger, The Gambia, and Mauritania - per Project
Description. Six person-months total

Average of six person-months of short~term
technical assistance and training expertise
per country over the two-year period for
project field operations

6 person-months/country - 6 x 7 x $10,000

Workshops/Meetings

(1) One country workshop per year, with an
average of ten participants requiring
transportation and per diem per workshop.
Per Diem - 2 x 10 x 6 days $100/day = § 2,000
Transportation - 2 x 10 x $200 trip = 4,000
(2) One Regional Workshop per year focused on
issues of intra-regional interest. Four
participants per country
Per Diem - 4 x 6 days x $100/day x 2 5,000
Transportation - 4 x $500 x 2 4,000
(3) Regional Meetings of Financial Management

Teams — one per year, two participants per
country
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20,000

50,000

60,000

420,000



Per Diem - 2 x 7 days x $100/day 1,500

Transportation - 2 x $500 1,000
(4) Miscellaneous Costs for Meetings and
Workshops - Total per country 2,500
Total per country $ 30,000
Total for seven countries 210,000

Sahelian Private Consultants

Locally-administered funds to contract with
private-gector accounting firms in Niger and
Senegal for specialized accounting and audit-

ing services - $50,000 per country 100,000
Total Field Costs 82,530,000

II. Costs in the United States

PASA Headquarters Staff Costs - Salaries and Payroll
Benefits (Estimated at 20% of Salaries). Contracts
for 30-months each.

Project Director $180,000
Trainer/Training Materials Expert 120,000
Logistics Coordinator 115,000
Three Secretaries 135,000

Travel/Transportation Costs - Four trips per

year for the Project Director and the

Trainer/Training Materials Expert, one trip

per year for the PASA Executive in charge of

the project, and one trip per year for the

Logistics Coordinator - @ $6,500 per trip 80,000

Consultant Expertise - @ $50,000 per year for
two years (with the remainder of any PASA con-
sulting fees to be charged to the overhead fees) 150,000

Developing & Reproducing Training Materials 40,000
Start-Up Costs (Recruitment, Travel, etc.) 40,000
Evaluation Costs (Consultants for two evaluations) _ 30,000

Total Costs in the United States 890,000

I1I. Total Direct Costs : 3,420,000
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IV. Contingency and Inflation - 15% 580,000

Sub-Total 4,000,000
v. Overhead - 25% 1,000,000
TOTAL PROJECT COSTS $5,000,000
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ITI. IMPLEMENTATION PLAN

Implementation and Monitoring Responsibilities

Acnex G-2 presents an analysis of the implementation arrangements for the

Project, including a detailed description of these arrangements. Administra-
tive arrangements can be briefly summarized as follows:

- AID's management of the Project will be centralized through the
assignment of a Project Officer in AFR/SWA who will have additional
important responsibilities concerning financial management in the
Sahel.

- A Participating Agency Service Agreement (PASA) will be negotiated
with the U.S. Department of Agriculture's Office of International
Cooperation and Development (0ICD) to execute the Project.

-  USAID field Missions will play a major implementing role, ensuring
that interventions meet country needs as well as AID and Congres-—
sional accountability requirements.

-~  Host countries will provide the institutional base for in-country
financial management teams, sponsoring all Project activities and

providing the framework for continuing financial manajement activi-
ties after the Project is completed.

Central diraction is essential in a project that is spread over seven
countries and delivers phased and diverse inputs of a technical nature. The
two most significant actors in this Project's central direction are, on AID's
side, the Project Officer, and on USDA/OICD's, the Project Director.

The AID direct-hire Project Officer will play a special managerial role,
coordinating not only Project-specific activities but also related financial
management efforts in the Sahel. As described in Annex G-3, these activities
will include data collection, analysis, and reporting on compliance with
Section 121(d) of the Foreign Assistance Act; coordination of AID training
activities as they relate to and impact on financial management in the Sahel;
guidance to Missions on accountability and certification questicns; distribu-
tion of training and informational materials; and assistance and guidance on
financial management issues in project design, redesign and evaluation.
Ideally, the Project Officer will have extensive experience in financial
management and field experience in the Sahel. He or she should be prepared
to spend considerable time in the field.

The USDA/OICD-provided Project Director will bring to the Project the
expertise and experience of American financial management technology. He or
ghe will direct the delivery of Project imputs and monitor their impact, and
will actively participate in gubstantive Project activities in the field.
The Project Director's performance will be key to the Project's acceptance
and success. Therefore he or she must be an experienced financial manager
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with considerable developing~country experience, have a working facility
with French, and be familiar with AID's financial management requirements
and practices.

The second long-term expert to be located in USDA/OICD is a specialist
on training and materials developmeant. He or she must be experienced in
this field in developing countries, French-speaking and conversant with both
modern American techniques and training methods and relevant institutions in
the Sahel. The third long-term specialist must be one in logistics. That
ig: the efficient recruitment and delivery of technical assistance and
training personnel in the field, delivery of physical support (housing,
vehicles, etc.), generation and supply of substantive materials, and
communications.

Key implementation actions to be supervised by the Project Director will
include the following (see Annex G-3 for a complete listing of actions):

- arranging early short-term technical assistance in Mali, Niger, The
Gambia, Cape Verde, and Mauritania to help identify organizational
locations and methods of operation for either resident financial
management teams or later short-term technical assistance and train-
ing efforts, and to prepare work plans;

- recruitment and assignment of long-term resident financial management
experts in Upper Volta, Mali, Niger, Senegal and The Gambia;

~ identifying and recruiting a talent-bank of experts who will be
available for short-term assignments;

- developing support arrangements, both in the field and Washington to
provide backstopping to long- and short~term expertc;

- developing substantive materials;

- coordination of Project activities in the seven countries, ensuring
the inter-country sharing of information, materials and lessons; and

- monitoring of all Project activities.

Charts 1 and 2 indicate in bar graph form the timing of the six major
Project inputs, by country and for the entire Project.
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Fiscal Year 1982

Long-Term Technical Assistance

Mali

Upper Volta
Niger
Senegal

The Gambla

Sahelian Team Members

Mali
Upper Volta
Niger

Short—-Term Experts

Mali

Upper Volta
Niger
Senegal

The Gambia
Mauritania
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Country Workshops
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Mauritania
Cape Verde
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Regional Meetings of Financial
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Chart 2

Fiscal Year 1982 Fiscal Year 1983 Fiscal Year 1984 Fiscal Year 1985
3rd Q. 4th Q 1 2 3 4 1 2 3 4 1 2

Mali

Long~Term Tech. Assistance

Sahelian Team Members

Short-Tern Experts ——
Country Workshops
Upper Volta

Long-Term Tech. Assistance

Sahelian Team Member

Short-Term Experts
Country Workshops

Niger

Long-Term Tech. Assistance

Sahelfan Team Member

Short-Term Experts — —

Country Workshops

Senegal

Long-Term Tech. Assistance
Short-Term Experts ——— -— —— -

Country Workshops
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Fiscal Year 1982 Fiscal Year 1983 Fiscal Year 1984 Fiscal Year 1985
3rd Q. 4th Q 1 2 3 4 1 2 3 4 1 2

The Gambia

Long~Term Training Assistance

Short-Terz Exparte ——
Country Workshops -
. auritania
Short-Term Experts
Country Workshops
Cape Verde
Short~-Term Experts
Country Workshops

Regional Workshops

Regional Meetings of Financial
Management Teams

Headquarters Operations




Procurement Plan

The only commodities to be procured under the Project are furnishings,
equipment and supplies for the long-term experts and the offices of the three
in-country financial management teams. Major cost items are household fur-
nishings for the experts and one vehicle and one copying machine for each of
the three teams. Procurement of all items will be managed by USDA/OICD, with
funds to be provided through the PASA negotiated with AID.

The authorized source and origin for AID financed commodities procured
in this project is Geographic Code 000 (U.S.A.). Shelf item purchases will
include vehicle spares, office supplies, and materials needed to support
financial management team operations and workshops conducted in the field.

Indigenous goods and shelf items having their origin in & Code 941
country are eligible for local cost financing in unlimited quantities up to
the total amount available for loca procurement under the terms of the
project grant agreement.

Shelf items having their origin in Code 899 but not in 941 countries are
eligible in accordance with the provisions of AID Handbook 1B, Chapter 18,

A source origin waiver to Code 935 plus a waiver of Section 636(i) of
the FAA is requested to authorize the purchase of three vehicles not of U.S.
gource/origin. (See Waiver request in Annex G-2-21.)

Digbursement Procedures

All Project expenditures will be managed by USDA/OICD and reimbursed by
AID through the PASA  Foreign exchange disbursements will be handled cen-
trally. Local currency disbursements will be made at each Mission, with
vouchers procersed through Embassy channels, using USDA procedures. As indi-
cated in Section VI, Conditions and Covenants, below, USDA/OICD will estab-
lish an accounting system to ensure accurate, current accounting and report-
ing of all Project expenditures.

IV. MONITORING AND EVALUATION PLAN

Definition of Baseline Information

The Project design team has collected information in the seven USAID Mis-
sions involved in the Sahel Regional Financial Management Project on the
financial accountability status of projects in the Sahel portfolio and on the
human resource issues affecting improved project management in the Sahel.
Financial baseline information on local currency components of projects,
state of certification, etc., is found in Annexes A and F. Long-term finan-
cial management experts and short-term experts assigned to each country will
determine at the start-up of the Project what the immediate status of train-
ing needs in financial management is in each USAID-funded project. This
information chould include level of accountancy skills, use of financiai
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management info:mation in project administration, participation in financial
management improvenent workshops where provided or other kinds of training.
An inventory of the state of financial management skills for each project
with local currency !nvuts should be established and used as a baseline
information source against which to measure the Project's progress. Baseline
data collected during project implementation should be used as criteria to
determine future financial management improvement needs beyond the life of
the project. Specific projects may be found to have reached a level of
financial wmanagement sufficient to ensure sound project decision-making and
program management. Others may require additional improvement efforts in the
form of spacific short term interventions to build capacity.

Basic financial information collected and analyzed by the Controller
responsible for each country can be used to determine the state of certifi-
ability of each project during the life of this Project. It should be rela-
tively easy to determine whether accountability standards are being met. The
determination of increases in financial management capability are more diffi-
cult and subtiec ,to measure and will rely primarily on the judgment of the
resident technical assistance teams and on evaluations of training programs
after a period of time hns elapsed. Key variables tu be examined would be
utilization of basic accounting practices, operation of more complex finan-
cial systems for projects which require them, ability to use accounting data
in financial planning and program decision-making. Some projects by their
nature can reach their highest level of financial management practice in a
relatively short time once basic systems are in use and information is used
correctly. Others will require technical assistance in financial systems
design and additional training of project staff in order to implement more
complex accounting systems. A longer time frame will be needed in these more
complex projects to ensure that inputs are being accounted for and managed
appropriately. These projects may require additional efforts in financial
management improvement as the more complex accounting systems become
operational.

An early task to be performed by the USDA/OICD'e Project Director and
Consul tant Expertise group will be to prepare a draft internal evaluation
plan, including specific criteria and a data collection and reporting system.
During the first three months of the resident advisors' activities in Mali,
Niger, Upper Volta and Senegal, baseline criteria for the actual financial
managemer.t level of host government personnel involved in USAID financial
projccts should be established. 1r those countries without resident techni-
cal assistance experts (The Gembia, Cape Verde, Mauritania) these criteria
should be determined as applicable and practical by short-term technical
experts and training personnel where appropriate.

The monitoring of financial information on the Sahel portfolio will be
performed throughout the life of the Project by the Controllers' offices,
Project field personnel, the AID/W Project Officer and OICD's Project Direc-
tor to ensure that the Project is contributing to the maintenance of certifi-
ability. These persons will make recommendations as to further financial
management improvement needs beyond the life of the project.
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Indicators of Project Achievement

Using baseline data gathered by the design team along with criteria for
Project success outlined below, Project personnel will collect information
on Project achievement at regular intervals throughout the life of the
Project. It is anticipated that the monitoring function will be gathering
data in a regular fashion and thereby reduce the amount of time normally
needed in internal evaluation.

Basic indicators of Project success include:

(a) naumber of project managers and other project administrative
personnel using financial management information in project
decision-making.

(b) number of project accountants trained in new accounting systems.

(c) number of host government personnel using financial management
information in design of new projects.

(d) maintenance of certifiability in all current projects.
(e) reduction of accountability problems in new projects.

(f) information obtained from other donors in the Sahel shows that
financial management is improved in AID projects which share
funding with other donors.

Data for evaluation and monitoring will be available from skills inven=-
tories of project personnel established during the first six months of the
Project. Additional data on certifiability will be available from USAID
Contreller offices. Budg:ts developed by host governments' project personnel
should reflect improved competence in financial management. Individual
training sessions will include post-training evaluation components designed
by training experts for administration immediately following training ses-
sions and at a suitable interval thereafter.

Key Personnel in Monitoring/Evaluation Functions.

Formal external evaluations of the Project should be conducted by AID
personnel with the assistance of non-PASA contract personnel, if needed. Key
actors in these evaluations would be the host government project personnel
who form the target group for the benefits of financial management improve-
ment, the resident technical assistance teams, Washington-based technical
assistance personnel for training as well as the AID project officer in each
Mission.

The ongoing internal evaluation of the Project will be under the direc~-
tion of the Project Director in Washington with participation of short-term
personnel and resident teams as required. The Project Director will estab-
lish a monitoring plan for each country component and ensure participation of

~25~



all relevant actors in each country's context. Monitoring and ongoing evalu-
ation results will be transmitted to AID officials regularly (at least semi-
annually) and lessons leevrned will be disseminated regionally to make certain
the maximum benefits ate derived from each country's participation in the
Project. This function is considered to be a major Project activity.

Timing of Evaluation Reports and Use of Information

Two formal evaluations are planned. The first should be scheduled for
late 1983 or early 1984, after the resident teames have been operating six to
eight months and a significant number of short-term activities have been
undertaken. The second evaluation should be planned for the end of the
Project to assess total Project accomplishments.

The various levels of recponsibility within the Project (see above, III.,
Implementation Plan) will participate in monitoring and evaluation functions
at their respective levels. The country teams will report to the USAID Mis-
sions and the Project Director in Washington on selected Project criteria.
The Project Director will coordinate the information flow from the field to
be sure Project outputs are being achieved and that experience is being
shared appropriately. The Project Director wili he recponsible to AID both
for monitoring and target setting as well as internal evaluation reports
which will be completed as Project outputs are accomplished in each country.
The built-in evaluation function should preclude the need for expensive and
lengthy field evaluations to measure Project progress. An important aspect
of the evaluation function will be the determination of what future financial
management improvement strategies may be needed in each countrv.

V. METHODS AND CONCLUSIONS OF ANALYSES

Issues identified in the PID include:: (a) whether U.S. approaches to
financial management :arn integrate with systems in place in the Sahel; (b)
whether efforts will have an effect outside U.S. donor assistance measures;
and (c) whether the Project's technical assistance level is adequate.

The issue of reconciliation of U.S. versus Francophone African management
systems was not found to be an obstacle by the design team, nor for that mat-
ter by the training team assigned by DPMC. Problems of accountability are
more accurately attributable to lack of trained personnel in the projects,
and unclear communication with USAID.

Any effects felt by the CILSS and other Sahelian institutions not
directly involved in this Project will be indirect. The design team has
estimated (with full support of the Missions) that the accountability issues
to be corrected by training must be treated in the context of U.S. assisted
projects.

Other donors expressed considerable interest in the Project and its

objectives, agreeing generally of the need for improved financial management
practices in Sahelian institutions. The Project will capitalize on these
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interests where possible by working with and/or coordinating activities with
these donors in country-specific situations (e.g., The Gambia) and multi-
lateral fora (such as OECD in Paris).

The technical assistance level prescribed in this Project design is
judged adequate to meet the shorter-term accountability requirements while
at the same time moving towards the long-term iastitutionalization needed.
New projects being designed will be required to incorporate financial manage-
ment improvement as part of their basic design,

The basic rationale of this Project design is based on the finding that
all seven Sahelian countries to be included in the project are at different
stages and levels of financial management practice concerning AID-funded
projects. The challenge is to face the accountability issues generated by
certification requirements, assure that each country's immediate needs to
operate programs better are being met, and to contribute as much as possible
to longer term institution-building for financial management improvement.

The Project design takes a flexible approach which meets the needs of country
diversity while assuring the AID accountability standards will be maintained.

Succeeding sections address the major points made in the principal analy-
ses used to determine and elaborate the elements of this Project design.

Economic and Financial Analyses

The conclusions of this section are based on careful examination of the
state of certification of local currency component projects in the seven Mis-
sions, analysis of AID's Sahel portfolio, and study of the economic condi-
tions which influence the project eavironment. (Annex F.)

The state of certification in the seven countries is outlined in Annex
F-1. Major conclusions on current conditions are drawn for each country,
but some generalizations can be made across the region,

All projects in Niger have been certified, after considerable effort by
the Mission Controller's staff. All projects now have accountants, and the
Mission Controller's staff has been instrumental in their selection and
training. The GON has taken a positive approach to accountability issues
and the maintenance of certification. Host government participation in the
recent financial management improvement workshop was found to be useful and
productive by GOM personnel attending.

Upper Volta is in the process of completing certification with one-half
the projects certified (as of April 1982). Mission Controller's Office
personnel have been workiung closely with Project Officers and host
government personnel. New accounting systems have been designed in many
cases and a good deal of work on reconstructing accounting records is being
completed.
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The Mission is involved with accounting systems design for all projects,
not just those with local currency components. Upper Velta has also benefit-
ted from a financial management improvement workshop held in late March in
which host govermment personnel expressed satisfaction with the practical
nature of the training received. Inadequate staffing in the Controller's
Office makes attaining and maintaining certification problematic, especially
as Upper Volta has a large number of accounting stations (45) which makes
hands-on guidance and assistance from USAID difficult. The Mission emphasis
on host government responsibility advances financial management institu-
tionalization in the long run, but makes short~term certification require-
ments more difficult to meet.

Senegal had certified all but one project as of April 1982. Assistance
in accounting systems management has been provided by USAID during the last
two years and minimum certification requirements have been reached. Further
training or assistance beyond this level is not planned by the Mission. A
fair amount of local disbursement is handled directly by thz Mission (esti-
mated at 50 percent). Internal controls used regularly by the Senegalese
government are not commonly incorporated into financial management of AID-

financed projects.

In Mali, 19 projects have been certified with five left as of April 1982.
A major effort is being made to complete cestification. Since 1980, new
projects have had certifiable accounting systems which are operating. Re-
maining problems are seen in the field of inventory control for certain
projects as this system is not generally required for cert! fication,

Mauritania currently has no host jovernment-managed local currency compo-
nent in any project. However, a large agricultural sector program now beirg
planned will include a major cowjonent of this type.

Cape Verde project funds are handled directly by the Ministry of Finance.
Only three projects have local currency and all projects have been certified.
by the wmission.

The Gambia uses the hust government's local currency disbursement and
accounting system. Major delays have occurred in the reconciliation of
accounts due to posting backlogs. Not all projects in The Gambia were
certified by April 1982.

The diversity of the certification status indicates the lack of homoge-
neity of financial management prof.cieucy across the Sahel. Even taking
differences in individual portfolios into account, the USAID Missions have
responded to certification requirements in their respective countries with
different strategies. Some Missions have committed themselves to a longer
term effort in improving general accounting practice in all projects, not
just those with local currency components. This diversity led the design
team to propose Migsion specific project strategies rather than a broader
regionally focussed design.
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In examining the overall Sahel portfolio, the investment in financial
management improvement assistance can be justified on the basis of the
current and prospective project portfolios in the seven countries. Total
project costs of $5 million represent 1.05 percent of the value of AID's
current portfolio and 3.8 percent of its local currency component. (See
Annex F-2.) The Project has a reiatively small cost and a large potential
impact and represeuts a response which is manageable, quick obligating and
disbursing. It does not represent a heavy program mortgage.

The economic rationale for this Project focusses on the need for improved
financial management to build institutional capability on the part of the
host governments and to ensure the better distribution of benefits to
Sahelians through greater operational efficiency in fiscal management of
donor-assisted programs. Benefits will also accrue to other donors as host
government persounnel increase their ability to handle programs., (See Annex

F-3.)

The technical assistance approach of the Project is realistic as well as
cost-effective. Alternative strategies including project-specific assistance
alone, long-term overseas training, short-term overseas training, increasing
Mission staff levels, and building up of local management institutions are
not as likely to achieve both the improvement of financial management and the
wigest use of resources. Several factors are incorporated into the Project
design to reduce costs: the use of Sahelian consultants in several coun-
tries, the emphasis on short term, in-country training programs, and the PASA
contracting vehicle.

Administrative Analyses

The implementation and feasibility aspects of a region-wide project
assume greater importance than usual. A large amount of information has been
collected on institutional capabilities (Annex G-1), and AID administrative
arrangements. (Annex G-2,)

Basic findings on Sahelian institutions show that selected countries have
sufficient institutional development to provide loci for technical assistance
and short-term training functions. In Senegal, Mali, Upper Volta and Niger,
private and public training facilities were visited and evaluated., Suffi-
cient infrastructure exists to house either technical assistance teams or
training programs. In addition, each country has a group of persons avail-
able to serve as financial management consultants thereby providing the
potential to increase the human resource development of the region as well as
providing for appropriate country~specific technical assistance.

The design team findings fully support the recommendations made by the

AID Inspector General in 81-35, 1/29/81 (See Annex E) in particular numbers
three and four:
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Recommendation No. 3

The Assistant Administrator, Bureau for Africa, take the
necessary step8 to ensure that Project Officers in the
Sahelian countries understand and perform their financial
monitoring responsibilities. Supplzmentary financial
guidance should be provided to all Project Officers and
additional staffing where circumstances warrant.

Recommendation No. 4

The Assistant Administrator, Bureau for Africa, consider
programing technical assistance for financial management
in those AID projects involving significant sums of local
currencies.

As to recommendation No. 3, it has been concluded that without improved
guidance and training to USAID Project Officers, efforts at improving host
country financial management will not be as effective. The Project Officers
in each Mission provide the vital link between USAID and host government per-
sonnel. If the information flow is not properly managed, serious implementa-
tion problems can and will ensue. (See Annex G-3.)

The basic management strategy of this Project is for USAID Missions to
identify, approve and manage all project funded in-country financial manage-
ment improvement activities —- within a policy and implementation framework
approved, monitored and evaluated by AFR/SWA in AID/Washington, and imple-
mented and regionally coordinated through a Participating Agency Service
Agreement (PASA) with the U.S. Department of Agriculture's Office of Inter-
national Cooperation and Developmen’: (0.I.C.D.)

This strategy incorporates the technical and management needs of a proj-
ect which is administratively complex due to the number of field Missions
involved (see Annex G-3, Implementation Plan). Previous OICD experience in
financial management improvement efforts as well as the cost savings to the
Government of the PASA arrangement make this alternative the most dasirable
from a technical and financial point of view.

Technical Analyses

In assessing the technical feasibility of the Project, three objectives
were identified:

(a) the basic accountability requirements for lecal currency provided
to host countries by AID be met;

(b) improved management and implementation of projects through the

analysis and use of financial information availzble because of
improved accounting records be effected; and
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(c) higher level improvement of project/program management with match-
ing of financial and program objectives in both day-to-day and
longer range decision making be promoted.

Annex H-1 presents a description of these technical objectives, an
assessment of their feasibility under the Project, and a sequence for moving
from one level to another.

In the early months of the Project, there will be a heavy concentration
on the first priority -- basic accountability. Major efforts have been
undertaken by USAID Missions to achieve certifiability in accordance with
Section 121(d) of the FAA. Capitalizing on and continuing these efforts will
be a prime task of the Project's financial management teams -- aimed at sus-
tained accountability in all projects involving AID-provided local currency.

Improved accounting records and controls will lead to the availability of
accounting data on an accurate and current basis. This will provide oppor-
tunities for the use of accounting data for improved budget preparation and
execution, for anclyzing costs and for identifying implementation problems
and solutions related to the financial data. Project~provided financial
teams are expected to move project management units to this higher level at
an early stage -- to a degree which will depend on the several factors
referred to in Annex H-1.

Escalation of Project efforts to improved project/program performance
will also be feasible, if the first two objectives are met and if the mix of
Project scope, stage of implementation, and the interest of the Project
management team is propitious. While these higher~level objectives may be
achieved on a more selective hagis given the two year in-country Project
life, they are technically feasible and attainable.

Annex H-2 recounts the background, approach and conclusions to be drawn
from the Sahel financial management improvement effort undertaken by the DPMC
and financed by AID in 1981-82. It concludes that financial management
improvement consultation and training through action workshops is effective,
both in motivating managers and accountants to be more attentive and Co call
for technical assistance as necessary, and in generating a feeling of need
for financial information to meet higher project management purposes. The
foundations for achieving higher levels of improved financial management can
and are being laid by establishing adequate accounting systems. Basically,
as managers grasp the usefulness of sound financial accounting data, their
commitment to implementation of adequate systems becomes firm. The movement
toward more comprehensive improvements begins as they learn to use the basic
systems and see the practical values for their management tasks. In this
way, financial management improvement has sound theoretical and proved exper-
iential foundations for practical application within the reai_grganizational
context.
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Social Analysis

The problem of maintaining adequate financial management systems in the
Sahel is closely tied to the lack of skilled persons in all technical fields.
This project will involve the training of host government perscanel through
practical on-the-job technical assistance and thereby allow them to manage
their limited financial and human resources more efficiently. The Project
does not propose training in higher educetion institutions, but draws on
trained persons and adds to their skills, It does not contribute to an in-
crease in public employment as the persons receiving additional training are
already employed by the host governments as project managers and accountants.

The host government perscnnel are receptive to the prospect of further
practical training, especially in those countries where workshops on the
topic have already been held. In addition to the direct beneficiaries (proj-
ect personnel) the beneficiaries of all the projects funded by USAID should
benefit from more efficient service delivery due to better resource transfer.

A collaborative approach will be maintained throughout the Project
through use of a team approach in technical assistance. Continued partici-
pation of Sahelians in the financial management effort is a key component of
Project design. The Project design requires the recruitment of a small num-
ber of expatriate technical experts in financial management. The recruitment
potential for Sahelians with advanced accounting and financial management
was carefully examined in each country requiring long term technical assis-
tance, and recruiting sources were identified (see Annex G-1). Information
was collected on institutional capabilities in the Sahel, and basic account-
ing courses were judged adequate to meet the demand for beginning-level
accountants in the region.

Institutional loci were suggested for the placement of the technical
assistance teams by the USAID Missions where sufficient information was
available. Additional short-term assistance will be needed in some Missions
to select each locus.

The impact of the Project should be positive, improving the capacity of
the Sahelian governments to manage financial resources provided by AID. No
negative impact is anticipated as no local populations will be required to
make social or physical changes to implement the Project.

Environmental Analysis

In Annex C, the PID Approval Message (Paragraph 1) and I.E.E. indicate
that a negative determination was made at the PID stage for this Project.
The Project consists entirely of technical assistance and training and
therefore is categorically excluded from the necessity of an Environmental
Analysis.
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VI. CONDITIONS AND COVENANTS

Although all Project funds will be obligated through the PASA with USDA/
OICD, protocols will be negotiated and signed in each country conterning the
objectives of Project activities, the types of assistance to be provided, and
the country's commitment to support the Project. Commitments by each country
will generally include the following:

provision of the institutional base for Project activities, includ-
ing the designation of a Coordinator who will provide the official
liaison with bilateral projects' management personnel;

ensurance that normal privileges and immunities are provided to the
AID-financed technical experts working under the auspices of the
Project;

assurance that personnel will be released to attend training ses—
sions organized under the Project, and that recognition will be
given to personnel completing the training in accordance with that
country's official personnel system;

in specific negotiated cases, assurance that the government will
provide additional personnel to perform as members of the in-country
financial management team; other host country contributions to the
Project, such as office space and support of team operations and
workshops will also be recorded;

agreement to participate in evaluations of Project activities and
identification of financial management improvement activities to be
developed or continued after completion of specific Project inter-
ventions; and

identification of any recurrent cost implications of Project acti-
vities, recording the country's commitment to meet any such
requirements.

In negotiating the PASA with USDA/OICD, AID should consider the following
covenants or contractual obligations:

Any agreement with another organization to provide services under
the PASA should be approved by AID.

AID should approve all personnel assigned under the PASA, both
short—- and long-term.

USDA/OICD should agree to provide adequate backstopping services

paid from overhead to support all Project activities both in the
field and in Washington.
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USDA/OICD should agree that to the maximum extent possible Project
personnel will be identifiable as USDA representatives, being
housed in Washington, in or near existing USDA/OICD faciliiies.

USDA/OICD should arrange for or develop and operate an accounting
system concerning all PASA-funded Project activities which will
provide AID with reliable, current financial information and assure
prompt payment for contracted and sub-contracted services.
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Mauritania
Project Portfolio

(5000)

Authorized Est. % Date
Pro ject Obligation Lop LopP LC of Total Oblig. Submitted
Number Project Title Initial Final Funding LC LOP Funding _Thru FY$1 Pipeline for Certfric.
682-0201.2 IRD FY 79 FY 82 3901 1000 25 2144 763 12/28/81
682-0203 Rural Land Reclamation 81 86 8900 1273 [ 2p22 2119 12/28/81
682-0204 Vegetable Production 78 83 2618 179 7 1470 475 12:28/81
682-0205 Renewable Resources Management 78 86 10675 767 7 a678 2921 12/, 28741
682-0207 Qases 80 85 5991 2211 37 Jual 2692 12728781
6820214 Rural Roads 82 86 6500 1340 21 -U- -()--
682-9901 Self Help 81 Annual - - -
625-0929.2 PM&R 78 Annual -_ - - 045 573 N/A
625-0936.5 SHDP 79 83 — -— 743 401 2/23/b2
625-0937.05 Expanded Program of Immunization 80 83 400 137 34 460 412 12/28/81
625-0937.05 Land Tenure 81 83 500 120 24 500 500 12/28/41
New Projects
682-0223 Alternative Energy 83 87 (4837) 1045 22 ~0- —0-
682-6226 SM Perimeter OPG 81 83 (457) - - 457 442

*%% Mot yet submitted.

N/A = Not Applicable.



talg

’roject Portfolio

:$000)

’roject
lumber

’ro jects Without LC Funding

186—0220
188-0221
188-0222
188-0224
188-0226
188-0229
125-0936
125-0928.7

‘rojects With LC Fuading

188~-0202
-0203
-0205
-0206
-0207
-0208
-0210
-0212
-0213
-0217
~-0I25
~4901

25-0911
-0927.2
-0929.7A
-0937.09A
-0937.098

ev Projects

88-0218
-0223
-0227

* Estimation
Iovolves several Sahelian governments

ik

Authorized Estimated b4 Total Total Z LC of Estimated T LC{ No. of Date
Obligation Dates LOP LOP LC of Obligations LC Totzl Disbursed by |LC Acctng SUh.ﬂ“Fe-?
Project Title Initial Final Funding LC LOP Thru FY31 Obligated Obligations Government Centers for Certific.
San Fisheries FY 79 FY 81 323 323 . ihythe
Developament Leadership Training 81 85 4,566 350 S/l-ﬂlé’
H.T.T.C. Higher Teacher Training 80 80 195 195 3712782
Rural Water Improvement 80 80 259 259 2'/”’8‘-
Semi-Arid Tropical Research 81 85 3,750 350 /14782
Sahei's Wells 81 81 405 405 2/22/82
Sahel Manpower Development Annual 970 12/.31/8:
Regional Food Crop Prctection LC Pd directly 9, 900 207 -
eration Mils Mopti I and II 76 83 16,200 8000 49 12309 7968 65 72 1 , “" .
KAl Livescork Seotor 7 81 17,085 6000 35 17085 4969 29 N7A > VL, vt 2/1/82
Land Use ILaveatory 78 81 4,99 700 14 4994 159 3 42 1 311280
Riz-Sorgho 76 80 3,878 2381 61 3878 2381 61 34 114782
C-A-A. 77 81 7,020 4740 68 7020 4740 68 2 1 319/
Rural Health 7 82 3,890 597 15 3890 597 15 42 1 314080
Haute Vallee 78 83 18,395 6255 34 11912 5223 1Y) 44 1 fan
Kayes-Nioro Road 80 80 2, 400 240 10 2400 150+ 6 o 1 vas
Action Ble 78 83 8,426 2370 54 2301 1465 64 26 . 3/14/82
Renewvable Energy 78 82 4,100 1999 49 3104 1179 38 17 : 3/1;}82
Training Center for Rural Women 80 80 500 500 100 500 423 85 17 A aka
Special Self Help Anoual 7 (all) 100 i 4719782
Sahel Institute 78 1,416 625 44 231 216 94 N/A 1 [‘/1"“'3:
Demographic Data Collection 80 85 6,932 3308 48 1400 14004 100 97 1 4/22783
Farming Sysi.as Research 78 80 175 158 90 175 113 65 60 1 3710782
Village Reforestation 80 80 495 ase 77 495 360 73 73 1 3714 K
Yelimane/Tambacora Wells 8L 81 155 155 100 155 155 )oc ‘ -
—o- CVL, UMBEVI
I3 b
Mali Livestock Sector II 82 86 (17,002) -0- i :',:4%2
Riz-Sorgho II -0-
Rural Bealth IIL 83 86 (3,550)
Operation Cereals Mopti 85 90 (9, 000)
Op. Haute Vallee II 84 89 (11,000)
Energy Sector Development .84 88 (3, 800)
Livestock Sector III 87 92 (20,000)

** Not yet submitted



Upper Volta
Project Portfolio
($000)

Pro ject
Number

686-0211
-0212
~-0215
-0221
-0226
-0228
-0231
-0235
-0243
=0244
=0245
-0249

686~-9901

625-0911
—0928
-0929
~0936.8

625-0937.08

Authorized Estimated b4 Total Nu. of Date
Obligation Dates LOP Lop LC of Obligations LC Acctng Submitted

Project Title Initial Final Funding LC LOP Thru FY81 Pipeline Centers tur Certific.
Strengthening W.I.D. FY 77 FY 82 1056 727 09 1056 566 9 il
Onchu Frea Area Village Dev. 78 81 2173 1661 76 1212 833 3 oo
Eagtern ORD-Rural Roads 77 82 2523 772 3 2523 375 1 2/82
Ag. Human Resources Dev. 78 83 9457 950 10 6000 3319 2 L/4/82
Training of Women in the Sahel 78 83 1700 280 16 1700 1229 2 bk
Rural Water Supply 79 B4 12280 5156 42 8277 4845 2 1/4/82
Sequenega Integ. Rural Dev. (OPG) 78 83 5056 2300 45 4356 764 2 bolaled
Forestry Educ. & Dev. 79 84 5958 22C6 37 5958 5581 2 174782
Grain Marketing Dev. 80 84 2381 590 25 2381 2089 1 i
Eastern ORD Food Production 81 86 3000 1020 34 2000 2000 1 ol
Foundation Seed Production 81 84 1600 611 38 1600 1580 3 Partially Cert. 3/81
Small Economic Activity Dev. (OPG) 81 86 2300 580 25 1650 1650 1 10/27/8}
Self-Help 79 82 250 250 100 250 55 1 3/19/82
Sahel Reg. AID Cond. & Planning 77 85 5332 2096 39 3183 1279 1 4/19
1PY 78 82 25280 3384 13 9900 8054 9 1/4/82
Program Management & Research 78 82 877 -0~ -— 877 212 1 bl
Sahel Manpower Development 79 84 710 -0~ - 710 411 1 2/17/82
AIP - Forestry 80 83 50 50 100 50 50 1 12/81
AIP - Pigheries 39 39 100 39 31 1 12/81
ALP - Rural Artisan Trainiog 257 257 100 257 247 1 Rk
AIP - Yatengo Agro Farestry 56 56 100 56 56 1 12/81

e All disbursed directly by USAID.

22  Not yet submitted.

*24% Accounting dooe by FOR A HC Agency.

Includes LC under govermment conirol, LC to contractors and that disbursed directly by USAID.



Niger

Project Portfolio

($000)

Projcct
Nuaber

Projrcts Without

Project Title

LC Funding

683-0224
-0228
-0401
-0917
-0929
~0936

Projects With LC

Sector Shelter Planning
Rural Integrated Ag. Devel.
Accelerated lmpact Project
Sahel Water Data Network

Planning, Management & Regearch

Sahel Manpower Develcpament

Funding®

683-0201
-0202
-0208
-0226
-022°
-0230
-0237
=-0240

683-9901

625-0915
-0937

New Projects

683-0225
683-0234
683-0242
683-0243
683-0244
682-0245
683-0246

* Mission disburses directly for large LC payments,

paysents.

Niger Cereals

Niger Range and Livestock
Improving Rural Health
Human Resources Development
Evaluation Assistaoce
Forestry & Laod Use Plaaning
Literacy Training

Niamey Depart. Devel. Il
Self Help FY81

Niger River Devel. Planning
Maternal Language Texts

Niger Cereals Rosearch

Ag. Sector Prod. Support
Pastural & Rapge Livestock
RA Farming lmplements
Tapis Venot

Rural Irrigated Ag.

Ag. Sector Grant

4%  Three sajor groups with sulgroups

ek Not yet submitted.

waet Goes tu Dept. level.

Obligation Dates
Iniclal

Final

FY 81
78 82
Annual
- 82
Annual
- 86
75 82
76 83
78 83
79 83
81 86
80 84
81 85
81 86
-— 83
- a3
82 a5
82 86
a3 87
83 84
82 84
82 84
83 83

Authori zed Estimated b4 Total
LOP Lop LC of Obligations
Funding LC LOP Thru FY81
655 0 0 655
500 o} [+} 500
nz 0 0 nz
6268 [} [} 6268
222 V] 0 222
980 0 [+] 980
16105 7664 <E 16105
5418 1700 31 5418
14029 6500 13 9173
5030 2476 49 3855
2000 398 19 1255
3585 119 3 1684
1810 725 &0 1810
13582 250 2 5704
50 50 100 50
1912 410 22 1912
400 400 100 400
( 7000)
(20480)
(15000)
( 3000)
( 9%00)
( 1100)
( 7000)

those related to dollar expenditures and easily separated local currency

Ve ba b a

Total Estimated 2 LC Z LC he .
LC Disbursed by
Obligated Governsent
0 [
0 0
[} ¥
1] [}
0 0
0 o
7664 30 48 z
1700 50 31
5500 30 60
1500 30 49
210 40 17
102 6 2
725 80 40 :
85 2 :
50 1] 160 az
410 22 -
400 05 100 Z

.

e

Date
Sutanitzed
rer Certifie

3/12;82
1/22/82
1/22/82
k% 5/6/8
**% 5/6/8
*k& 5/6/8

3/8/82

3/15/82
3/25/82
3/31/82
3/24/82
2/18/82
1/22/82
1/22/82

ad

1722782
1722482



Cape Verde
Project Portfolian

Proiect
Number Project Titls

Froiects wWithout LC Funding

Renewable T=:zrgv
Irrigatforn “arrafal)
Potable Wazer Supply
Desalinatior Freer Supply

Frojects With LC Funding

653-0a00) Rural Works

R S ALY Watershed “acagement
o3 Primary 5§ Noeformal Ed.
AI3~2336.3 SMDP

New Projects

650010
A35=X11

Tarrafal Water Res. II
Irrigated Cr - Research

® Al rhrough contractor.

. Sa. of Jazae
Obligation Dates Autherized Estimated P ¥ o8 Total Total LC Z LC of Accgaat ing Sub~izrad
Initial Final LOF Fu~ding Wwe € of Lop Obligat. Obligac. Obligations Pipeline Centers for Zerx:if
€y 79 FY - AR B 0 500 0 4] 500 - S X]
bl 82 3wy 0 3000 h ] - A
7 a1 b [\] 127 a 0 189 - 203 oa:
R er T - 0 7190 e} 0 €lal - I ra
7 sz 1-10 15w 100 , 1430 1430 100 357 1 2/3:82
79 2y ~27R 2847 45 4514 cea7 63 3622 1 24322
78 e Yo 1070 33 3000 128 1846 1 2/3¢82
79 |2 RO o 18 500 & 8 500 - &£715 *2
83 2 { 3o00)
R2 K~ (1132)



Laabia
“raiect Poreic?

rro‘fect
Sunbter Froicot Title
St l oo.=-t Wit

Projects Wittuut “ocal Zust Yunding

©35-u202 5011 § Yater Management
rI5-0630. 8 supe

“roiects Witn Local Cos: funding

~25-0937,2 Comn. Dev. Tr. Center
=29-0G12 Canbfa River Basin Devel. Oryg.
kh25-0928.2 Crop Prutection

©25-0203 “ixed Taraing & Resources

0205 teforestation
-0206 2 1o %zals
0208 CLLSA lru)
-0211 Albert Market (OPG)
-0215% SQIC 19260)
%35-9901 Self Help
New Projects
635-0210 Primary Health Care
~35-0216

Rural Development Training

Obligutlun Dates Authorized Estimetead z1iC
lnlctal F{nal LOP Funding LoP Lo of LOP
FY 7¢ FY &1 2037 L
Anfiual Annual -
L]
8u 82 125 125 100
81 8s 4000 1006 25
79 84 2000 1002 50
79 83 6000 535 8
79 79 3500 699 19
79 82 4700 1600 21
&0 85 483 i 21
80 82 39 s 89
80 81 5300 00 76
Annual Annual All LC 100
82 8% (1200)
82 85 (2500)

Total
Obltgations
at FYB) End

Tutal LC
UL sated

2v37
835

125

735

1575
4115
<83
393
475
183

Date
Sutmitted
tor Cert.

Plpeltse
ﬂﬂl Hr..-‘

juyz - ~/6/82
554 - 2/23
34 H * x
4 - 4/6/562
494
L2172 L 2/8/82
1134 b ARN
3854 - S edw)
123 - ane
- - 4/6/82
257 - 4/6/82
3, - anh



Senegal
Project Portfolio

($000)
Total Total No. of LC Date Subaitted
Project Obligation Dates Authorized Estimated ZLc Obligation Pipeline Subobligation Accounting for
Number Project Title Initial Final LOP Funding LOP _LC* of LOP Thru FY 81 at FY81 End Thru FY81 Centers Certification
Projects Without LC Funding
685-0222 Youth Job Development FY 79 FY 83 1800 1758 863
-0223 Agric. Rescarch & Planning 81 85 4950 1500 1500
-0233 National Plan for Land Use 81 82 2000 1000 997
-0250 Millet Transformation 81 81 500 500 500
-0253 Pural Satrllite Commurications 81 81 600 550
~0254 Ficsheries Resuurce Assessmant 81 81 150 150 150
-0255 Handgcaent of Research 81 81 100 100 66
-9901 Special Self Help Amual —-— 217 62
625-0927 Sabel Sudan Srtudles 75 81 - 838 225
625-0936.7 sMDP Annmual - 1558 1087
6250617 Envirommental Assessment (OMVS) 76 80 37382 3738 51
628-0620 Fiscal Allocation & Croundwater
Mapping (OMVS) 81 83 —-— 9768 18
625-0929 Hydro-Ag Study 79 79 800 272
Projects with LC Funding
685-0202 Range and Livestock 79 82 3125 1602 51 3i25 313 784 3 1/26/82
-0205 Casamance Regional Development 78 84 23710 11756 62 11816 8472 934 4 2/19/82
-0208 Irrigated Perimeters 77 82 2359 2027 86 6559 3105 513 4 1/12/82
-0209 Grain Storage 77 77 4900 3546 7 4900 1054 2754 1 1/15/82
-0210 Rural Health Services 77 79 3319 700 21 3319 1226 469 3 3/29/82
-0217 Family Health Services 79 79 1383 200 15 1383 1380 80 1 1/26/82
-0218 SAED Training 78 82 4530 767 17 3430 2499 91 1 1/26/82
-0219 Tuelwood Prodection 79 82 3134 1234 40 2834 1309 763 2 2/8/82
-0224 TeBFSP Livestock Productlion 79 83 8000 3806 48 7030 5669 1457 2 1/12/82
-02%3 icreils Peoduction 11 €0 g4 7700 4340 56 3182 1514 1253 2 2/9/82
~0239 “ARITAS - Village Develonpment (PVO) 79 79 212 155 7 212 121 155 1 2/82
-0240 '~<1and Fisbherles 79 79 180 140 78 180 50 140 1 1/12/82
685-0937.7 Renewable Fnergy (ALP) %0 a0 300 187 62 300 153 187 3 1/12/82
625-0916-5 Crop Protection Service (Cape Verde) 75 1 Rk
625-0928.1 Food Crop Protection 79 84 8300 182 2 2/24/82
625-0929.7 PM&R (OMVS) Annual - 284 1 R/A
New Projects
685-0242 Rural Health Services Il 82 83 ( 3000)
0248 Ffamily Health Phase 11 82 8% ( 3000}
-0249 Ag. Secctor C!P 82 86 (25000)
=0256 82 85 { 2500)
-0260 83 86 ( 7000)
625-0605 OMVS Ag. Research 1I 82 87 (13000)
-0621 OMVS Interrated Developaent 82 86 (60000)

* Estimate up to SN LG disbursed directly by USAID.
#%+  Not yct submitied.



ANNEX B

LOGICAL FRAMEWORK



Logical Framework

Sahel Regional Financial Management Report

GOALS:

1.

2.

Descriptive Summary

Ability of Sahelian governments to manage donor-assisted development
programs increases, thereby increasing benefits to Sahelian citizens,

Objectively Verifiable Indicators

1. Numbers of trained host government managers and accountants
available to work with donors increases by end of Project.

2. Host governments reduce or make plans to reduce reliance on TA.
3. More sophisticated management training 18 planned.

Means of Verification

1. Club du Sahel donor records and documentation.
2. Host country project assistance requests.

3. CILSS project program emphsis.

Assumptions

1. ODA to the Sahel is maintained at least at current levels.

2. Sahelian governments maintain at least their current level of
commitment to development as reported in FY33 CDSS's.

3. No major natural disasters occur which significantly change the
complexion and content of development policies in the Sahel.

4. Donors contlnue, generally, to be concerned with the management of

the development funds they provide in the Sahel and seek actively to
transfer more authority in this respect to host country institutionmns.

5. Projects remain the main vehicle for the delivery of ODA.



PURPOSE:

1. Descriptlve Summary

Improve financial management of Sahelian development institutions that
directly handle funds provided by AID (sustained at or above 121[d]
requirements) and encourage Institutionalization of improved management
practice.

2. Objectively Verifiable Indicators (End of Project Status)

1. No current AID project has been decertified.

2. All newly designed or redesigned projects are approved and show
improved financial management procedures.

3. Host country project managers in more advanced countries have begun
to use accounting data for project decision-making.

4. All countries have plans for institutionalization of improved prac-
tices, including training plans that reach beyond AID-supported

development projects.

3. Means of Verification

1. USAID Contvoller records.

2. USAID Project Officer records.

3. Project manager's implementatlow plans.

4. Project budgets (HG).

5. New funding requests to USAID.

6. Decrease in TA needs in financial management.
4, Assumptions |

1. FAA Sec. 121(d) is not repealed, yet the Sahel development program
{8 maintained at least at current levels.

2. The proportion of AID projects with Local Currency in the total
Sahel portfolio rvmains the same or increasee.

3. The proportion of local currency handled by host governments in the
projects with local currency in them in the Sahel remains the same
or Increases.



The accounting practices urged by AID are found to be applicable and
desirable in other activities of the host governments.,

Host governments have the financial and human resource potential
befitting institutionalization of improved practices.



OUTPUTS:

1.

3.

Descriptive Summary

1.

Accounts managed by host government in USAID projects meet USAID Con-
troller's accountability standards and direct involvement of Control-
ler's Office 1is reduced over life of project.

Specialized financial management systems for projects requiring them
are in place and operational (e.g., credit programs, inventory
control).

Host country institutions and individuals assume increasing responsi-
bility for meeting certification requirements.

Improved financial management planning i{s incorporated into new
USAID funded projects and beneflts are extended throughout Sahel
region.

Objectively Verifiable Indlcators

l.

No delays in advance replenishment or suspension of disbursements on
AID projects have occurred. Missions have been able to reduce or
reassign Controller Office staff to other functions by end of
Project.

New or redesigned projects have not had to devote more than ten per-
cent of project design or project TA costs to host country financial
management issues. No new or redesigned project requires more Mis-

sion Controller staff input than ordinary in the pre-FAA Sec. 121(d)
period by end of Project.

Approximately 400 project managers/accountants have been trained in
seven countries in financial management by end of Project.

New host government project personnel in selected countries (e.g.,
Mauritania, Cape Verde, The Gambia) have been trained in improved
financlal management practice.

Means of Verification

1.

2.

USAID Controller records.

USAID Project Officer records.
Project implementation plans.
Budgets developed by HG personnel.

Training materials.



6. Records of training sessions (reports, etc.) and skills information
on participants.

7. Quality of documentation being maintained in projects meets Control-
ler's standards.

Assumptions

1. AJID provides training and written guidance in financial management
to Mission Project Officers and contract personnel involved in
projects having host country managed local currency funds.

2. Guidance and assistance is provided to Missions in the design of new
or redesign of existing projects concerning 121(d) requirements.

3. Mission Controller Office staff is maintained at least at current
levels. Experienced Project Officers are on board in each Mission.

4. The PASA for delivery of Inputs is executed within two months from
time of Project authorization.

5. Other Sahelian countries are receptive to further financial
management development on the basis of the experience of their
neighbors under AID auspices.

6. Protocols or other bilateral agreements can be executed in each

country quickly.



INPUTS:

Descriptive Summary

1.

4-

Four expatriate financial management advisers and three Sahelian
financial management advisers provide long-term technical assistance
In four countries. One long-term expatriate trainer provides train-

ing in The Gambia.

All seven countries develop specific financial management systems as
required.

Short-term technical assistance organizes regional and national
workshops/training sessions for exchange of benefits in all
countries.

TA teams and short-term assistance develop special training programs
and documents.

Objectively Verifiable Indicators

1.

Ten person-years of long-term expatriate technical and
training assistance @ $120,000 (Mali, Upper Volta, Niger,

The Gambia, Senegal) $ 1,200,000

Travel costs for assistance to Mauritania and Cape Verde 20,000
Six person-months of long-term services (two each in

Mali, Upper Volta, Niger by Sahelians) @ $25,000 150,000
Office support costs (per country $100,000) 300,000
Senegal TA support 20,000
Gambia TA support 50,000
Short-term TA ($10,000 per person-month), six person-

months in Mali, Niger, The Gambia, Mauritania for

start-up 60,000
Six person-months x 7 countries - short-term TA and

training 420,000
Workshop/meeting costs $30,000 per country x 7 210,000
Sahelian private consultants (Niger & Senegal) 100,000
Total field costs $2, 530,000
U.S. Costs (PASA, etc.) 890,000
Total direct costs $3,420,000



Contingency/Inflation 15% 580,000

Subtotal: $4,000,000
Overhead 257 1,000,000
TOTAL PROJECT COSTS: $5,000, 000

3. Means of Verification

USAID and any contractor's financial records.

Project budget and disbursement records.

3. ‘ﬂgsumgtions

1.

TA and training personnel, including Coordinators are available in a
timely fashion and at market prices.

The mix of technical assistance and training (including on-the-job)
planned for each countvv {a the most appropriate mode of assistance.

The host governments remain receptive to what has been planned and
provide the necessary institutional hospitality, access and colle-
glal, cooperative ambiance.

AID/W assigns a Project Officer to oversee overall Project operation.

Missions assign Project Officers to oversee local project operations,
including negotiation of Limited Scope Grant Agreements.

Missions require staff to participate in training provided by AID
and to attend occasional project conferences.



ANNEX C
PID APPROVAL MESSAGE AND

I.E.E. FACE SHEET
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TAGS: ~UHN
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SUBMECT: PID REVIEW - BROJECT NO. b25-0950  SAWEL REGIONAL ~ ——-
FINANCIAL AND PROGRAM MAATNAGEMENT .
ABIDJAN FOR NAYLOR REDSO/WA. ROME FOR FODAG n—

'REF: STATE 215b43

- o i ai————— o

1. SUBJECT PID WAS REVIEWED AND RECOMMENDED FOR APPROVAL R
.BY THE PROJECT COMMITTEE ON WEDNESDAY- SEPTEMBER 9. 1981,
AND IEE WAS APPROVED BY THF BUREAU ITENVIRONMENTAL OFFICER -

OF*N SEPTEMBER 15, 1981. BASED JPON THE PROJECT COMMITTEE'S
RECOMMENDATION. THE ASSISTANT ADMINISTRATOR FOR AFRICA
APPROVED THE SUBJECT PID AT LEVEL OF DOLS 4 MILLION OVER

3 YEAR LOP. AND AUTHORIZED AID/AFR/DR TO PROCEED WITH
PREPARATION OF THE PROJECT PAPER {PP3}. DISCUSSION BROUGHT
OUT THE FOLLOWING ISSUES AND PROBLEMS WHICH SHOULD B’
ADDRESSED BY THE PP DESIGN TEAM:

A.  THE TEAM SHOULD CAREFULLY CONSIDER ALTERNATE IMPLEMENTA-
TION ARRANGEMENTS AND DESCRIBE THEM IN THE PP INCLUDING A
THOROUGH COMPARATIVE COST EFFECI:TIVE ANALYSIS OF ALTEPNA-
TIVES SUCH AS THOSE DESCRIBED ON PAGES 5 AND b OF THE PID.

UNCLASSIFIED



UNCLASSIFIED 2

B. THE PP DESIGN TEAM SHOULD SEEK USAID MISSIONS'
GUIDANCE CONCERNING THE STEPS ENECELSARY TO INVOLVE HOST
GOVERNMENT INSTITUTIONS IN THE IMPLEMENTATION PROCESS AND
DETAIL ITS FINDINGS IN THE PP. THE TEAM WILL INVESTIGATE
WHETHER PROJECT SHOULD BE COORDINATED THROUGH SINGLE RE-
GIONAL INSTITUTIONAL AFFILIATION SUCH AS PAID. CILSS OR
INSAH OR THROUGH A SERIES OF BILATERAL AGREEMENTS.

C. DESIGN TEAM SHOULD INVESTIGATE FINANCIAL MANAGEMENT
SYSTEMS AND REPORTING REQUIREMENTS OF SAHEL GOVERNMEMTS
AND OTHER DONORS. TO ESTABLISH THAT PROPOSED INTERVENTIONS™ '
SUPPLEMENT AND IMPROVE UPON SYSTEMS CURRENTLY IN PLACE.
BROAD RANGE INSTITUTIONALIZATION OF PROCEDURES BEYOND

. AID'S PROJECTS IS ULTIMATELY DESIRABLE. THEREFORE. THE

" PKOFOSED SYSTEMS MUST BE ADAPTABLE TO THOSE USED BY HOST
' INSTITUTIONS AND OTHER DONORS.

D. DESIGN TEAM SHOULD EXAMINE THE LEVEL OF T.A. NEEDED

TO ACHIEVE THE PROJECT PURPOSE. WITH INPUT FROM THE USAID/
MISSION STAFF AND FIELD PROJECT COMMITTEES. THE TEAM
SHOULD ALSO EXAMINE WHETHER PROPOSED FIELD PLACEMENT
{BAMAKO AMND OUAGADOUGOU} IS APPROPRIATE.

E. THE PID CONTAINS INFLATION FACTOR BUT NO CONTINGENZY
COSTS. DESIGN TEAM IS ASKED TO REVIEW BUDGET AND PROJECT
BOTH INFLATION AND CONTINGENCY COSTS.

2. PID CALLS FOR SIX PERSON DESIGN TEAM CONSISTING OF
AID/W DETERMINED DESIGN OFFICER. SENIOR MANAGEMENT
SPECTALIST {USDA/DPMC}. SENIOR CONTROLLER/FINANCIAL
ANALYST {AID/FM}. TRAINING SPECIALIST {USDA/DPMC}. ORGANI-
ZATION DEVELOPMENT SPCH*ECIALIST {USDA/DPMC} AND A
SOCIOLOGIST. SOME MEMBERS OF PROJECT COMMITTEE QUESTIONED
NEED FOR THE SOCIOLOGIST AND SUGGESTED THAT ANOTHER

MEMBER OF THE TEAM WITH A SOCIOLOGY BACKGROUND COULD
ASSUME THIS ROLE. IF SUCH A PERSON CAN BE FOUND.THE
SOCIOLOGIST O%POSITION ON TEAM WILL BE DROPPED. ALTHOIGH
PID CALLS FOR SIX WEEK DESIGN EFFORT BEGINNING DECEMBER 1.
198L- WE ARE EXAMINING THE POSSIBILITY OF MOVING THE
DESIGN FORWARD TO NOVEMBER 1. 198L. THE TEAM IS PROJECTED
TO SPEND THREE WEEKS IN THE FIELD- WITH THREE MEMBERS
VISITING THREE STATES AN) THREE TI#VISITING FOUR. TO BE
FOLLOWED BY THREE WEEKS IN WASHINGTON FOR WRITING

PROJECT PAPER.

UNCLASSIFIED



UNCLASSIFIED 3

3. THE PROJECT NUMBER HAS BEEN CHANGED FROM E25-0948 TO
bcd5-0950 REPEAT k25-0950. PLEASE CORRECT THE NUMBER ON
PID'S POUCHED TO MISSION.

4. IN APPROVING THE PID- AA/AFR REQUESTED THAT THE PP
DESIGN TEAM MAKE EVERY EFFORT TO REDUCE THE PROJECTED
LIFE OF PROJECT COST.

3. THE PROJECT PAPER WILL BE REVIEWED IN AID/U AFTER
MISSIONS HAVE HAD OPPORTUNITY TO REVIEW AND COMMENT UPON
AN OUTLINE OF THE TECHNICAL SECTION WHICH WILL BE PRESENTED
TO AND REVIEWED BY A FIELD PROJECT COMMITTEE. COPIES OF
THE PID ARE BEING POUCHED TO ADDRESSEE POSTS. USAID'S

MAY WISH TO CABLE ADDITIONAL ISSUES AND/OR COMMNEENTS TO
AFR/DR WITH INFO TO SDPT/BAMAKO.

UNCLASSIFIED



CLEARANCES CONTINUED

AID/AFR/SUA:MMEARES {DRAFT}
AID/AFR/SWA:ECOSTELLO {DRAFTZ}
AID/AFR/SWA:JSHAMPAIN {DRAFT}
AID/AFR/DR:JHESTER {DRAFT}

C-4

AID/AFR/SWA:HGRAY {DRAFT}
AID/AFR/SUWA:JBTERKE {E1DRAFT}
AID/AFR/SWA:HWOODS {DRAFT}
AID/GC:LDESOTO {DRAFT}



INITIAL ENVIRONMENTAL EXAMINATION
CATEGORICAL EXCLUSION

PROJECT COUNTRY: Sahel Regicnal

PROJECT TITLE : Sahel Regional Financial and Program Management
PROJECT NUMBER : 625-0948

FUNDING : FY(s) 82-84 $3,990,000

IEE PREPARED BY: James Hester AFR/DR/SD? "

bl fr.

ACTION REQUESTED BY: Frederick E. Gilbert, AFR/SWA

ACTION REQUESTED: Categorical Exclusion
JUSTIFICATION:

This activity meets the criteria for a categorical exclusion
in accordance with Section 216.2(c)(2)(i). This projéct consists
solely of technical assistance and training programs which do not
include any activities directly affecting the environment (such as
construction of facilities, etc.); therefare a categorical
exclusion is hereby requested.

CONCURRENCE:
Bureau Environmental Officer

Approved: . JM 2 _,sL__:b_

Disapproved:

Date: /& é?i'&»AM 198/

CLEARANCE ; & _
GC/AFR ,3/? Date Z//s /5//

C-5



ANNEX D

STATUTORY CHECKLIST AND 121(d) DETERMINATION



ANNEX D

YRARE. nEuG w3, ONETNE BaTY LY g7
AlD HANOZOOK 3, App 5C(1) 3:32 June 7, 1979 5C(1)-1

SC(1) - COUNTRY CHECKLIST

Listed badow are, first, statutory criteria applicable
agplicable to individual fund sources: Development Agi

A, GENERAL CRITERIA FOR COUNTRY ELIGIBILITY

1. FAA Sec. 116. cCan it be demonstratad that

contemplated assistance wil) directly be
the needy? [f not, has the Cepartment o
State detarmined that this govarrment hg
angaged in a consistent pattern af grass
violations af internationally recognizad
humen rights?

nefit
f
1

2. FAA Sec. 431. Has 1t been determined that

the government of recipient couritry has

to take adequate steps to pravent narcot
drugs and othar controlled substancas (a
defined by the Comprehensive Drug Abuse

Prevention and Control Act of 1970) prod
Or processet, 1n whole or in part, in su
country, or transportad through such coy
from being rold 117egally within the Jur

failed
ics
s

uced
ch

ntry,
13-

diction of such country to U.S. Government

personnai or their dependents, or from
entering the Unitad States unlawfully?

J. FAA Sec. 620(b). If assistance is ¢
4 government, has the Secretary of State
detarmined that it {s not controlled by
intarnational Communist moviment?

the

4, FAA Sec. 620(c}. If assistance 1s to

government, s the govarnment liaple as
debtor or unconditional quarantor on any
debt to & U.S. citizen for ?oods or serv
furnished or ordared where (1) such c1td
has axhaustad availaple legal remedias 3
(b) debt {s not denfed or contested bv s
jovernment?

5. FAA Sec. 620(e)(1). [f assistance |
2 goverment, nas 1% Iinclud1nq governman

ices
Zen
nd
uch

s to
t

agencies or subdivisions) takan any artion

which has the affect of nationalizing,
exproprizting, or otherwiss seizing owne
ship ¢r control of property of U.5. citd
orentities beneficially owned ty them w
out taking staps ¢ discharge 1ts ohliga
toward such citizens or entities?

re
Zens
1th=
tions

generally to FAA funds,
stance and Economic Supp

and then criteria

ort Fund,

The Project will support
improvements in financial
minagement of current and
future AID projects which
directly benefit the needy.

No

Yes

No

No
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Sec. TCa, 17T ana too. s recia1én£ country
3 Cammunisc country? w111 assistance ba pro-
vided to the Socialist Republic of Vietnam,

Cambodia, Laos, Cuba, Uganda, Mozambique, or
Angola?

7. FAA Sec. 620(1;. {5 recicient country
tn any way TnvaTved in (a) subversion of, or

military aggression against, th- Unitad Statas

or any country receiving U.S, a,sistance, or
(b) the planning of such subversign or
aggression?

8. Fg? Sec, 620 (J). Has the country permittad
or failed to take adequate measures to Drevent, '

the damage or destruction, by mob action, of
U.S. property?

9. FAA Sec. 620(1). [f the country has failed

to {nstitute Tnvestmant guaranty program

for the specific rigks of expropriation, incon-

vertibility or confiscation, has the AID
Administritor within the past year considered

denying assistance to such governmant for this

reason?

10. FAA Sec. 620(0); Fisharmen's Protective
Act 1S _amende R country

nas setzed, or imposed any penalty or sanction

against, any U.S. fishing activities in
intarnational .aters:

2. has any daduction required by the
Fishermen's Protective Act been mada?

b. has complete denial of assistance
ben considered by AID Administrator?

1. F : 79 App. Act,Sec. 603.

(a) Is the government of the recipient cauntry

in default for more than 6 months on interest
or principal of any AID Tloanto the country?
(b) is country in default exceading ona year
on interast or principal on U.S. loan undar
program for which App. Act appropriatas
funds?

12. FAA Sac, 629(s). [If contemplatad
assistance {s development loan or from
Economic Support Fund, has the Administrator
takan into account the percentage of the
country's budget which is for military
expandituras, the amount of foreign exchange
spent on military equipment and the

No

No

No

No

N/A

None of the recipient states
is currently in default on any
AID loan,

N/A

D=2
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amount spent focr the purshaza 2f eonkissiaiead
weapons systams? (An aff{rmative answer may
refer to the record of the annual “Taking [nto
Consideration” memc: “Yes, as reported in

annual report on implementation of Sec. 620(s)."
This report is prepared at tim- of approval by
the Acministrator of the Oparational Year Sudget
and can be the basis for an affirmativa answer
during the fiscal year unless significant changes
fn circumstances occur.)

13, FAA Sec. 620(t). Has the country savered
diplamatic relations with the United States?

If so, have they baen resumed and have new
bilateral assistance agreements been negotiated
and entered into since such resumption?

14, FPA Sec. 620(u). What is the paymant status

of the country’s U.N. obligations? [f the country
fs in arrears, were such arrsarages taken into
account by the AID Administrator in detarmining
the current AID Operational Yedr Budget?

15. FAA Sec. 620A, FY 79 Aop, Act, Sec, 607. Has
the country granted sanctuary from prosacution to
any individual or group which has camitted an
act of international terrorism?

16, FAA Sec. 666. Ooes the country abject, on
basis or race, reiigion, national origin ar
sex, to the presence of any officer or amployes
of the U.S. there to carry out economic
development program under FAA?

17. FAA Sec. 669, 670. Has *the country, after
August 3, 1377, deliverad or racaived nuclear
enrichment or reprocessing equioment. materials.
or technology, without specified arrangements or
safequards? Has it detonated a nuclear devica
after August 3, 1977, although ot a "nuclear-
weapon State” under the nonproliferation treaty?

3. FUNDING CRITERIA FOR COUNTRY ELIGIBILITY

1. Development Assistance Countrv Critaria

a. FAA Sec. 102(h)(4). Have criteria been
established and taken into account to assess
commi tnent progress ot ceuntry in effectively
fnvolving the poor in development, on such
indexes as: (1) Increase in agricultural
productivity through small-farm lator intensive
agriculturs, (2) reduced nfant mortality,

(3) control of population growth, (4) equality
of {ncome distribution, (S? reduction of
unemployment, and (6} fncreased 1fteracy?

No

Not in arrears within the
terms of Article 19 of the
U.N. Charter as of 16 March,
1982.

No

No_

No

The Yroject will provide
assistance to the seven Sahelian
countries in which AID currently
provides development assistance.
Measurement of development pro-
gress there 1is assured by the
comprehensive Sahel development
program, to which the Sahel .states
adhere through the Inter-state
Committee for Drought Control in
the Sahel (CILSS).
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IS L2ViiCERent L inclwa Ny Suilel; dutivity vesigned

to bulld motivation fur smdiler families through
modification of ecanomic and socral conaftions
supportive of the desfre for large families in
programs such as education in and out of schecol,
autrition, disease control, maternal and child
health services, agricultural production, rural
development, and assistance to urban poor?

2. Economic Subport Fund Country Criteria

a. FAA Sec, 502B. Has the country engaged
in a consisten: pattern of gross violations of
internationally recngnized human rights?

b. FAA Sec. 533(b). W11 assistance under
the Southern Africa program be provided to
Mozambique, Angola, Tanzania, or Zambia? I[f so,
has President determined (and reported to the

Congress) that such issistance will further U.S.
foreian policy interests?

c. FAA Sec. 509. If commodities ara to be
granted S0 that sale proceeds will accrue to the
recipient country, nave Special Account (counter-
part) arrangements “een made?

d. FY 79 App. Act,Sec. 113. {1l assistance
b2 provided ror the purpaose of 1iding directly the
efforts of the govermment of such country to
repress the legitimate rights of the population
of such ccuntry contrary to the Universal
Declarstion of Human Rights?

e. FAA Sec. 6208. Wi{ll security supporting
assistance be furnished to Argantina after
September 30, 19787

D-4

This Project will improve the
management and therefore effec-
tiveness of numerous AID-
financed projects in education,
autrition, agriculture and rural
develoopment in the Sahel that
build motivation for smaller
families through modification of
economic and social conditions.

No

N/A

N/A

No

N/A
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5C(2) - PROJECT CHECKLIST

Listed below are statutory criteria applicable generally to projects with FAA funds and project

criteria applicable to 1ndividual fund sources: ODevelo

criteria applicabie only to loans); and Economic Suppo

CROSS REFERENCES: IS COUNTRY CHECKLIST P TO DATE?

pment Assistance (with a subcategory for
rt fund.

HAS STANDARD ITEM CHECKLIST BEEN REVIEWED FOR THIS PRODUCT?

A. GENERAL CRITERIA FOR PROJECT

1. EY 79 App. Act Unnumbered; FAA Sec. 653 (b);
Sec. 634A. (a) Describe how Committaes on
Appropriations of Sanate and House have been or
will be notified concarning the project;

(b) is assistance within {Operational Year
Budget) country or internationa! organization
allocation reported to Consrass {or not more
than $1 mi11{on gver that fiqure)?

2. FAA Sec. 611?3!51). Prior to obligation

fn axcess o ,000, will there be (a) engi-
neering, financial, and other plans necessary

to carry out the assistance and (b) a reasonably
firm estimate of the cost to the U.S, of the
assistance?

3. FMA Sec. 611(a)(2). If further legisiative
action 1s required within racipient country,
what {s basis for reasonable expectation that
such action will be completed in time to permit
orderly accomplishment of purpose of the
assistance?

4. FAA Sec, 611(b); FY 79 App. Act Sec. 101,

[f for water or water-related land resource
construction, has project met the standdards

and criteria as per the Principles and Standards
faor Planning Jater and Related Land Resources
dated October 25, 19737

5. FAA Sec. 6117e). If project {s capital
assistance (e.g., construction), and all

U.5. assistance for {t will axceed $1 mil1l10n,
has Mission Dfrector cer:{fied and Regional
Assistant Administrator taken into consideration
the country's capabilfty effectively to maintain
and utilize the project?

6. FAA Sec. 209. Is project susceptible of
execulicn as part of reaional or multilateral
project? [f so why fs project not so exascutad?
Information and conclusion whether assistance
will encourage reqional developmant proqrams.

(a)

(b)

(a)
(b)

Through the normal Con-
gressional Notification
process.

Yes

Yes

Yes
N/A
N/A
N/A

It is a regional project.

D-5




hagd e

5¢(2)-2 .

kK GO | MLETTEET (TN

June 7, 12379 3:32

AID HANDBOOK 3, App 5C(2)

7. FAA 3ec. 50173), Information and conclusions
whether projact w111 ancourage efforts of the
country ta: [a) increasa the flow of internaticnal
trade; (b) foster orivate fnitiative and competi-
tion; (c) encouraqge aevelopment and use of
couperatives, credirt unions, and savings and Toan
assoctations; {d) discouraje monopelistic practices;
(e) improve tacanica! afficiency of industry, agri-
culture and commerce; and (f) strengthen free

labor unions.

8. FAA Sec. 501(51. Infurmation and conclusian
on how prgjecst w1 encoyrage U.5. private trade
and investment abroad and encourage private U.S.
participation {n foreign 1ssi{stance programs

(1ncluding use of private trade channels and the
services of U.S. private entarprise).

9. FAA Sec. 612(b); Sec. £36(h). Describe steps
taken tc assure that, to the maximum axtant possi-
ble. the country {s contributing lncal currencies
tn meet the cost of contractual and other servicas,
and foreign currencies owned by the U.S. are
utilized to meet the cost of contractual and

agther services,

10. FAA Sec. 612{d). Ooes the U.S, own excess

foreign currency ot the country and, if so, what
arrangements have been inade for {ts release?

1. FAA Sec. 601(e}. Will the project utilize

competitive selection procedyres for the awarding
cf contracts, except where applicable procurement
rules allow otherwisa?

12, FY_79 App. Act Sec. 60B. [f assistance {s
for the production 9f any commodity for export,

fs the ccmmodity 1ikaly to be in surplus on world
markats it the tima the resulting productive
capacity becomes operative, and {s such 1s5sistance
11kely to cause substantial fnjury to U.S.
producers of the <ame, similar, or competing
commodity?

FUNDING CRITERIA FOR PROJECT

1. Development fssistance Prnject Criteria

1, FAA Sec. 102(h}; 111: 113; 281,.

Extent to wnich activity will (a) effectively
involve the poar in development, by extending
access to econcmy at local levael, increasing
laber-intensive production and the use of
approoriate technology, spreading investmenrt
aut from cities to small towns and rural areas,
and {nsuring wide participation of the poor in
tha benefiss of development on a sustained

The Project should have bene-
ficial effects in (b), (c) and

(e).

Significant American commodity
procurement and technical
assistance 1is planned.

Sahel countries will provide
certain personnel and government
facilities to be specified in
bilateral agreements.

There is no U.S.-owned excess
foreign currency in any of the
countries.

N/A

The Project will improve the
implementation of numerous
projects having these objectives.

D-6
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8.1.a.

basis, using the appropriata U.S. institutions;

(b) help develop coop.ratives, especially by tech-
nical assistance, to assist rural and urban poor fo
help themselves toward better 1ife, and otherwiss
encourage democratic private and local governmental
fnstitutions; (c) support the self-help efforts of
developing countries; (d) promote the participation of

women in the national economies of developing countries

and the improvement of women's status; and (e) utilize
and encourage ragional cooperation by developing
countries?

b. FAA Sec, 103, 103A, 104, 105, 106, 107.
[s assistance being made availaple: ({include only
applicable paragraph which corresponds to source
of funds used. [f more than one fund sourca 1s
used for project, include relevant paragraph for
each fund source.)

(1) (03] for agriculture, rural development
ar nutrition; if so, extent to which activity is
specifically designed to increass productivity and
income of rural poor; [103A] {f for agricultural
resgarch, 1s full account taken of needs of small
farmers;

(2) [104] for population planning under sec.
104(b) or health under sec. 104{c); {f so, extant
to which activity emphasizes low-cost, inteqrated
delivery systems for health, nutrition and family
planning for the poorest people, with particular
attention to the needs of mothers ard young
children, using paramedical and auxiliary medical
personnel, clinics and health posts, ccnmercial
distritution systems and other modes of community
resaarch.

{3) [105] for education, public admini-
stration, or human resources development; 1f so,
extent to which activity strenqthens nonformal
educatton, makes formal education more relevant,
especially four rural families and urban poor, or
strengthens management capahility 2f institutions
anabling the poor to participate in development;

{4) [106] for technical assistanca, anergy,
research, reconstruction, and selected develapment
problems; {f so, extent activity Is:

(1) technical cooperation and Jevelop-
ment, 2specially with U.5. private ind voluntary,
or ~eqional and international development,
organtzations;

(11) to help alleviate enerjy problems;

(111) research into, and evaluation of,
economic developmant procasses and technigues;

(1v) reconstruction after natural or
marmade disaster;

N/A

n-7
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(v) for special development sroolem,
and to enable propur utilization of earlier U.S.
infrastructure. etc., assistance;

(vi) for progrars of urtan davelopment,

especially small labor-intensive enterprises,
marketing systems, and financial or other {nsti-

tutions to help urbai poor participate in ecoromic

and social develanment,

c. [107] ls appropriate effort placad on use
of aporopriate technology?

d. FAA Sec. 110(a). Will the recipient

country provice at least 25% of the costs of the
program, project, or activity with respect to
which the assistance {s to be furnished (or has
the latter cost-sharing requirenent been waived
for a4 "relatively least-devaloped" country)?

a. FAA Sec. 110(b). Wi11 grant capital
assistance be disbyrsed for project over more
than 3 years? [f so, nas justification satis-
factory to the Congress been made, and efforts
far ather financing, or is the recipient country

“relatively least devalgped"?

f. FAA Sec, 281(h). lascribe axtent to

which program recognizes the particular reeds,
desires, and capacities of the people of the
country; utilizes tne country's intellectual

resources tao encourage {nstitutional development;

and supports civil education and training in
sk111s required for effective participation in
goverrmental and political processes essential
to self-government,

g. FAA Sec. 122(b). Does the activity
g've reasonable promise of contributing to the
development of economic resources, or to the

incresse or groductive capacities and self-
sustaining eccnomic growth?

2. Jevelopment Assistance 2rgiect Criteria
tLoans dnly)

3. FAA Sec. 122(b). Information and
conclusion on capacity of the cauntry to repay
the lezn, including reasonablenass of
repaymant prospects.

b. FAA Sec. 620§d‘. [f assistance {s for
any ornductive enterprise ~hich will compete {n
the U.S. with U.S. erterprisa, is there an
agreement by the recipient country to presvent
expart to the U.S. of more than 20% of the

er’arprise's annual production during the 1ife
o7 the loan?

This 1s a regional project
under Section 121; and thus
the 25% requirement is not
applicable. ’

N/A

This Project will build upon
and utilize the Sahelian capa-
bilities to plan, coordinate
and manage development proiects
in the Sahel effectively.

Yes, to the agricultural sector.

N/A

D-8
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J. Project Criteria Solely for Economic

Support Fund

a. FAA Sec. 531§a2.
support promote econcmic or political stability?
To the extent possible, does it reflect the

policy iirections of section 102?

Wi1l this ascistance

b. [AA Sec, 533. Wil1l assistance under
this chapter be used for military, or
paramilitary activities?

-9

N/A
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Listed Selow are sstatutory !tems wnizh =ormally +9'1 Se covered routirely {n thasa orovisisns
of an assistance igreement dealing with fts fmplementation, or coverad in the agreement by
imnosing limits on certain usas of funds.

Th
{C) Otner Restrictions.

Procurement

1. FAA Sec., 602. Are there arrangements to
permit 1.5. small business to participate
equitably in the furnishing of goods and
services financed?

2. FAA Sec. 604(a). Will all commodity
procurement cinanced be from the U.S$. excapt
as otherwise determineg by the President or

under delegation from him?

3. FAA Sac. £04(d). [f the cooperating
country dlscriminates against U.S. marine
insuranca comnanies, will agreement require
that marine insurance be placed in the
United States on commodities financed?

4. FAA Sec. 604(e). [f offshore procurement
of agricuitural commodity or product 1s to be
‘inanced, 75 there orovision igainst such pro-
curement whon the dcmectic orice 3¢ suzh
cemmadity fs less than parity?

5. FAM Zec. A08(a). Wil U.5. Govarnmant
2xCess persanal oroperty ne utilized wharever
aricticahle in liey of the arscurement of new
1tems?

6. FAA Sec. 303. [(a) Compliance ~ith require-
mant in section 301(b) of :he “erchant Yarine
Act of 1936, as amended, *that it least 50 per
centum of the grass tonnage of commadities
(computed separately for 4ry 5Sulk carriers,

dry cargc 'iners, and tankers) financed shall
be transported on privately cwned 4,5.-flaq
commercial vessals to the axtent that such
vessels are available at fair and reasonable
rates.

7. FAA Sec, §21. [f technical assistanca fs
financed, ~111 such assistance be furnished to
the fullest extent practicable as qoods and
professional and other services from private
enterprise on a contract basis? [f the

e3¢ ftems are arranged uncar the general headings of (A) Procurement, (3) Canstruction, and
)

Procurement will be done in
accordance with AID regulations.

Yes

N/A

N/A

Yes

Yes

Yes

D-10



LEEL 20T -7 M 3 TRANG wiMO w0,

LYY EH
S92 Sune 7. 1079 3:12 AID HANCBOOK 3, App 5C(3)
A7

Yes

facilfties of other Faderal agenciss will be
utilized, are they parftecylarly suftable, noe
competitive with private enterprisa, and made
dvailable without undue Interfercnce with
domestic programs?

8. Intarnational Mr Transears. Fair
Competitive Practices Act, 1974, 1f air
transpgortation of persons or property is
financed on grant basis, will provision be
made that U.S.-f1ag carriers will be utilized
to the axtent such service {s available?

3. FY 79 Aop. Act Sec. 105. Does the contract
for procurement contain a provision authorizing
the termination of such contract for the
convenience of tha United States?

Ccnstruction

1. FAA Sec. 601(d). If a capital (e.g.,
construcction) project, ara angineering and
profassional services of U.S. firms ang their
affiliates to be used to ths maximum axtent
consistent with the national {nterest?

2. FAA Zec, 611(c). If contracts for
construction are to be financed, will they be
let on a competitive basis *g maximum extent
practicehle?

3. FAA sec, €20(k}. Hf for-construction of
sroductive enterprise, will aggregate value

of assistance to be ‘urnished by the Unjted

States not exceed 5100 millign?

Qther Restrictions

1. FAA Se¢. 122 (e). If develapment loan, fis
interest rata 4t jeast 2% per annum during
grace perind and at least % per annum
theraaftar?

2. FAA Sec. 301{a). If fund fg astablishaed
s0leTy 5y 5.8, contributions and icministered
by an intarnational organization, does
Comptroller General have audit rights?

3. FAA Sec. 620(h). Do arrangements preclude
promoting or 4ssisting the foriegn aid projects
or activitias of Communist-bioc countries,
contrary tu the best interests of the

United Stites?

4. 7AA Sec, 635(1). s financing nat permitted
t0 be used, without waiver, for rurchase, long-
term laasa, or axchange of motor vehicle

manufactured outside the Unitad Statas, or
guaranty of such transaction?

D-11

Yes

N/A

N/A

N/A

N/A

N/A

Yes

Yes
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5. aili arrangements preclude use of financing:
a. FAA Sec. 104(f). To pay for performance of
abortions or to motivate or coerce persons to
practice abortions, to pay for performance of Yes
fnvoluntary sterilization, or to coerce or
provide financial incentive to any person to
undergo sterflization?
b. FAA Sec 6/0(q). To compensate owners
for expropriated nationalized property? Yes
c. FAA Sec. 660. To finance police training
or other law enforcement assistance, axcept for Yes
narcotics programs?
d. FAA Sec. 662. For CIA activities? Yes
e. FY 79 App, Act Sec. 104. To pay pensions, Yes
etc., for military personnel?
f. FY_79 App. Act Sec. 106. To pay U.N. Yes
issessmants/
9. FY 79 App. Act Sec. 107. To carry out
provisions of FAA sections 209(d) and 251(h)? Yes
(Transfer of FAA funds to multilataral
organizations for lending.)
h. FY 79 Aop. Act Sec. 112. To finance %he
export of nuciear equipment, ;uel, ar tachnology Yes
or to train foreign nations in’ nuclear rields?
1. FY 79 Aop. Act Sec. 601. To be used for
publicity on propaganda purpases within Unitad Yes




ACTION MFUORANTIM FOR TRE ASSISTANT ADMINISTRATOR FOR AFRICA
FROMt AFR/SWA, Frederick P. cf?%;r:
SUBJECT:t Sahal Regional Finantial Managewent Project (625-0950)

RE: Delegation of Authority Xo. 144

Problam: Sfection 121(d) of the Foreign Assistance Act of 1961, as smonded, pre=
cludes any new obligation of Sahel Development Program funds for dfsbursesent by
2 foraign government until the Adninistrator hae deterained “that the forsign
Rovermuent will maintain a system of accounts with respect to thosa funds which
will provide adequate {dentificatioa of and contrel over the racaipt of those
funds.” On January 6, 1982, tha Administrator delagated the authority to nmake
this determination to you in Delegation of Authority Ko. 144, A 121(d) determi-
nation is required concerning the subject project.

Mscuagiont Im anticipation of this requiremant, the Africa Sureau, et the
beginalng of 7Y 1982, initiated a process of "Cortification Review" and "Certifi-
cation™ by Ml{asion Diraectors and AID/U Office Headm. This reviev {s designed to
establish the adequacy of host country accounting systems. Certification criteria
vere prepared by the Office of Financial Management which established for the
fureay the mionizum standards for host country accounting syetems which ougt be

7et prior to certification.

In accordance with this process, the Office of Sahel sad West Africa certifies
that {n the subject project no funds will be released to any Saheliam host govaran—-
nant. All local cost expenditures under the project vill dbe made and accounted
for by efther the implomentation contractor or AID Missions,. Consequaently the
“dequacy of host copntry accounting syctess is not an {ssue: for this project.

leconmendation: That you make a finding that ths deteraination set out in Sactiom
121(d) of the Forefgn Assistance Act of 1961, ase amended, ia not requjifed,

APPROVED
‘SAPPROVED
JUL 14 1982
DATR
Clearances:
AFR/DR/SVAP:JRMqS,bo
GC/AFR:LDaSotoe -
AFR/SWA1JnBierke
DAA/AFR:FCorrel



ANNEX E
EXCERPTS FROM INSPECTOR GENERAL REPORTS,
FAA SEC. 121(d), AND 121(d) DETERMINATION

Auditor General, Audit Report No. 81-35, Problems in Host Country
Accounting for Utilization of A.I.D. Funds in the Sahel (Jan. 29, 1981)

Inspector General, Audit Report No. 0-000-82-38, Voucher Approval: How
Well Does It Work? (Jan. 27, 1982)

Inspector General, Audit Report No. 0~625-81-52, Improvements Must Be
Made in the Sahel Regional Development Program (March 10, 1981)

Auditor General, Audit Report No. 81-20, Improvements Needed in
Management of AID/W Projects (Nov. 26, 1980)

FAA Sec. 121(d)
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Audilor General

PROBLEMS IN HOST COUNTRY ACCOUNTING
FOR UTILIZATION OF A.I.D. FUNDS
IN THE SAHEL

The host countries entities' financial management practices for
accounting, controlling and reporting on the use of substantial
suns of AID- and other donor-financed local currency funds are
"seriously deficient. These deficiencies are possibly resulting
in the diversion of millions of dollars in local currencies for
non-project purposes. This condition indicates that:

—  Yraining for host country financial personnel deserves
a higher priority;

—  AID needs to analyze the entities' financial capabili-
ties prior to release of the funds; and

—  AID firancial oversight needs improvement.

Unless improvements are made, these financial deficiencies could
undermine donor support for the long-tern development of the
Sahelian countries.

Audit Report Number _%-3

Issue Date __ January 29, 1981

Area Auditor Gereral, Washington
Agency ‘or Internchional De.ziopment
Washington DC 20523


















VOUCHER APPROVAL.:
HOW WELL DOES IT WORK?

Audit Reporc¢ No. 0-000-82-38
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—  The payments of salary premiums to recipient government officials
is wigespread in the Sahel. Unless such salary payments are made,
project activities may be delayed or not even started. AID should
assess the magnitude of this issue and if deemed appropriate
assist the CILSS/Club in developing guidelines for donors and
recipient governments to'follow.

Problems In Host Country pccounting And Financial Controls

Toror assistance to the Sahelian states is expected tO be provided at an
annual level of $1-1.5 billion over the next 10 years, of which AID will
provide about 10 percent per year. A substancial amount of AID and other
concr assistance is Lo o€ provided to the Sanelian states in the form of
15cal currencies for financing local costs. in AID-financed report entitled,
"Foreign AL and Domestic Costs of Sahel Development Projects,” estimated
-r=t over a 10-year period roughly $6.8 billion would be needed to cover
Tesal currency costs for an investment program with a $10 billion foreign
gxcnange component.

Grver the past year AID officials have expressed considerable concern to
v.ooector General officials regarding the host governments' utilization of
T 1ocal currency funds in the Sahelian countries. In response to this
concern, the Inspector General performed a review to determine whether
Sahelian governuents' Finzncial management practices for defraying local

cost were acdeduate.

~ae audit disciosed serious shortcomings in the local entities' financial
practices which indicate the cost in terms of waste and misuse of AID and
otner donor funds 1s potentially in the millions of dollars.! The financial
systems reviewed in five of the eight Sahelian countries were characterized
tv a lack of uniformity, organization and reliability. The practices in

Zcn of the states varied not only among ministries but also among divisions
:crin ministries. In general, there were few integrated and effective
‘pancial manzgenent SYSUEMS capable of adequately controlling, accounting
ad reporting on the use of AID funds. The absence of adeguate financial
manzgement contrels and accountability retards the development process and
fpustrates the delivery of assistance to those in need.

b—r)z‘_ [t

[sY)

The sudgetary provlems of the Sahelian governments cannot be overlooked as
an important facter adversely affecting the use of donor project funds.
4lmost without exception, the Sahelian governments are experiencing serious
budgetary deficits. Since the governments do not have the internal means
for financing these deficits, they depend upon donor budgetary support. It
is our view that when budgetary funds are not immediately available, donor
project funds are diverted to cover the goverrment entities' normally
recurring buliget exzenses.

"AAG/w, Audit Report No. 81-35, "Problems In Host Country Accounting For
Utilization Of AID Funds In The Sahel," January 29, 1981.
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"to assist them in establishing adequate books and records. However, at the
time of cur review in July 1980, there was little evidence of any substantive
improvement.

In order to improve financial management over local currency expenditures,
we are making the following recommendations.

Recommendation No. 7

The Assistant Administrator, Bureau fu: aiiica, pursue tne issue
of inadequate recipient govermments' financial management systems
with representatives of the Club du Sahel and the CILSS. The
outcome of this discussion should be an open dialogue on the
problem at nigh Sahel govermmental levels and development of a
consistent Sahel-wide policy and program on it.

Recommendation No. 8

The Assistant Administrstor, Bureau for Africa, discuss with the
Club du Szhel and CILSS the need for developing a comprehensive
financial training program for the Sahelian countries.

Recommendation No. 9

We recommend that USAID Office of Financial Management at Upper
Volta and Mali provide appropriate assistance to CILSS and the
Sahel Institute to enable these institutions to establish and
operate an accounting system adequate to meet the requirements of
the grant agreement.

Africa Bureau Comments

In commenting on our draft report, Africa Bureau officials stated that steps
are underway for developing a comprehensive training program in financial
raragement. for the Sahelian countries. The International Labor Office plans
to assign two consultants to the CILSS for purposes of developing training
programs. AID is also planning training courses in financial management for
african government accountants and other Sahelian officials.

The Bureau also is presently arranging for the recruitment of an expert who
will review CILSS' internal control procedures, assist the CILSS in imple-
menting those procedures, and establish an integrated accounting/financial
reporting system to satisfy the requirements of all donors and CILSS manage-
ment. Similar actions are planned for the Sahel Institute.

A Policy Should Ze Developed On The Practice Of Paying Salary Premiums
To reciplent Govermment personnel

ine use of salary premiums (Indemnites Responsibilities) to motivate and
compensate reclplent government personnel involved in donor-financed pro jects
1s a common practice in the Sahel. The problem with this practice is that
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IMPROVEMENTS NEEDED IN MANAGEMENT OF AID/W PROJECTS

The Administrator has recently emphasized the importance of project
implementatior and directed actions to improve it. We identified sig-
nificant problems in management of AID/W funded projects during this
review. Prior AG and GAO reports have pointed out problems with pro-
ject manzgement and monltoring overseas and in AID/W, but no lasting
improvement seems to have been made., We believe more management
attention needs to be given to solving project implementation and
monitoring problems. This report describes the problems we found and

suggests some actions that would help solve them.

Audit Report Nurmber B1-20

Issue Date November 26, 1980

Areo Auditor General, Washington
Agency for Infernational Developrment
sy o namy  WWashington DC 20523
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Conclusions

In order to assure adequate monitoring, a monitoring plan should be
developed as a part of project implementation planning. Use of a
monitoring plan would allow management to review and approve the level
of monitoring and provide an overview of monitoring.

In addition to increasing control over monitoring activities, the Agency
needs to give more emphasis to project monitoring in evaluating Project
Officers' performance. This should be done as part of the annual perform—
ance evaluation. Monitoring respomsibilities should be part of the Project
Officer's description of major duties in the PER. We suggest that:

1. Plans to establish critical nonitoring activities

be required for each project, and procedures
for documenting those monitoring activities be developed

as a part of implementation planning.

2. Operating managers be required to assure that project
monitoring responsibilities are considered in evaluating
the performance of Project Officers.

Project Designs Need More Critical Review

The project document that establishes the basis for AID action 1is the
project paper. The project paper, among other things, should provide a
self-sufficient basis for action, a detailed description of the project,
a clear definition of the responsibilities of AID and the other project
participants, and an implementation plan. The project paper contains
the basic design of the project.

Project designs were incomplete or weak in some of the project papers we
reviewed. For example, three projects did not describe or establish relation-
ships between the parties. Three project papers did not provide quantifiable
indicators with which to measure progress. Cne project contained three
phases, but provided no criteria or accomplishments necessary to proceed from
one phase to the next. Two projects provided no parameters within which the
Private Voluntary Organization should work, e.g., they did not restrict
assistance to underdeveloped countries or to projects that conform to AID's
requiremrents.
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As a general observation, we believe that some project papers are overly
optimistic about what can be done within the time frame established or
the funds budgeted. The pressure to obligate funds results in project
designs which are not always candid or realistic. Many project papers
do not recognize the degree of risk inherent in development related pro-
jects. Some underestimate the difficulty in coordinating the activities
of several institutions involved with implementation. Such projects
oiten result in delays, shortfalls, and implementation problems. With

2 more realistic appraisal of the pProject, better contingency plans
could be made for dealing with the problems that come up during imple-
mentation. '

The project paper forms the basis for the Project Officer's monitoring
activities. A well designed project normally has fewer implementation
problems and requires less monitoring. On the other hand, a vague,
broadly designed project requires considerable effort just to obtain a
ccnsensus as to what needs to be done. On one project we reviewed,
considerable time was lost while the Project Officer and the contractor
caze TO an agreement on what was to be done.

conclusion

We cenclude that poor project implementation is frequently a direct
result of Inadequate project design and makes project monitoring time
consuring ancd difficule. It requires the project officer to make more
judgments and decisions on where the project is going. Several recent
2ucit reports have been critical of project monitoring because additional
tespensibilicy has been placed on the Project Officer by weak or unreal-
istic project designs. We believe project papers must be more critically
Teviewed Fron rhe standpoint of being practical, realistic and capable
of beiag implexzented within the project period. Several responses
iidicared that the project review process is both thorough and critical.
Keviews are made by many specialists and the Project Review Committees
are demanding in their requirements. While we do not dispute that, we
still found :that project designs were frequently not in enough detail or
were unrealistic., We suggest that:
3. More emphasis be placed by bureau management
officials on critically reviewing project designs
for reasonableness and adequacy of detail.
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ANNEX F-1

COUNTRY ANALYSES OF CERTIFICATION



Mauritania

USAID/Nouakchott has eight active projects, of which seven have local
currency. Although the Mission portfolio does not have local curtrency funds
under host government control, there is significant local currency spent by
contractors and by USAID directly. Thus far, the Controller's Office has
been able to review 100 percent of all vouchers for direct USAID
expenditures.

The Mauritanian governmental infrastructure is the weakest of the seven
Sahelian countries. It would be unable, currently, to absorb local currency
funding in AID projects and account for it. It is inevitable, however, that
in future projects movement must be made toward greater host governmental
responsibility for AID-financed project management, including financial
management. The present financial management system and practices of the
Mauritanian government concerning their own funds are virtually unknown to
USAID. Hence technical assistance 1s called for to analyze this and prepare
the ground for projects which will assume government competence in this
field, for example a projected AID Agriculture Sector Grant.

One improvement prospect 18 to strengthen the financial management train-
ing resources of the Ecole National de 1'Administration. Since this institu—
tion strengthening potential is significant. Another idea expoused is to
have the state-owned national bank do the accounting for AID-financed local
currency funds under Mauritanian control. In this case, the bank would be
paid for its services, and direct institution-building potential would be
limited. Compounding the infrastructural weaknesses are an inadequate pool
of locally-trained accountants, and a serious cash-flow problem within the
government which could encourage misuse of local currency.
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Mali

USAID/Bamako has 25 active projects of which 18 have local currency com-
ponents. Thus far 19 have been fully certified, or partially certified
leaving a balance of five.

The Mission staff, principally in the Controller's Office, has made a
great efforc to certify host country accounting systems for local currency.
Project Officers visit project accounting stations with Controller Office
personnel and are involved 1n the evaluation of systems. A list of necessary
improvements 1s prepared which is checked when completed. 1In all cases, host
country 1nstitutions prepare their own checks without going through the
national training. Deficiencies encountered in the project accounting sys-—
tems are similar to those found in other Missions: no encumbrance journals,
checkbooks and jonrnals not posted up-to-date and no bank reconciliations.

In general, systems existed prior to certification but were incomplete or
procedures were not followed systematically. Since the end of FY 1980, the
Mission has reviewed all accounting systems in detail for new projects and
required improvements were added as CPs to the project. They have had no
difficulty in certifying and maintaining these systems. Systems have
improved significantly since the advent of the certification requirement.

However, Mission personnel do feel that the maintenance of the certifi-
cation will be difficult in the future. It will not be possible to devote
on a permanent basis the same magnitude of effort to the certification
process.

Because of the economic situation in Mali, there have been difficulties
in assuring proper usage of AID local currency funds. The country 1s nearly
bankrupt and the salaries of civil servants are frequently delayed as much
as three months. As a result, a few cases have occurred when entities used
AID funds to meet current GOM liabilities. Diversions of funds may be
reduced in the future with tighter financial controls but will be difficult
to eliminate in the current economic environment.

Inventory control in projects has been weak. An inventory control system
has not generally been required for certification. Annual budgets have been
difficult to obtain on a timely basis. This has reduced the effectiveness
of the project management system. These are two fialds where technical
assistance could work closely with project accountants and achleve concrete
improvements.

Documentation requirements for reimbursements and liquidation consists
of summaries of disbursements and encumbrances and bank reconciliations.
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Upper Volta

USAID/Ougadougou has 18 active projects, funded from the Sahel appropria-
tion, 16 of which have local currency components. To date eight projects
have been fully certified and two partially certified leaving a balance of
eight projects that still have to be certified.

The general operating procedure in the Mission for certification has
been for Controller Office personnel te work closely with Project O0fficers
iIn the initial review of accounting systems and corrective actions. The
Project Officer and the financial analyst or Acting Controller visit the
accounting site for the project and determine status and required changes.
In the great majority of cases, a new accounting system has been developed
and implemented. The systems are generally independent of the accounting
systems in the parent organization, but are designed to meet the overall
accounting and management needs of the implementing entity as well as AID
financial reporting requirements. These new systems are very well documented
by the Mission and include detailed operating instructions for the project
accountant.

Where no accountlng system existed previously, it is often necessary to
reconstruct records to the present period. Often an accountant was not
available and the work was done by the Project Officer and Controller Office
representative. Therefore, a large amount of time has been spent and is
st1ll being spent by OFM and Project Officers in the initial certification
of project accounting systems.

It should be noted that the Mission is assisting in the design and imple~
mentation of accounting systems for all projects, not just those requiring
certification prior to obligation or disbursement. This includes systems for
non-Sahel funded projects and host country coatributions,

The major deficiencies in accounting systems were as follows:

- No accountant.

- No encumbrance journal.

- Cash disbursement journal not posted as checks written or
nonexistent.

= Accountlng journals not sdmmarized and reports issued.

= No bank reconciliaticns.

= Single signature checks.

Encumbrance journals have not been required in all instances. This is

ilways requlred when a project is near completion and there is a chance of
:xceeding the total budget or individual line item budgets. OFM also demands

F-1~3



an encumbrance journal in the case of new projects in order to begin with a
complete system. When an existing project is not near completion, an encum-
brance journal is sometimes omitted; however an approximation of encumbrances
is made by adding cash disbursements, accruals, outstanding purchase orders
and contract balances.

The accounting systems designed have generally followed the model of the
User's Manual except in cases where loan revolving funds were in the project
or branch accounting requiring a double entry system was necessary. Speclal
systems were also developed for the two parastatals of the OPNACER and Seed
Multiplication projects.

All USAID/Ougadougou projects operate on advances for up to 90 days.
Quarterly financial reporting requirements for the liquidation of those
advances are as follows:

1. 1034 reimbursement request.

2. Statement of Dishursements.

2. Bank reconcilistion with coples of bank statements.

4, Encumbrance status report.

5. Project advance reconciliation report.

Original invoices and receipts are submitted to the Controller's Officer
in addition to the above reports. In the few projects where invoices and
receipts are not required to be submitted, Controller's Office personnel
visit the site at least once every 15 months to review documentation. More
frequent visits are made when the financial reports indicate problems.

The general status of projects according to OFM personnel is as follows:

Strengthening WID

: Problems with account for past advances.
. Reconstruction of records was raquired.

. Accounting system partly designed; lacked design for headquarters
and some ORDs.

Oncho Free Area Village Development

. No problem with accounting for past advances to the GOUV.
. System has been designed but not yet implemented by Government.
: Pro ject Manager has bank account - gsome problems with accounting for

advances.
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* Could possibly use full-time financial advisor.

Ag. Human Resources Dev.

. Certified.
y Contractor keeps records — may be decertified.

Training of Women in the Sahel (TWIS)

* Problem with accounting for past advances ($1.7 million).
. System has been designed but not implemented.

. Headquarters with civil service accountant does not want to consoli-—
date reports with branch accounting of non-civil service accountant.

Rural Water Supply

. Certified - existing system modified.
: Problems with accounting for part of advances.

Seguenega Integrated Rural Dev. (OPG)

* Existing accounting system audited by Deloitte, Haskins and Sells -
no opinion due to serious problems.

. Could possibly use full-time financial advisor.

Forestry Education and Development

. Certified against advice of FA.

. Accounting good but no control of receipts for firewood sales which
1s necessary to project.

Manager controls checkbooks - information not always given to accoun-
tant for posting.

. Disbursements currently blocked.

Foundation Seed Productigﬂ

. Partially certified.
Requires system for USAID operating and revolving loan fund.

Integrated Pest Management

Implemented by CILSS in eight countries.
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* Existing system modified to enable certification - weak system at
present.

* Niger component not certified.
. Accountants hired.

Accelerated Import Program

y Certified except for Rural Artisan Training.
Peace Corps Accountant maintains books.

Sahel Regional Coordination and Planning

. Implemented by CILSS.
y Not certified.

Grain Marketing Development (OFNACER)

. DHS designing financial system.

$535 million CFA for 1971-75; $70 million CFA for 1976-80 to be
repaid as counterpart.

. Initial check for $53 million CFA due March '82; not received under
repayment agreement .

. Full-time financial advisor could be used.

The main problem in the future for the Controller's Office is the inade-
quate staff level to continue certificatior activities and maintenance. Ini-
tial certification work has been divided between the Acting Controller and
the financial analyst. However, when the remaining eight projects are certi-
fied, additional monitoring and training at the sites will be necessary.
Also, financial reports will be received in increasing numbers which will
have to be reviewed and will trigger additional monitoring and training
visits. The workload is particularly great in Upper Volta due to the number
of accounting stations (45) and the distance of many from Ougadougou. This
Mission has traditionally placed more responsibility for the management of
funds in the hands of the host country, thereby enhancing the development of
financial management of the host country in the long run but complicating the
certification process in the short run.



Niger

USAID/Niamey has 17 active projects of which 11 have local currency com-
ponents. They have all been certified.

The general approach to certification in this Mission is that the host
country project office is visited by a member of the Controller's Office and
the Project Officer. The system is reviewed and recovuzm~riations made. The
project accountant is assisted in making all required improvements by the
Controller's Office representative. When this is completed, a memo is pre-
pared by the Controller to the Mission Director outlining the current status

of the accounting system and recommending certification.

In general, existing systems were modified to meet the requirements of
certification; there are only a few cases where new accounting systems had
to be developed. In some cases, the records had not been kept methodically
such as in Rural Health when three years of transactions had to be recon-
structed. The wmajor deficiencies were as follows:

° No method for recording encumbrances.

. No bank reconciliations.

. No control of commodities purchases, especially gasoline,
. No inventory controls.

. No qualified accountants.

. Journals not posted up to date.

The result of the improvements has been to change document action centers
into accounting centers.

It should be noted that the Controller's interpretation of requirements
for certification 1s somewhat stricter than other Missions' as demonstrated
by the demand for gasoline use and inventory control. In support of this, a
system of end-use checks has been initiated. The transactions are traced
through the accounting system to the final use of the input for fuel, sala-
ries, property and petty cash. An American dependent has been hired to per-
form sample end-use checks. .

In order to lessen the burden on host country project accounting systems
and also to minimize the chance of adverse audit findings, it appears a
general policy of the Controller's Office to make payment for local currency
expenditures directly whenever practical rather than to channel the funds
througa the host country implementing organization. 1In practice, this means
that the Misslon pays directly most large local currency payments, local cur~
rency payments related to dollar expenditures and easily separated lccal cur-
rency payments. Regardless of this policy, accounting systems s8till have to
be in place In almost all cases and they are not neccssarily less complex.
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The Mission appears to have been fairly successful Iin recruiting new
acccuntants for projects. The success seems to be due to the input of the
Controller's Office personnel who have interviewed candidates and made
recommendations to host country project directors.

All projects with the exception of 683-0240 (Niamey Department Develop-
ment) cperate on advances of funds from USAID. Because of the rapidity with
which systems have been developing in response to certification requirements
in this Mission, there appears to be two slightly differing policies on
advances in this Mission. The first initially advances for a period of 30
days and grants subsequent advances upon presentation of monthly reports and
documentatlion liquidating the previous advances. The subsequent advance 1s
in the form of a prepositional check requested in advance by USAID. Although
there 1s often a lapse of up to a week between the end of the period and
approval of documentation by USAID with delivery of check, no project delay
appears to be experienced, since local treasury accounts can be overdrawn.

The second advance method involves an initial advance of 60 days also
with monthly liquidation vouchers. The first 30 days of the advance 1s then
liquidated and an advance check requested from Paris to cover this subse-
quent 60-day period less cash on hand. With this system, a project should
not frequently run out of funds provided that documents are reviewed rapidly.
The result of these strict advance policies is that the Mission is quickly
aware of any accounting problems that occur in the implementing agencies.

Documentation Requirements

The following decumentation 18 required to be submitted with the monthly
voucher:

. 1034.

y Statement of disbursements,

. Bank reconciliation with copy of bank statement.

. Balance of petty cash and unliquidated sub-advances at end of month.
: Advance request for next period.

The submission of original receipts (sometimes accept coples) 1s required
from all projects.

It 1s the Ministry of Plan which has the responsibility for approving and
controlling all development and capital projects in Niger. This includes
projects financed by donors and domestic funds. The Miniatry of Plan:

. approves the initial project and signs agreement;

- approves contracts under agreement;
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: establishes bank accounts at the treasury;

* certifies disbursements under projects;

. maintains cumulative disbursement; and

* approves liquidation and reimbursement vouchers.

The functions listed above, however, are not consistently performed.
First, not all projects have payments certified through the Minister of
Plan's certifying officer, or "Donnateur Delegue”. In some projects, the
project director is authorized to sign checks at the National Develupment
Bank. When this occurs, cumulative disbursement records are not kept in the
Ministry of Plan. Evan when payments are certified at the Ministry of Plan,
not all reimbursement or liquidation vouchers are approved by Plan, as in the
case of the Rural Heaith project with one account through the Treasury and
two through the National Development Bank. Therefore, in order to maintain
adequate financial control of projects and produce the reports required by
AID, the accounting records are maintained in the project offices of the host
country implementing agency in a manner similar to that recommended in the
User's Manual. Where Plan does exercise control, all actions are initiated
In the HC project office and documents are sent to the Plan certifying offi-
cer who processes an order for payment. In these cases, he performs a finan-
clal review in order to determine that proper approvals and documents such
as invoices and receivin~ reports are attached. In the case of a contract
payment, he will check the budget of the contract to determine if a request
for payment is allowable. He does not, however, systematically review
requests for payments against agreements and implementation documents before
approving disbursements.

However Imperfect this system might be, 1t does seem to offer an increase
in financial contrcl because of the separation of duties. The review per-
formed by the Plan certifying officer 1s independent and designed to prevent
situations where disallowances are required.

It appears that the Missions may move toward channeling the financial
transaction of more projects through the Ministry of Plan in the futiure. The
Minister of Plan has acknowledged their responsibility to reimburse AID for
disallowances thus making those situations less disrupting.

Unlike Upper Volta, this Mission does not have Project Officers with
petty cash funds, cosigning checks or approving payment documents prior to
disbursement by GON officials. The only exception to this is in the Niger
Cereals project, due to terminate soon, where the Project Officer approves
payment documents prior to disbursement by the Ministry of Plan certifying
officer. The reasons for this policy are that cosigning checks on GON admin-
istrative approvals {s not his responsibility and he has no authority from
the GON to do so. 1In addition, it is embarrassing for AID in the event of a
later disallowance of a previously approved paymenc by the Project Officer.
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Encumbrance journals have not been required because it is felt that
accounting systems have not yet reached the point where these can be imple-

mented and used effectively. The iutent 18 to use encumbrance journals in
the future.

In order to more fully involve the host country project directors in the
management of the total project, the Controller's Officer has begun sending
monthly reports on earmarking commitmerts and expenditures for the project
so that information on both the dollar and local currency activities would
be available.

Although projects have been initially certified, Controller Office per-
sonnel helieve that there is still a great deal of work to be done in the
maintenance of the accounting system.
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Cape Verde

USAID/Prala has elght active projects of which four have local currency
components. All projects have been certified at this time. All public funds
in Cape Verde are administered by the Ministry of Finance, where all govern-
ment accounting records are maintained. At the project level, log books are
maintained identifying receipts from Finance, and actual disbursements. At
the ernd of each month, receipts and payroll records are submitted to Finance,
where they are verified, posted to the appropriate accounts and filed.

AID project accounts which list annual budget figures can be easily
located and verified, as well as receipts from AID and disbursements
accounted for, in a simple debit-credit ledger form. An efficient reference
system allows one to trace any entry directly to the original receipts or
payroll sheets, which are kept on file and catalogued by ministry, project,
and month. Using records obtained from the AID Reglonal Controller's Office,
entries in the Finance records have been spot-checked and found to be
accurate.

As all AID-financed accounts are maintained by Finance, it {8 relatively
easy to establish that the actual accounting per se 1s adequate, efficient,
and definitely certifiable under the AID/W guidelines. Specifically, Cape
Verde complies with requirements in that:

- It provides a method of insuring that approved budgets are not over-
subscribed, as each sub~account inciudes a budget figure. (In some
cases this is a bit unclear, due to the lack of a standardized sys-
tem of implementation letters on the part of AID. However, this can
be easily corrected and brought up to date; and the actual means of
monitoring does exist with the Ministry of Finance.)

- The sub-accounts provide easily accessible information identifying
receipt of AID funds and expenditures, which are reconciled against
the bank's ministry-wide accounts on a monthly basis. All checks
are received by Finance; all disbursements are made by Finance; and
appropriate accounting entries are made before deposits to the
receiving ministry.

- Appropriate internal controls exist to guarantee that funds are not
misused. On the project level, dishursements are made and accounted
for to Finance. At least three separate people are involved in the
actual verification and recording of these receipts. Also, periodic-
ally Finance sends people out to the field to verify payroll records,
as does AID/Praia.

The only identifiable weakness is in the reporting. In the past, report-
ing has becn done on the project level by the Cape Verdian responsible for
the actual disbursement of funds. 'These individuals have been double report-
Ing, actually, as Finance requires basically the same information as AID,
together with the original documentation. The prcjects have given priority
to reporting to Finance in many cases, letting AID reporting lapse.
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This has created a situation where Finance has been advancing funds and
accounting for them from the appropriate ministries' general funds, awaiting
eventual relmbursement from AID -~ while not really understanding why it has
not been forthcoming. There are cases where AID has made initial advances,
which are still outstanding, when in reality disbursements for the project
have far exceeded the advance. Rather than halt work, Finance has been
advancing Cape Verdian funds. This has caused a situation where there really
exists no incentlive on the project level to submit AID reports. This was
found to be the case with the Watershed Management project, which involves
the largest dollar amount of local AID financing.

In order to rectify this situation, the possibility of turning the
reporting requirements over to the Ministry of Finance has been discussed.
Since they control disbursements and maintain the actual accounting records
and documentation, this appears to be a logical solution. The idea has been
well-received by both Finance ana the project personnel involved.
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The Gambia

USAID/Banjul has eleven active projects, of ithich eight have local cur-
rency components. Three projects are not yet certified.

AID local currency funds in The Gambia are handled completely by the
government through the Ministries of Agriculture, Local Government and Water
Resources. AID funds are turned over to the government upon request. When
funds are spent, original vouchers 80 to the Accountant General's office and
voucher coples are kept by individual ministries. Discussions with the
Accountant General and the Auditor General indicate that this system is
basically accurate, but that timeliness ig a serlious problem.

The lag in posting accounting transactions in the Accountant Guneral'sg
office (rhis step in effect puts the government's stamp of approval on the
records) averages over eight months. Such delay makes a normal AID advapze
or replenlshment funding system more difficult and prevents a reporting pio-~
cess which could provide useful information to project monitoring personncl
in a timely manner. It is this delay in posting which has held up the certi-
fication of the last three projects. The Mission and the government believe
that the staff vacancies and inadequate training of the available staff in
the Accountant General and project offices are the chief causecs of delay.

The govarnment's accounting system for the AID-financed Reforestation
project in iie Ministry of Forestry was reviewed. The accounting document
flow and financial reports were reviewed, and actual accounting procedures
were compared to those expected by AID to meet minimum fund accountability
standards. The major shortcomings were a failure to reconcile expenditure
authorizations with actual disbursement, checks written by the Accountant
General instead of a separate cashier, and under-emphasis on inventory con-
trol. However, the other internal controls and reporting procedures are
acceptable to AID.

The Gambian Auditor General's office was recently requested by USAID/
Banjul to conduct audits of all AID projects as a major step in the certifi-
cation process. The Auditor General's office 1ig unlikely to be useful in
project surveillance, however, due to a heavy workload including a five-year
backlog in audit requests, and understaffing. The Auditor General has
stressed the need for in-country training in order to avold further decreas-
ing hls available staff, to assure that training complements the British-
style system, and to tralan the largest number possible of qualified staff
members,
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Senegal

USAID/Senegal has 29 active projects of which 16 have local currency com-
ponents. All but one has been certified. The projer. yet to be certified is
Number 625-0928.1 Food Crop Protection. The Controlicr's Office expects to
do the accounting themselves in order to certify this project.

The Mission has been glving assistance In accounting system design and
implementation to host country implementing agencles over the past two years.
Although some limited assistance had been given by the Controller's Office
before the Sahelian audit reports, recent Audit Reports have had the effect
of reordering the prioritles of this office. The Controller's Office has
since worked to train local accountants to implement and maintain accounting
systems for local currency disbursed by host country implementing offices.

As a result of this effort, the Mission now feels that the local situation
is under control and in need of far fewer recourses than some other Sahelian
Missions.

The system used for projects is similar to that of the User's Manual
except that the encumbrance journal is not always required.

In 1980 and 1981, the Controller's Office hired two former Peace Corps
volunteers as accountling assistants to work in the accounting system certifi-
cation effort. Neilther had any prior accounting education or experience, so
they were trained principally by the former Controller. During this period
they have adapted and implemented basic accounting systems, instructed
accountants in their use, and verified liquidation vouchers by sample test-
ing. They spend approximately half of their time on certification; the
remainder is spent in office operations. USAID/Senegal opened over 50 proj-
ect bank accounts between FY 1975 and FY 1981 of which approximately 33 are
currently actlve. During this period, an average of three visits per year
were made to examine host government records. During the last year, there
have been 50 visits to Senegalese local currency accounting centers, and all
of the actlve accounts were reviewed. The present policy 1s to visit each
project every three or six months depending upon the complexity of the
project and the quality oi Ilts accounting system. The financial extension
service performed by the two assistants 18 viewed as an integral part of a
long-run solution of certification maintenance and technical assistance.

The responsibility of the two accounting assistants 1s to tring an account-
ing system to minimum certification standards and assist the host country
accountants In its maintenance. No systematic attempt 1s made to advance
the systems beyond these minimum requirements.

In general, Project Officers have not participated in the design or
implementation of accounting systems. Project Officers seem to view this as
a Controller's Office responsibility.

Certificatlon actlons have not been documented by the Controller's
Office. A folder for each project has been set up and will be maintained
with a report of each site visit. It 1s hoped that these reports would later
form the basls for recertification.
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ANNEX F-2

SAHEL PORTFOLIO ANALYSIS



Background

The Sahel Development Program of AID 13 structured and coordinated as
part of a multi~donor effort begun in the early 1970s as a result of the
drought. It is intended to create food self-sufficiency in the region by
the end of this century under conditions of ecological balance and long-ter
growth and development. AID provides grant assistance from its special Sahe
appropriation (FAA Sec. 121) and has concentrated its resources over the
years on increasing food production and access to basic health facilities,
institutional development and improving the energy economy.

In 1981, AID devoted $25 million or 26.2 percent of its entire Sahel
program to direct food production activities. Institutional development, ir
cluding agricultural research and river basin development consumed $34 mil-
lion or 35.6 percent. In the forestry, ecology and energy sectors, AID
focused on increasing fuelwood production and the efficlency of its use. Ir
education and training, AID funded both higher level technical training in
the U.S. and elsewhere and lower level tralning related directly to village
and institutional needs. In health and population, AID has been a strong
supporter of rural-based primary health care systems with an emphasis on pre
ventive medicine, including immunization and national and regional family
planning programs.

AID's Sahel program places special emphasis in current planning and
lmplementation on policy reform and use of the private sector as a tool for
development. Sahelian governments are being encouraged and assisted to re-
examine cereals pricing policies, to address the problem of recurrent costs
for completed development projects, and to exert greater fiscal discipline.

The Portfolio

There are 112 projects in the current AID Sahel portfolio (121[d] appro-
priation), with total life of project authorizations valued at about $477.8
million. The rank order of Sahelian countries receiving project assistance
from AID currently is as follows: Senegal (25 percent), Mali (23.3 percent)
Upper Volta (17.2 percent), Niger (15.3 percent), Mauritania (8.3 percent),
The Gambia (6 percent) and Cape Verde (4.9 percent). As indicated in Table
1, population is not the sole determinant of program levels. A certain
threshhold level appears to be necessary for a program; therefore the smalle
countries receive more per capita. Need, opportunity and absorptive capacit
also play roles.

The distribution of AID project authorizations among sectors, however,
reflects the emphases over several years noted above: 64 percent of autho-
rized funding is devoted to agriculture and rural development (including
roads), 17 percent to human resources, institutional and mixed development;
8 percent to energy and renewable resources; and 7 percent to health and
health-related projects.

The distribution of prcject finance by sector across countries reveals
considerable differentiation. For agriculture and rural development, as an
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example, Senegal receives considerably more (34 percent of total sectoral
authorizations) than its overall percentage share of authorized funds (25
percent); and Niger receives significantly less (9.9 versus 15.3 percent).
Energy and renewable resource interventions are proportionally more signifi-
cant in Mauritania and Cape Verde (27.6 and 17.5 percent of totals for that
sector) and less significant in Mali and Senegal (11.9 and 8.9 percent of

totals, respectively).

But with the exception of Cape Verde, agricultural and rural development
is sti1ll the paramount sector of AID assistance in the Sahel. It ranges from
a high of 88 percent of total current authorizations in Senegal to 41 percent
in Niger; and clusters around the 64 percent figure in the other countries,
which 1s the proportion of total authorizations in the Sahel devoted to this.
Health and related Iinterventions receive the lowest proportion of funding in
all Sahelian countries except Cape Verde (where the focus 18 on potable
water).

Audit reports and the weight of FAA Sec. 121(d) recognize that it 1is the
lecal currency project inputs (as opposed to foreign exchange inputs which
are generally handled directly by AID) that primarily demand improved finan-
cial management. Specifically, past problems of accountability have arisen
in the handling by Sahelian governments of AID-provided local currency, which
must be distinguished frum local currency which is digbursed directly by AID
or through contractors and PVOs whose accounting procedures have generally
been found adequate.

The Audit Reports and law can be read to imply that the accountability
problem is uniform across the seven Sahel countries and their AID project
portfolios. This is not the case, aowever. In aggregate terms, one—quarter
of the 112 projects have no local currency elements. And for those that do,
the local currency components represent only 35 percent of thefr total value.
It 1s difficult to calculate the proportion in given projects or portfolios
of local currency handled directly by the governments ——- estimates range
from zero in Mauritania at the present time to about 50 percent in Senegal
and higher in The Gambia.

Local currency in country portfolios varies significantly both propor-
tionally and absolutely across the Sahel. Ranked by the value of projects
contalning local currency the countries are: Mali ($92 million), Upper Volta
($82 million), Senegal ($71 million), Niger ($64 million), Mauritania ($40
million), The Gambia ($27 million), and Cape Verde ($11 million). However,
the ranking changes when considering the actual total amount of local cur-
rency in these projects: Mali ($38 million), Senegal ($30 million), Upper
Volta ($23 million), Niger ($21 million), The Gambia ($8.8 million), Mauri-
tania ($7 million), and Cape Verde ($5.4 million). Region-wide, agriculture
and rural developmeat projects have approximately 35 percent of their AID
financing in lcral currency. The proportions for the other three sectors are
27, 26 and 26 percent respectively for energy, human resources and health.
There is no readily discernable pattern in local currency distributions among
sectors across countries.
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Conclusions Concerning The Sahel Regional Financial Management Project

The problem of host government management of local currency provided
through AID development projects in the Sahel is not, on a proportional
basis, as large or as comprehensive as the Sahel Development Program of AID.
But it touches all countries (Mauritania prospectively) and is large anough
in terms of AID resources and implications for the whole portfolio to war-
rant significant continuing attention.

In many cases where the actual amount of local currency managed by a
host government agency 1s small in relation to total project cost, it is
nevertheless crucial to project implementation. In countries where signifi-
cant local currency has been allotted to host governments for disbursement,
moreover, it is impractical and contrary to country development strategies
to attempt to reverse the trend back toward greater AID responsibility for
disbursement and accounting. Nor 1sg 1t likely that host country fiscal
situations or the sector mix of projects will change siguificantly in the
near term to allow reductions in local currency content.

Trends in the development of new AID projects in the Sahei suggest
increased reliance on host country institutions for project implementation,
Including financial management. This 1s the case in Mauritania and The
Gambta especially. It suggests that there, and in the countries already hav-
ing heavy local currency inclinations that will not be reversed, investment
in improvement of accounting and financial management will be necessary over
the long run. Long-term investment should be made by the host governments.
However the direction and intensity of a long-term effort would be practic-
ally Informed by preliminary, more pointed interventions through which the
real neceds and opportunities can be identified through experimentation, and
overall need assessed against competing priorities for scarce development
funds.

Immediate, shorter-term Investment by AID in improved financial manage-
ment In the Sahel can be Jjustified on the basis of the magnitude of the cur-
rent and prospectlive project portfolios of AID in the seven countries. A
total project cost of $4.7 million represents 0,98 percent of the value of
the current portfolio. At current levels of obligation, the cost of the
Project over its life would represent approximately two percent of new Sahel-
wide obligations for that same perfod. The Project's cost 1s equivalent to
3.6 percent of the local currency in the current Sahel portfolio. Thus the
Project, which is designed to improve project management across the board
and Institutionalize it in the future, has a proportionally small cost with
a vide potential impact. It Is a serious response to a large problem which
nevertheless is manageable, quick obligating and disbursing, and not a heavy
program mortgage.

Three principles control the distribution of Project funds among coun-
tries (sce Tabhle 2): (a) Interventions should be financed in gome proportion
to the degree of problem; (b) interventions should be financed in some pro-
portion to the opportunity to have an impact; and (c) certralized management
and resources that can be drawn on flexibly as targets of opportunity arise

F-2-3



or do not arise should be adequately funded. On the last point, 78 percent
($2.530 million of $3.260 million) of the Project's direct costs are country-
specific. But in that amount are $790,000 for short-term consultancies,
workshops and the like which will be;'drawn down according to actual need in
each country during the life of the Project and not necessarily as initially
planned.

The planned distribution of funds relates points (a) and (b) as follows.
First, Mali, Upper Volta and Niger account for 56 percent of the value of the
total portfolio and 63 percent of the value of local currency in the Sahel
portfolio. These countries are planned to receive approximately 60.5 percent
of the Project's country-specific funds, in roughly equivalent proportions
(19 to 21.7 percent). For the most part, each receives equivalent types of
inputs. The difference is that Upper Volta requires less short-term techni-
cal assistance, as now foreseen; and in Niger the opportunity presents itself
to program funds for the use of Nigerien private sector consulting expertise.

Second, Senegal has marginally the largest current portfolio (25 percent
of the total versus Mali's 23.3), though ranks second to Mali in total local
currency (23.4 percent versus 29.6). Senegal 1is programmed to receive only
15.8 percent of Project funds on the basis that there 1s a lesser degree of
Immediate accounting problem and a greater degree of opportunity to support
more advanced institutionalization which in turn is less expensive.

Third, The Gambia receives nine percent of total Sahel authorizations and
only seven percent of local currency funds In the current portfolio. Its
15.8 percent of country-specific Project funds 18 therefore justified on the
basis of opportunity: the opportunity to finance comprehensive financial
management training in the government of The Gambia through a multi-donor
supported new institution, and thereby to invest in new techniques in a con-
trolled environment which may have significant applicability or replicability
elsewhere in the Sahel. 1In Cape Verde, by contrast, an institutional gsetting
for such training has not been identified, so preparatory work and on-going
financial management short-term assistance are programmed at a lower cost
during the life of the Project.
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Table 1

Total FY 1983
Population Portfolio Program Proposal
Upper Volta 25.42% 17.2% 12.1%
Mali 24.6 23.3 11.9
Senegal 21.0 25.0 33.1
Niger 19.6 15.3 25.5
Mauritania 6.1 8.3 ' 8.4
The Gambia 2.2 6.0 6.3
Cape Verde 1.1 4.9 2.7
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Mauritania
Mali

Upper Volta
Niger

Cape Verde
Gambia
Senegal

Columns may

Table 3

Sahel Country Proportions of LOP
Authorizations, Accounting Stations and
Country-Specific SRFM Project Expenditures

(z)
Total Payments

Portfolio with LC LC Ag. & Rural Enerpy Human Res. Hlealth of Accounting SRFM
No. Amount No. Amount Amount Development & Res. & Mixed Population Stations Expenditures
7 8.3 9.6 10.2 5.4 7 28 8 1 0 3.6
20.9 23.3 19.3 23.8 29.6 24 12 1l 12 15 19.8
19.1 17.2 25.3 21.3 17.7 17 16 30 0 31.5 19
15.5 15.3 13.3 16.5 16 10 9 32 45 24 21.7
7.3 4.9 4.8 2.9 4.1 2 18 4 27 2 3.6
10.7 6 12 6.9 6.6 6 9 8 0 5.5 15.8
20.9 25 16.9 18.4 23.4 34 9 6 15 21.9 15.8

not total due to rounding.
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Conditions in the Sahel

With the very limited infrastructure left after independence in the
1960s, the Sahel region of West Africa was ill-prepared to cope with the
agricultural, cconomic and human devastation caused by the drought from 1968
through 1973. The massive donor assistance efforts (multilateral, bilateral
and private) during the disaster relief period were quickly followed by
large-scale donor programs for a long-term recovery program. But the magni-
tude of funds which host governments were required to manage grew dramatic-
ally, and the human resources or the organizational capacities of the
Sahelian governments did not keep pace.

This large amount of donor assistance continues today and the institu-
tional growth necessary to handle the increasing financial management needs
persists. Some donors prefer to handle all funds directly and to avoid host
country accountability issues. AID is committed to a human resource develop-
ment strategy which encourages the performance of these functions by the
host governments themselves.

Problems in accountability and financial management have been identified
in numerous AID reports. Intermediate solutions have been found to satiafy
the certification requirements for projects with local currency components.,
This Project will assist in maintaining those certified. Once basic account-
ability issues are resolved, it will address the larger issue of improving
each government's ability to handle financial resources, both donor and host
country.

As the region struggles to develop itself, economic problems caused by
poor management practice will persist if atttempts are not made to help the
Sahelians improve financial management and use financial data to make program
decisions. Donor assistance is expected to continue for some time to come.
Sahelian institutions are training many of the personnel required; although
all their human resource needs cannot be met from within the region alone.
The Project proposes a combination of on-the~job practical technical assis-
tance and short~term training workshops to meet financial management needs
today and to contribute to enlarging the group of host government project
personnel with experience in sound financial management, that is:
institutionalization.

In addition to increasing the human capital of the region through this
training, the Project will benefit the new and existing projects by ensuring
that all "capital" allocated to development is spent carefully, accounted
for responsibly, and contributes more effectively to the development goals
of each country.

The $5.0 million allocated to this Project will directly benefit the
management of the entire $477.8 million current USAID Sahel portfolic.
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Financial Management Qpnsigqrqpfpns

It is expccted that present AID-financed projects in the region will
bernefit positively from the Project because the improvement of financial
management will necessarily result in.better utilization of project re-
sources. The total resources available to each project would therefore
{ncrease through improved internal financial management.

Future AID programs would benefit because the host government personnel
involved in each project would have improved the financial management capa~
bility and would be available for use by their own governments or tc manage
new programs. Other donors and reglonal organizations (e.g. CILSS) should
benefit also as host government personnel become trained in improved finan-
cial management and can apply their skills to the projects funded by other
denors.

The cost/benefit ratio of each project in the AID portfolio should
{ncrease as financial management improves. The Project will eventually have
a beneficial economic impact on all the projects requiring financial manage-
ment improvement.

Cost Considerations

The technical assistance approach provided in the Project combined with
short— and long-term training efforts where appropriate provides the most
realistic as well as cost effective means of achieving the Project's purpose.

Other options could include:

: Technical assistance to specific projects alone (i.e., one person
assigned long-term to most projects).

. Long-term training overseas.
: Short-term training overseas.

. Increasing Mission staff levels (particularly in Controller's
Offices).

. Institution=building for public administration schools.

Objections to these options are as follows:

y Providing technical assistance to 80 specific projects on an indi-
vidual basis would prove both costly and inefficient since some
projects would not require full-time help.

y Long~term financial management training overseas for the 80 or more

projects would also involve considerable costs. And that type of
training would not be appropriate to the on-:he-job situations faced
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by project managers and accountants. It would only yield results
after several years.

. Short-term training 1s also unlikely to meet specific project needs
and would involve considerable costs and implementation difficulties.

. Th: increase of Mission staffing in the Controller's office (two or
three persons per Mission) would perhaps solve the certification
problem. Some training would also be done but probably only at the
basic accounting level. Although this is a reasonable alternative
and would be less costly, its use would severely 1limit the potential
henefits of the Project. It also appears impractical under current

AID staffing constraints.

. A traditional institution-building program for the improvement of
public administration institutions would not be able to target
financial management sufficiently to bring about the kind of
improvement needed in the short term to better manage resources.
This approach would be costly and contribute to recurrent cost
problems when technical assistance is terminated.

The Project provides both an economically sound and a cost effective
solution to the intermediate problems of improving Sahelian financial manage-
ment. Short-term certification requirements will be assured while long-term
institutional capability in financial management will also be enhanced
through practical training interventions. On-the-job training and short-
course instruction both utilize the commitment of the financial managers to
improving their ability to perform management functions in the actual
decision-making environment.

The use of local Sahelian consultants in several countries will help
reduce overall Project costs while encouraging the use of local private and
Institutional resources. Tne use of Sahelian personnel to meet technical
assistance nceds amounts to a life-of-Project savings of $600,000 when com-
pared to expatriate personnel costs.

In-country workshops and training for the seven country region costs
approximately $400,000 for 400 participants from the target projects. This
cost per participant of $1,000 is considerably lower than long-~term training
costs or short-term training overseas. The use of a PASA as the prime con-
tracting mechanism (a) carries a lower than commercial overhead; and (b)
reduces start-up costs and likely life-of-Project inflationary effects by
providing for faster start~up and reducing learning costs in the implementing
agency. A maximum cost-effective strategy has been used in Project design to
assure that financial management 1s being improved in the shortest time for

the least cost.
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ANNEX G-1

ANALYSIS OF SAHELIAN INSTITUTIONAL
AND PERSONNEL CAPABILITIES IN
FINANCIAL MANAGEMENT
INVESTIGATIONS IN SENEGAL, MALI,
UPPER VOLTA, NIGER

Introduction

Preliminary investigations initiated by the Project design team sought to
answer basic questions o1 the existing institutions which provide accounting
training in the region, availability of Sahellan financial management techni-

cal assistance and possible locations for both Project training components
and technical assistance groups.

In each country, extensive interviews -..r: conducted with local institu-
tions, host government personnel and privaic suctor accountants. FPindings
are organized into problem identification and resource availability sections
by country. Conclusioas and recommendations are made where appropriate.

Senegal

Problem Identification. Senegal has management problems that government
has officirlly acknowledged. The new leadership is currently trying to
implement a reform plan aimed at bringing about more productivity and effi-
clency including;

clarification and articulation of national development objectives;

- administrative reorganization involving decentralization;

= evaluation of the relevance and the performance of para-statal
enterprises, leading to eliminations, mergers, or internal
reorganizations;

— evaluation of modern management systems, rules and procedures and
design and installation of better ones;

- enforcement of accountability;

- evaluation of the education system, and adaptation to the present
projected needs of the job market; and

= 1intensification of in-service, non-formal training, with au emphasis
on developing managerial skills at all levels.

A healthy exchange about the country's problems and possible solutions is
currently underway in Senegal, with USAID-Dakar pioneering such a dialogue.
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It has established with the Minister of Planning joint planning of all its
interventions in Senegal.

Management systems are of variable quality in Senegal, but they at least
exist. Effort has gone into the design and installation of standardized
management systems. In the private sector, the standardization attempts have
been essentially made through the requirement, fairly well enforcad, that on
the one hand corporations be taxed on the basis of actual performance as evi-
denced by their statements of income, and on the other hand all accounting
books and documents be established according to a French-like Plan Comptable
General. In the public and semi-public sectors, a significant role has been
played by the Bureau d'Organisation et des Methodes (BOM) and the Controle
Financiler, both sub-divisions of the Office of the President. Thus, govern-
ment of Senegal money 1s properly accounted for and a requirement of pre-
audit has been Iintroduced for large expenditures, complementary to the post-
audit already in effect.

Resource Availability -- Formal Training Institutions. Senegal has cer-
tainly one of the most highly developed education systems in western Africa.
It manages to provide its youth with training in various branches of know-
ledge and responds to the various economic sectors' demand for skilled
personnel.

The Senegalese formal education system has been working smoothly, and
schools such as the University of Dakar and ENA have played an important role
in providing academic training, deserving respect and consideration. How-
ever, these two institutions have come to lose influence recently. Although
thelr special role in training people for higher management positions has not
been abrogated, it is felt that these inscitutions have not evolved to cope
with the changes in their environment.

The actual leading role has progressively shifted to professional
schools. Of those, the more relevant to this Project's concerns are: the
Institut Universitaire de Technologie (IUT), the Ecole Nationale d'Economie
Appliquee (ENEA), and the Ecole Superieure de Gestion des Enterprises (ESGE).
These institutions receive assistance (financlal, technical, etc.,) from
bilateral and multilateral agencies; but the Government of Senegal covers
their operating expenses.

IUT is a two~year type of college which responds to the country's need
for mid-level technical expertlse. However, IUT-Dakar has a more encoupass—-
ing program, covering hoth industrial and busineess subjects. Its curriculum
is organized around four specialized concentrations: finance and accounting,
administratlion and personnel, commercial techniques, hotel and tourist de-
velopment. The enrollment In the business department generally averages at
27-28 percent of the student population. Created iv 1971, IUT succeeded in
finding jobs for all its graduates until 1975. Since then, some difficulties
have arisen, but still at least 80 percent of those graduating from that
school get hired, which reflects the high erteem the institution enjoys in
the business community based on the quality of the training offered. TIUT has
proved to have a great deal of flexibility fn meeting trainiag needs. It
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also has established that it could be equally effective in organizing on-the-
job training programs and night courses. Its ability to maintain quality
programs once World Bank financing is terminated is not known.

ENEA could be the counterpart of IUT 1n servicing the rural sector. For
twenty years, it has supplied trained manpower to government agencles working
in the countryside and is highly regarded in the country. ENEA now offers a
classroom and field training combined two and three year program with spe-
cialization in the following domalns: community development, cooperative
administration, regional planning, vocational training and rural works.

A project paper has just been approved by USAID/Dakar, requesting that a
grant in the amount of $2.5 million be approved to finance the installation,
at the school, of an institutlonal capacity in project management training.
This project is a response to the deficiencies ldentified in the present pro-
gram, "particularly the lack of a common methodology for purposeful field
data collection, project formulation, and project monitoring, as well as the
need for an even stronger emphasis on "hands-on" practical experience in both
the general and specialized components of the program.” (ENEA Pural Manage-
ment Draft Project Paper (685-02667), pp. 3-4.) Both the Government of
Senegal and USAID-Dakar expect this management training project to impact
significantly on the management of the country's limited resources (espe-
cially in the rural areas).

ESGE is a recent addition to the Senegalese higher education system (Sep-
tember 1981). Tailored on the North American Business School - MBA model, 1t
receives technical assistance from Canada. ESGE has very close ties with the
Cer."re d'Etudes en Administration Internationale (Center on International
Administration Studies) of the University of Montreal affiliated Ecole de
Hautes Etudes Commerciales (Graduate School of Business).

ESGE has just completed its first academic term, and the students spend a
two-month internship in various management environments before coming back
for class training in June. It 18 too early to assess the relevance of the
curriculum, the teaching ability of the professors and the quality of the
graduates. So far very close ties have been purposefully maintained with
the business community (The President of the Board of ESGE is a businessman
and most board members are from either the private gector or the high levels
of public enterprises.) in order to guarantce the best possible fit between
the training at the school and the needs of the potential employers. Simi-
larly, considerable caution has been shown In selecting professors and peda~
gogically preparing for the beginning of each term. All actual teaching
however is handled through national adjunct professors from the business
community.

Non-formal Training Instltutions. The human resource division of the
Department of Planning and the Secretariat d'Etat a la Recherche Scientifique
et Technique (3ERST) also play a remarkable role of initiating, supervising
and coordinating training. However, the Institution exclusively establighed
to carry out this task is the Direction de la Formation Permanente (DFP) of
the Department of Higher Education. DFP'g director M. Kane, former director

G-1-3



of ENEA, provides to the institution as well as to the community of manage-—

ment trainers, a leadership that cannot be overlooked. DFP represents more

than five years of successes and fallures in providing and coordinating in-

service management training with continuing support from ILO through a long-
term technical assistance project which will further reinforce its institu—

tional capacity.

IUT, ENEA and ESGE all have short-term or on-demand training programs.
Given thelr age, the first two Institutions have gained some useful exper=
ience. However, ESGE presents more potential in this domain. Suffice it to
mention its deeply rooted business world approach, its fairly advanced under-—
standing of what management is and what it entails, and the positive effects
of having exposed its tralners to more dynamic management reality and peda-
gogical techniques. ESGE has just launched a recruitment campaign for such
training programs and the response seems to be very positive. Announced
themes include:

- Micro-computer and information systems.

=  Procurement and stock management.

- Financial management and profit forecasting.

=~ Accounting and Senegalese accounting system.

- Leadership and management.

- Basics in management.

= Quantitive methods and production forecasting.

- Business environment analysis.

- Marketing and business techniques.

- Business law and contracting.

Individual Resources. Finding private consultants is not a problem in
Senegal. In addition to the directors of the three professional schools
already mentioned, namely MM. Kergeiss (IUT), Cheick Tidjane SY (ENEA) and

Tijane Sylla (ESGE); some key individuals who could help identify and assess
management consultants ave:

= Mr. Boye, Director of Cooperation and Training, OPT,
- Mr. Dauda Nyang, Director of Training, SENELEC,
= Mr. Wahab Talla, head of the BOM~staff, Office of the President, and

= Mr. Papa Ibra N'Dao, Deputy Director, Employment Office, Ministere
de la Fonction Publique.
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Comments and Recommendations. IUT, ENEA and ESGE are all good potential
partners for this Project. However, ENEA gseems to be at a turning point and
could bLe too much concerned with its own development to be able to deliver
fully. TUT and ESGE do not pre-empt each other, because they target dif-
ferent populations, i.e., middle, and upper-middle and high level managers.
ESGE ranks higher to IUT, and instead of utilizing ENEA 1t would be prefer-
able to use the AID-funded Rural Management Training Project for most of the
training actions which, in Senegal, would deal with project management train-—
ing, especially in the rural areas. It would be advisable to consult on a
regular basis with the DFP, and to the extent possible, use its legal autho-
rity and extended network of corporation training advisors to encourage a new
way of looking at and practicing management in Senegal.

Malil

Problem Identification. Mali faces gignificant management problems and
1s working to correct them. The World Bank has been called upon to do a
diagnosis of the state-owned corporation sector and suggest therapeutics.
In the meant e, internal actions have been taken to reorganize the tradi-
tional public sector (government agencies), and more opportunity i1s opened
to private enterprises (although the main economic sectors are gtill reserved
fror sole government action). The Government of the Republic of Mali (GRM) is
engaged in certain actions, Including multiple but not highly coordinated
"workshops” on the same subject. 1In fact, at the Department of Planning, the
Institut de Productivite et de Gestion Previsionnelle (IPGP), the Societe
Nationale d'ltudes pour le Developpement (SNED), and the Chamber of Commerce
better management {s the key word today. However, this agreement on the ur-
gency of the situation has not yielded a simllar agreement on the solutions.

In Mali, management problems center on lack of available skilled person-
nel. This calls for combined actions, including on-the~job speciallzed
training, consulting for management system evaluation and ad justment. The
USAID Mission is already in the early implementation stage with a Development
Leadership Project (688-0991) aimed at providing long~term academic training
for 60 Malian leaders in the flelds of public administration, business admin-
istration, economic planning, education planning and finance.

Available Resources —- Formal Training Tnstitutions. 1In Mall, formal
training in management and other related flelds is mainly conducted through
the Ecole Centrale pour 1'Industrie, le Commerce et 1'Industrie (ECICA), the
Ecole des Hautes Etudes Pratlques (EHEP), rnd the Ecole Natlonale d'Adminis-
tratlon (FNA).

ECICA offurs a high school type of ~tudy. Created in the early 1960s 1t
has tralned a substant{al number of people In sccounting and finance, and it

ranks rirst In the list of suppliers of "accountants”. The quality of the
training shtaned Is adversely affected by the poor curriculum materiels
used, over-crowded classrooms, and a highly bureaucratic management style.
ECTCA could not be of any significant help in fmplementing the Project --
even ir training lower level accountants -- a task that the Chamber of Com-

merce's Centre de Formation, a private corporation-owned training facility,
could hetter handle.
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EHEP {s the Malian counterpart of other West African countries' IUTs. It
has the responsibility of providing the country with middle level accountants
and financial managers. It has been doing that for more than four years now;
although it exists as an independently run school only since 1980, it used to
be a section with the Ecole Nationale des Ingenieurs (ENI). Until recently
all its graduates were immediately hired upon graduation. Degpite the school
Director's claim, this performance was not a reflection of employers' high
esteem for EHEP's training; it just reflected the shortage of accountants 1in
the job market.

EHEP has a sound curriculum as well as qualified professors (for that
level of study). It recruits only high school graduates and seems to be sys-—
tematic in teaching. It suffers from poor housing, irregular supply and
insufficient funding. Entirely run on government subsidies, it inevitably
gets hurt anytime the government has cash flow problems. And, or course,
most courses are taught by technical assistants.

Besides the ENI, which trains engineers in the different technical
fields, ENA is the only university level training institution in Mali. It
has the monopoly in providing high level training in law, public administra-
tion, economics and recently management. Thus, it is not surprising to note
that almost 80 percent of Malian upper level managers both in government and
in the state owned corporations are ENA's alumni. Training in law and eco-
nomics corresponds to such training in West African universities and public
administration training 18 of the kind found in most ENAs in Africa. There
1s a new program in managemant which has specialized management topics in the
last two years of the curriculum. With the exception of ESGE 1in Senegal the
curriculum appears the most comprehensive and advanced in the region. The
program, in its second year, appears promising.

Non-Formal Training Institutions. Most departments and corporations
have training divisions and organize in-house training to upgrade their
employees' skills. The institution that seems to have done the most in
providing such training is the Institut de Productivite et de Gestion
Previsionnelle (IPGP). Inittally IPGP specialized in providing the higher
level management training in Mall (a more academic type of training) and in
organizing short-term training sessions and workshops. It has diminished
the management training component and 1is moving toward a more action-type
training, directly done on the job and involving the design, installation
and evaluation of management systems. Five years ago, IPGP gupervised an
ILO-funded project aimed at training accountants. This project trained at
least 120 accountants of which 10 percent reached a fairly high level of
knowledge. Most of them are now serving in accounting and financial depart-
ments of state-owned corporations or working as members of the Controle
General d'Etat, a branch nf the Office of the President, charged with the
task of auditing all public agencies. Most of this has been done by using
TLO experts. IPGP recognizes that its staff assoclation with this project
has not helped it develop enough internal capability in accounting and
financial marugement and that it needs gome technical assistance in that
regard.
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Consulting and Auditing Firms. The first on the list is IPGP —-- both

because it has been officially established to perform consulting tasks and
thanks to i1ts long experience in auditing management systems and advising
high level decision-makers on the most appropriate ways of improving manage-
ment performance. These include:

Societe Nationale d'Etudes pour le Developpement (SNED), a partially

state-owned consulting firm which has quickly managed to gain a
fairly good reputation thanks to the quality of its staff and of its
products;

Centre d'Etudes et de Promotion Industrielle (CEPI), a public agency

established to help develop small and mid—sized industries but which,
despite a fairly good staffing, does not seem to have succeeded in
making a positive impact; and

the Societe d'Expertise Comptable Diarra, the only Malian owned
auditing and accounting firm, which has Just opened its Bamako
office. This firm is headquartered in France. Established for more
than five years, 1t has contracted both with African governments and
with International organizations such as the World Bank and FAO, to
conduct audit and management consulting in public as well as private
enterprises. Right now, the firm is completing a reorganization of
the Office des Produits Africoles du Mali (OPAM) under an FAO-funded
project. The owner of the firm {8 Mr. Diarra who lives in France.
He 1s an Expert Comptable Diplome (one of only two in the country,
the other one being Mr. Tiekoro Diakite, Minister in charge for the
control of state-owned enterprises). He 18 assisted by his wife, a
Diplomee d'Etudes Comptables Superieures, and by Mr. Traore, Expert

Comptable Stagiaire, who heads the Bamako office.

Individual Resources. Although one lives abroad and the other one has

high political responsibilities, MM. Sekou Diarra and Tiekoro Diakite are
the first two names to mentlion as resource persons. They are the most pro-
fesslonal and they have a fairly large amount of experience not only in
management positions, but also with the specifics of the Malian situation.
They could serve as advisors to younger but more readily available congul-
tants in accounting and financial systems.

Those who could be looked upon for such consulting services are:

Mr. Bidanis, Expert Comptable Staglaire, and Controleur d'Etat,
Office of the President;

Mr. Traore of the Cabinet Diarra;

Mme Aidara, presently with the Controle General d'Etat, Office of
the Presldent;

Mr. Rakibu Toure, Accountant and Financial Analyst in the Ministry
of state-owned corporations, and
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- Mr. Hama Fofana, Financial Director of Air Mali.

This 1list of highly trained and experienced accountants snd financial
managers can be lengthened with the names of the accountants formerly trained
through the ILO project which was managed by IPGP with the technical assis-~
tance of Mr. Albert Sour. Among them are:

- Mr. E1 Habib Ben Boubacar, currently with the Controle General
d'Etat, Office of the President;

= Mr. Kamissolo Didi Moke, chief accountant at SO.NA.TA.M.;
= Mr. Bacary Kane, accountant at S0.CO.RA.M.;

=~ Mme Diallo Solange, of the Finance Department Pharmacie Populaire du
Mali, and

=~ Mr. Sidi Toure, SEPOM - Koulikoro.

A second broad category of potential consultants is made of pecple who,
from training and/or work experience would deal with broader issues of
management, helping put financial considerations in perspective. It is a
two-fold category:

= First, two alumni frem the University of Pittsburgh, MM. Sacko and
Aguibu Tall, respectively holding a Ph.D. and Masters Degree in
Public Administration. Mr. Sacko is currently one of the advisors
to the Minister of Foreign Affairs; Mr. Tall is manager at CIEPA, an
international contractor specialized in agropastoral projects.

- Second, the staff of both IPGP, SNED and CEPI, of which MM. Mousse
Cisse, Nakoum Diakule and Sangare (IPGP), Mr. Baba Sacko (SNED) and
Mr. Coumare, former IPGP director (CEPI).

Comments and Recommendations. Throughout the process ENA, EHEP and IPGP
could be particularly looked at both as partners in conducting project acti-
vities, and as main recipients of technical assistance. The short-comings
of the existing system are so important that the task at hand appears to be
one of comprehensive system {mprovement.

Nothing could be achieved in Mali without government involvement, for the
soclety is highly bureaucratic and people have been so conditioned for a very
long time. Ways of upgrading the soclal status of professionals such as pro-
fessors, businessmen, accountants would be important with the active partici-
pation of the local officials. Cooperation depends on those who, at USAID
and in the government, are pursuing the same objective. The staff surround-
ing thr Minfster of State-Owned Corporations (especially Mr. Cheick Kane, the
Chief of Staff), the leadership of the business community (especially Mr. D.
Traore, President, Mr. Hama Ag Mahmoud, Secretary General and Mr. Sada
Diallo, private enterprencur), in addition to the Ministers of Planning and
Agriculture, are among the nationals seriously concerned with the improvement

G-1-8



process. Approaching them could help transform the present two monologues
into a fruitful inter-agency dialogue.

UEEer Volta

Problem Identification. Management improvement is very much on the pub-
lic agenda in Upper Volta. Suffice it to mention the process of reorganizing
all public enterprises and government agencies currently underway under the
direct supervision of the President with technical assistance from the World
Bank.

According to Mr. Kam, Director of the Direction de 1'Emploi et de 1la
Remuneration, the essence of management difficulties in this country 1is a
lack of conjunction between the schooling system and the job market, compli-
cated by a non- or mis-use of available resources. Upper Volta has, in quite
considerable numbers, both highly trained (essentially from Europe) and
ground level accountants and financial analysts. Unfortunately demand for
them is limited and made inelastic on the one hand by the omnipresent poor
understanding of modern management potentials for public and semi-public
sectors —- so0, limiting the circle of management trainees' potential
employers to the private sector, and on the other hand by the fact that the
latter, regardless of the capital origin (foreign or national) is still
mainly based on family ties: most critical management positions, especially
financial management ones, are filled preferably with either expatriates or
relatives.

Moreover, despite the existence of a school specially aimed at filling
this gap, Upper Volta does not have enough adequately trained people to staff
middle level management positions. Yet the few avallable ones increasingly
have problems finding a job well pald and relevant to their studies. They
often have to settle for less in terms of both responsibility and relevancy,
or to look for better opportunities in neighboring countries.

Major findings on management issues in Upper Volta are:

. The country's public administration is subjected to a set of finely
articulated and supposedly bounding rules and procedures as to how
to obtain, allocate, expand and account for both human, financial
and varlous other resources. Yet, until recently, the enforcement
of those rules and procedures was not all encompassing. The develop-
ment orlentation of those Prescriptions, their relevance to struc-—
tures other than government agencies (public corporations, private
sector notably), and the ability of people familiar with those ruies
and procedures to help adapt and/or apply the latter to other work
environments are very much questionable.

* The private sector is extremely heterogenous in its use of manage-
ment systems. Some companles have sophisticated and undoubtedly
effective systems; some others have none, the only standardization
attempt being the required but not effectively enforced common use
of an accounting system tailored on the 1957 French cne.
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The semi-public sector (decentralized agencies, public corporations,
mixed economy corporations) stands in between, using its mixed nature
to avold coping with the management and accountability requirements
of either the public or the private sector. It 1s, of course, the
leading sector in poor management, sharing this distinction with the
sector of foreign aid-funded projects (especially the subsector of
projects not directly managed by the donors).

Available Resources —— Formal Training Institutions. The institutions
providing training in accounting and management relevant to the project's
aims are the Institut Universitaire de Technologie (IUT), the Ecole Super-
ieure des Sciences Economiques (ESSEC), and the Ecole Nationale d'Adminis-
tration (ENA).

IUT's purpose is to train middle level accountants and managers, essen-—
tially for the private sector. Established in 1970, it has trained a signi-
ficant number and enjoys a respectable reputation both in Upper Volta as well
as in Niger (The school has traditionally received students from this country
and right now there are 20 Nigeriens in attendance.) for having succeeded in
providing these countries' private sector with well-trained graduates in
financial management, accounting and business. The study at IUT lasts only
two years; but it i1s so well organized, the curriculum is so real work-
oriented, and the interface between the in-class sessions and the on-the-job
internships is so well articulated that the graduates are well equipped to
perform once employed. Recently, the School has even created a small con-
sulting unit called "IUT Conseil” staffed with professors and graduating
.students, which provides the latter with the opportunity of working on con-
crete management problems and of getting used to identifying, analyzing,
testing and choosing strateglies, while helping the School as a whole to
strengthen 1ts relationship with the business community, improve its know-
ledge of the latter and accordingly adjust its curriculum.

Several important aspects should be mentioned: (a) IUT graduates are
increasingly facing placement problems due to contraction of the job market.
(b) There are no Voltaics teaching at IUT. (c) Space limitations may make
expansion of enrollment impossible. (d) The Government of Upper Volta has
overruled requests to expand the program beyond two years saying that higher
level training should be done at ESSEC and ENA. And (e) the expansion of the
curriculum to include pnublic management would require technical assistance.

ESSEC 1s the University of Ouagadougou's school of economics. Estab-
lished in 1975, it offers a four—year program of study with specializations
in development planning, economic policy and management of both private and
public enterprises. ESSEC, desplte its affiliation with the University and
consequent rather theoretical orientation, and its somewhat recent incep-
tion, offers the most articulated, well thought through and management ori-
ented curriculum. Tt also has the advantage of having a larger number of
permanenl professors; although most of them, at least as far as accounting
and financial management are concerned, are not nationals.
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Investigations revealed that if there is a gap between ESSEC's goals and
its curriculum, the gap 18 even wider between the intended and the actual
content of the latter. ESSEC, of which according to the Director, at least
80 percent of graduates are either non- or under-utilized, would very much
benefit from actions aimed at improving both the curriculum in general and
the teaching practices of some professors in particular. The direction and
the amplitude of the desired improvements are still to be precisely defined;
but some ideas generated by the Director of the School could constitute an
Interesting starting point for further explorations: less general training,
more grasp on specialized knowledge of various fields of management with par-
ticular emphasis on project and financial management, and stronger focus on
actual design and implementation problems confronting national policy-makers,
managers and development agents.

ENA suffers from the same weaknesses as its equivalents in Niger and
elsewhere 1n most of Francophone Africa: essentially law-centered curriculum
and insufficient number of permanent qualified professors, not to mention the
instability in the school leadership (The school has been under the director-
ship of three different persons in three years.) which does not allow any
significant long range planning. However, more than any other local institu-
tions, ENA/Ouagadougou has accumulated a lot of experience in running short-
term training sessions and specialized workshops for civil servants and
public enterprise employees.

Non-Formal Training Institutions. As mentioned, ENA has performed quite
extensively in developing and providing non-formal training in public manage-
ment (with the limitations already alluded to). Another structure which
certainly has the most successful record in this domain is the Pan-African
Institute for Development (PAID) of which the regional branch for Western
Africa and Sahelian countries is housed in Ouagadougou. Since last vear,
PAID has started a new program to train people in regional planning and
project management over a period of two years. However, this program is
still so young that although it is very well designed and despite all PAID'sg
methodological and field research experience, it is yet too soon to make any
assegsment of it. Thus this institution's unquestionable strength 18 with
the short-term type of training, especially tailored to mest the specific
needs of each target participant group. PAID is very strong in sociological
studies, need assessment, environmental analysis and project analysis.
Although its staff acknowledges that management is the weak noodle of most
development projects, rural or urban, it does not seem to have develcped
enough transmittable management knowledge, nor does it seem to have identi~
fied and tested an operational set of the most relevant management tools.
This appears to be particularly true for the financial aspects of management.

Consulting and Auditing Firms. At least three accountiag and auditing
firms owned and staffed by nationals exist Ln Ouagadougou. Their experience
1s for the most part limited to strictly accounting matters. They can quite
satisfactorily perform the full relevant scale of those, going from simple
bookkeeping to fairly sophisticated auditing and account certification. They
are not equipped or called upon to handle broad management consulting tasks.
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The three auditing firms are: Cabinet Pierre Miningou, Cabinet Michel
Sanou, and Cabinet d'Expertise Comptable et d'Organisation Mr. KC.

Individual Resources. Contact persons include:

* Mr. Kam, Director of Direction de 1'Emplol et de la Remuneration;

. MM. Diallo, Doulaye et Kondiano, respectively director and faculty
of PAID; and

. MM. Minningou, Sanou and Ki, all three certified accountants and
owners of the three Upper Voltaic accounting firms.

Although it 1is not professionally organized yet, taking on private con-
sulting assignments is very fashionable in Upper Volta today. This can be
notably attested to by how successful the formula of adjunct professors is.
Consulting fees are not standardized.

Comments and Recommendations. In Upper Volta there i1s room for a variety
of actions aimed at improving management performance in general and financial
management in partlicular. However, the following points would have to be
borne in mind:

. There is already a fairly well conceived and organized academic
training system yearly ylelding graduates in different management
related flelds at different levels of study. It is recognized that
this system needs to be improved and that such an improvement could
notably be achieved through appropriate technical assistance. The
major recipients of such assistance would be IUT, ESSEC and ENA.

. In the Voltaic education system, institutions have specific comple-
mentary purposes. Lf one of them should be recommended for active
involvement in the project, ENA is suggested, despite its
shortcomings.

. The main argument for recommending the former is that in addition to
being the oldest of the three institutions, ENA is: (a) the only
one which, although it does not know well enough how to go about it,
considers as its ultimate purpoge the improvement of the country's
management, thanks to management training and consulting; (b) the
only one which gpecializes in the public sector management and not~
ably in some form of fund accounting, but still, despite that preju-
dice, tries to reach out to the private sector and its management
problems; (c¢) the only one which, by being independent from the
university system, has enough flexibility both in adapting its cur-
riculum to environmental changes and as to methodology; and (d) the
only one which shows real concern about ways of achieving more than
the mere improvement of individuals' skills by systematically work-
ing towards some sort of institution building (notably through

G-1-12



recruitment procedures) and, thanks to a conceptualization of train-
ing as a three-party bounding contract between the school, the stu-
dent and his employer, actual or potential.

In Upper Volta non-formal action training, meaning training "on the spot”
({.e., right there in the normal working environment) of actual managers
using actual management problems, and a "learning by doing” approach produc-
ing better, more efficient and custom-made management systems. Given the
nature of the problem in Upper Volta, such training could actually have more
immediate and long lasting results than formal schooling. It could be
developed through ENA or some departmental structures yet to be identified,
with the invaluable support of PAID. Indeed, the practical problem-solving
approach and the strongly development oriented methodology of the latter
could be very useful in keeping such a training in constant touch with
reality, in securing the relevancy of every training action, and in provid-
ing the trainees with skills relevant to their actual work problems.

Niger

Problem Identification. The main problem in Niger is that the country
does not have enough people adequately trained in management fields. The-
few well trained managers are not properly utilized and suffer from having
to work within inadequate systems. The lack of development agents and
suited management systems in Niger is such that a full scale and custom
tailored response is called for. The training component of that responsge
should include a financial management core module or concern, with teaching
in other essential management aspects, some short-term, iIn-country training,
as well as involving managers at the different levels of the hierarchy, both
in the private, the public and the semi-public gectors.

The overall approach should find ways of inducing institutional change
and capability building by working through and with local institutions to
insure that more dynamic, development-oriented and locally relevant manage-
ment systems are designed and installed, and that they will be regularly
evaluated and 1f need be adjusted, making sure in the process that the
potentials of existing "Nigerien" systems are fully used. :

The potential for management improvement is high in Niger. First be~
cause, as 1llustrated by a consistent enforcement of established rules and
procedures, the Government seems to be seriously committed to working toward
bringing about the required changes. Second, and mainly, despite all the
deficiencies its management presents, the GON has, for handling i1ts own
funds, a fairly simple but sufficiently informative and dependable accounting
system. This, if adequately applied, and provided a few improvements are
made, should be able to help trace any single transaction from inception to
completion, and so to help prevent the occurrence of accountability prob-
lems. Unfortunately the GON financial management system, which actually isg
merely a less sophisticated version of the French accounting system, is good
primarily for small- and mid-sized government operations. In its present
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form, i1t is not able to deal with the peculiarities, the volume and the com-
plexities of multi-transaction non-classical government management situations
(such as integrated projects, programs, corporations), or with the additional
strains deriving from the extreme remoteness of some management centers.

Available Resources —- Formal Training Institutions. As of now, there is
no management school in Niger, nor are there any schools with the primary
objective of training people in financial management and/or accounting. How-
ever, three schools offer related courses of study in these specific fields.
Those schools are: The Ecole Nationale d'Administration (ENA), the College
d'Enseignement Technique d'Issa Beri, and the Lycee Technique Dan Kagsawa de
Maradi.

Both the College d'Enseignement Technique and the Lycee Technique offer
high school level training over a period of respectively three and four years
of study. According to these sources, it is fair to say that although these
schools offer speclalizations in accounting and business related matters,
these are certainly not their strong points. They themselves are not
properly staffed to provide adequately this type of training, and their grad-
uates in accounting and business do not meet the employers' expectations.
These two institutions could not be expected to play any significant role in
implementing the project.

The ENA is the third institution examined. Established with the primary
objective of training both high school graduates and mid-career civil ser-
vants, and so providing the government with needed skilled people, ENA is
highly regarded in the country. It has trained most high and middle level
government employees, including most of those who head the State owned corpo-
rations. ENA 1is adequately housed, well-equipped (It has just acquired a
computer system.), and it regularly receives enough government subsidies to
cover all its operating costs. Thus, on the positive side, one can mention:
full government support, notably thorough regular funding; appropriate faci-
lities; and fairly long experience in training nationals.

Additionally, ENA has expanded the management components of its curricu-
lum -- by reinforcing the management content of the training offered to the
prospective civil servants, and by opening, in the school, a special section
aimed at training people for the private sector. Offered in this section are
courses in general and analytical accounting, budgeting, financial and pro-
duction management, marketing and quantitative methods. This, as a beginn-
ing, 1s quite positive. Possible limitations to ENA's suitability are:

y The civil servant training is centered around law courses. It is
designed in such a way that people who upon graduation are appointed
to make policy decisions, manage money, materials and human resources
never get taught how to set and/or clarify objectives, how to iden-—
tify, evaluate and select alternative courses of action, how to
soundly allocate money or successfully motivate workers and steadily
increase their overall productivity. It can at best produce good
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law enforcement agents. But it definitely could not produce poten-
tially successful managers; nor could it provide the country with
dynamic development agents.

. The program called "Training in Management"” and designed to train
accountants and other middle level employees for the private sector
does not stand up to the expectations created by its name. It is
not well articulated and does not cover important topics such as
personnel management, strategic planning, information management.
Furthermore, it is both too short (only two years, of which the
first one is largely devoted to general non-management topics) and
too loose (not sufficiently focused) to allow more than a cursgory
exploration. The few specific topics that are touched upon sur. as
accounting are taught as techniques rather than as management tools.

. The teaching methodology 18 too theoretical. It does not allow for
enough students' participation; nor does it provide opportunity for
concrete, managericl and/or development protlem tackling. Intern-
ships are mere formalities; they are neither well~prepared, nor
appropriately superviged.

. Quantitatively and qualitatively, the faculty 1is not up to the job.
The school has very few permanent professors, of which a small number
have completed graduate study. Most teaching positions are filled
with either adjunct professors coming from ministries, or expatriates
provided under technical assistance agreements (essentially French).
In the management section for example, only two of the nine permanent
professors are nationals.

. ENA's professors have the legal status of civil servants. That means
less pay and therefore less motivation. It also weans no consulting
work out of the school and no free communication and exchanges among
faculty (due to hierarchial relationships).

Non-formal Training Institutions. One of the most successful avenues of
management training in Niger so far has been the in-house programs developed
within the corporations and tailored to thelir specific needs. The Office
pour la Promotion de 1'Entreprise Nigerienne (OPEN) and the local office of
ILO have played an important role in that regard. From 1972 to 1977, the ILO
office organized numerous workshops for the managers of both State-owned and
mixed economy enterprises. Since 1977, 1t has been developing a training for
trainers' program. Graduates from both programs to date amount to 475 per-
gons who have been introduced to various management conceots and techniques
relevant to: financial management, accounting, personnel management, market-—
ing, production management, and organization thecry. Working along the same
lines, OPEN organized three training sessions in 1981. It trained fifty~five
people in general accounting, bookkeeping and costing. Both institutions
provide consulting services too. However, they are understaffed —~- qualita-
tively speaking for OPEN, 1in absolutc terms for ILO). OPEN does not have all
the financial and material resources it would need to perform. Moreover the
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ILO project is entering its final year, which does not leave much hope of
seeing these institutious playing significant roles in management training,
unless appropriate support is provided.

Consulting and Auditing Firms. Aside from those two organizations, Niger
does not have any structures (be they public or private, national or foreign
but locally based), providing full-scale management consulting services.
However, there are four accounting firms: the Cabinet Boissin, the Cabinet
Aubrey, Fiduciaire France Afrique and Sahel Audit. The first two are the
oldest; they have been working in Niger for years and have, for that period
of time, enjoyed a de-facto monopoly. But, they are poorly staffed, both
qualitatively and quantitatively, and so they are not equipped to handle cor-
rectly more than bookkeeping, basic financial statement establishment, and

audit of fairly simple systems.

Fiducilaire France Afrique has greater potential. It 1s a branch of the
internationally known Ellios Group (France), itself a member of Arthur Young
International (an International network of auditing firms). Fiduciaire
France Afrique has been operating in Niger for only a year and its permanent
staff amounts to one trained accountant, Mr. Debuiche, the Director, and two
locally hired aides. It however has the flexibility of, as necessary, being
able to call on additional resources either from the main office in France
or the African regional offices. The Group claims to have done extensive
management consulting work in these different couatries, both in the public
and the private sectors. Its actual experience and potential is unverified.

The last auditing firm mentioned, Sahel Audit, has the speclal feature
of being the only "Nigerien" initlated one. Its director, Mr. Abdou Baoua,
1s the only national having completed the full cycle of "Etudes Comptables
Superieures” (Hizher Training in Accounting) in France, and having been offi-
cially enrolled as "Expert Comptable Stagiaire.” He 1s knowledgeable, well
trained and has a good sense of what 18 needed to improve management perfor-
mance in general, and financial management in particular. His firm has
signed an agreement with a French accounting and auditing firm named Cabinet
B. Valla. Under this agreement the latter will provide technical assistance
to the newly created Sahel Audit, engage with the latter in joint assignments
and train those Nigeriens graduating in accounting and financial management
in Europe and Africa who plan to join the new firm.

Individual Resources. Mr. Abdou Baoua of Sahel Audit 1s undoubtedly the
number one person on a list of national consultants or potential trainers.
Additional relevant names would he those of:

d the two permanent professors of accounting and financlal related
matters at ENA, MM. Boukarl and Falslou, provided they themselves
recelve additional training and the legal aspects of their civil
servant status are appropriately dealt with;

. two former ENA professors, currently finishing their study in France
and Belgium, namely Mrs. Maikarfi who is completing her master's
program at the Ecole Superieure de Commerce in Marseille (France)
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and Mrs. Drapsida, doctoral candidate in Management with specializa-
tion in financial management and operation research at the Universite

de Liege (Belgium);

. other Nigerien graduate students about to complete their training in
European Management Schools, of which MM. Djibo and Bonimi, both
graduating in accounting in Paris, and MM. Yero Garba and Issa
Oumarou, studying computer and information scilence in the same city;
and

y professional, such as Mr. Ali Alidou, MBA from Laval University
(Canada) and Director of the Soclety de Commercialisation des Pro-
duits du Niger (COPRO/Niger), and Mr. Issoufou Alzouma, Ph.D. in
economics and Project Analyst at the Office de Promotion de 1'Entre-
prise Nigerienne (OPEN).

Comments and Recommendations. The idea of a management graduate school
is an old one in Niger. However, the ILO offlce in Niamey has been working
for years in order to help create such a school without any success. To Mr.
Hidalgo, the ILO representative and the designer of the school project, this
1s not a reflection of any lack of interest on behalf of the GON, but rather
a consequence of internal conflicts among government members about which
department or institution should be made responsible for guiding and oversee-
ing the implementation of the project.

This 1s important and it should be kept in mind to avoid substantial
1ssues being buried under legalistic considerations. There are additional
explanations which are even more important: wuntil recently, management im-
provement did not constitute a primary concern for the government, so it did
not move ahead with the management school project. Also, "Management" was
and unfortunately still is only associated with the private sector; and since
it 1s small, the government did not feel that there was enough local demand
for managemen: graduates to Justify the establishment of a national manage-
ment school. (They instead opened a management section at ENA to train mana-
gers for the private sector.)

The situation is substantlally different today, especlally in terms of
how the government perceives the need and the urgency of management improve-
ment. There {s still a need to make some key GON people understand that
modern management has a lot of potential for both the public and semi-public
sectors, and that well-concelved management training is applicable in all
sectors. That does not necessarily mean that Niger needs to create a new
school. What it at least Implies ig that a new curriculum with specialized
modules in various essential aspects of management should be designed and
taught in the development context.

ENA appears to be the most appropriate partner to work with in trying to
develop a "Nigerien" institutional capability in formal management training.
In this case, there would be a need for technical assistance to ENA in at
least three fields: curriculum design, teaching material development, and
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training of trainers. Such technical assistance could also include gome in-
volvement in direct teaching (provision of faculty members) as well as the
coordination of short-term on the job training sessions. Important agree-
ments would have to be made with the GON in order to help the process: on
ENA's purpose and on the status and work conditions of ENA's professors.

Summarz

In the four countries investigated in this report, both institutions and
technical experts exist which can be drawn on in designing and implementing
improved financial management. Not everywhere, however, are these readily
available without additional personnel identification based on the specific
criteria of the Project. Various training institutions are available for
implementation of short-term courses and workshops in each of the four coun-
tries studied. In addition, the report examines their adaptability toc and
readiness for longer term financial management training.

G-1-18



ANNEX G-2

IMPLEMENTATION

1. Organization and Management of the Project

Background

The Sahel Regional Financial Management Project is a regional project
designed to address a regionally identified problem. Its immediate objec-—
tive 1s to help ensure that host governments achleve and maintain a system
of accounting and management for local currencies provided through AID pro?-
ects, in conformance with legislative requirements of Section 121(d) of the
Foreign Assistance Act.

The proposed project is a continuation of an effort initiated in the
early part of 1981 to improve financial management Iin the Sahel. This effort
has involved the creation of training material, visits to Missions to ascer-
tain conditions, orientation visits to consult with Migsions to determine
needs and plan future efforts in the individual countries, and workshops
conducted on AID basic accounting requirements for local currency and expen-
ditures. The proposed project is designed to meet the financial management
needs indicated by the Missions, within a regional framework.

Management Strategy

The basic management strategy of this project 1s for USAID Missions to
identify, approve and manage all project-funded in-country financial manage-
ment improvement activities —- within a policy and implementation framework
approved, monitoried and evaluated by AFR/SWA 1in AID/Washington, and imple-
mented and regionally coordinated through a Participating Agency Service
Agreement (PASA) with the U.S. Department of Agriculture (USDA).

Management Arrangements

a. AID

The A.I.D. Project Officer. Primary responsibility for providing AID
policy and implementation gulidance for the Project will rest with the AID
Project Officer, who will be an AID Direct Hire employee assigned to AFR/SWA.
He will exerrise the AID project monitoring responsibilities, including
monitoring the serformance of the implementing agent (USDA); providing tech-
nical guidance In negotiating the PASA agreement; preparing or clearing all
communications related to the project with USAID Missions; preparing all AID
Project documentation and correspondence needed either internally within AID
or externally, e.g., with the Congress; acting as the lialson with USAID
Misslons on Prnject-related matters as well as on compliance with Section
121(d) of the Foreign Assistance Act; and collecting, analyzing and dissemi-
nating information on project activities and on the status of AID compliance
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with Section 121(d) of the FAA. He will be responsible for leading internal
AID evaluations of the Project and for arranging external evaluations.

USAID Field Misslions. USAID Field Missions will play a major role in the
AID management of the Project. G5ince all substantive Project activities will
be aimed at problems 1n the Sshel countries, USAID Missions will be an active
participant in day-to-day on-the-ground Project implementation actions. They
will assist in identifying and will approve all in-country project activi-
ties; will negotiate all agreements with their host governments; will review
and approve the assignment of all field personrel, both short- and long-term;
will ensure the involvement of USAID Project Officers in project activities;
and will participate in all Project evaluations involving activities in their
countries. They will monitor Project activities in their country, providing
the liaison between on-the-ground activities and the AID/W Project Officer.
An officer will be designated in each USAID to be that Mission's primary con-
tact point for all in-country project activities.

The Mission Controller will be the primary in-country technical contact
point for project financial activities. All financial systems, records and
reports designed by resident financial management Teams will be submitted to
the Mission Controller for his review and approval. He will also provide
technical guidance to those teams regarding AID financial requirements, in-
cluding compliance with Section 212(d) of the FAA.

Other Mission offlices, including the Program Office and the technical of-
fices, will also actively participate in project planning and implementation.

b. The Host Country

Annex G-1 to this Project Paper contains a description of host country
organizations which will act as counterpart organizations to the resident
Financial Management Teams. In each case, a host country organization will
be identified as the institutional base for the in-country team, sponsoring
all training and consulting activities under the Project, providing counter-
part staff to the Project~funded expatriate experts (in addition to those
Sahelian team members funded under the project), providing the facilities
for group training programs, acting as the liaison between the financlal
management Team and other host government entities, developing the insti-
tutional and funding base for continuing financial management activities
after the Project 1is completed, and participating in Project evaluations.

c. Implementing Agent (USDA)

AID will contract with USDA/OICD to perform or arrange for all Project
implementation actions and functions. These functions will include develop—-
ing an overall Project work plan and annual work plans covering all proposed
Project activities both in the field and in the U.S.; preparing annual bud-
gets for all proposed activities, by country and by type of Project activity;
employing and supporting all Project personnel; conducting the technical
assistance and training activities financed by the Project; submitting
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required reports on Project substantive and financial activities; and devel-
oping internal systems for collecting, reporting and evaluating Project
progress and probleus.

AID
Project
menting

(1)
(2)

(3)
(4)

will negotiate an agreement with USDA to perform or arrange for all
implementation actions and functions. Responsibilities of the imple-
agent (USDA/OICD) can he grouped in four major categories:

Overall Project implementation planning, coordination, and evaluation

Supervicion and support of technical assistance and training experts
assigned in the field.

Development and dissemination of training materials.

Technical program guidance.

Overal Project implementation planning, coordination and evaluation func-
tions will include the following:

(1)

(2)

(3)

(4)

(3
(6)

Utilizing guidance from AID, prepare guidelines and an overall Proj-
ect workplan to be used also as a framework for country plans and
activities.

Coordinate planning to integrate country plans and actions into a
master Project plan.

Plan and coordinate long-term and short-term technical assigtance
and training inputs to ensure cost-effectiveness, technical quality,
and consistency.

Coordinate and manage/monitor the overall Project budget and finan-
clal reporting.

Manage internal/formative evaluations of training and materials.

Identify opportunities for multi-country Project afforts.

Management and support of the technical assistance and training inputs
will include the following epecific responsibilities:

(1)
(2)

(3)
(4)

Select and recruit long-term and short~term experts.

Ensure adequate support, both in the field as well as backstopping
support in the U.S. for long-term and short-term experts.

Supervise all experts assigned.

Coordinate TDY technical assistance “etween countries (to achieve
cost reductlion and effectiveness and to maintain technical quality).
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Materials development and distribution functions will include the
following:

(1) Revise and upgrade existing training materials.

(2) Collect, translate, and distribute additional training materials.
(3) Create new technical and training materials.

Technical guidance functions will include the following:

(1) Develop and upgrade technical assistance framework, approaches, and
methodologies,

(2) Provide orientations for long-term and short-term experts.
(3) Develop and upgrade workshop designs.

(4) Design regional workshops, and provide a framework for maximum
inter-country learning and sharing of experience.

Following is a description of specific organizational elements of the
Implementing Agent.

The Executive Officers of the Implementing Agent shall be responsible for
ensuring that AID policies are followed in the execution of the Project.
Although not directly assigned to the Project, they shall assume overall
responsibility for the qualitative performance of all Project personnel and
the efficient use of Project funds. Salaries and other costs of the agent's
executive staff shall not be charged directly to Project costs, unless speci-
fied in the contract or agreement.

The Senior Project Director shall be a Direct Hire employee of the PASA
Agency who has experience with action training, its underlying philosophy and
methodology. The Senior Project Director will spend up to 25% of his/her time
on this project and will provide the overall PASA Agency policy guidance and
direction required to insure that this project is successfully implemented.

The Project Director shall have primary responsibility for managing and
supervising all Project activities of the Implementing Agent, both in the
field and in Washington. These activities will include all technical, stra-
tegic, financial, administrative and logistics matters. He or she will be
responsible for ensuring compliance with the terms of the PASA with AID and
will be the primary liaison of USDA with the AID Project Officer. He will
supervise the recruitment and performance of all personnel assigned under the
Project, both in the field and in the United States. He wiil be an exper-
ienced financial manager (with a minimum of 15 years of managerial-level
financial experience), have considerable experience in developing country
environments, have a working knowledge of French, and be familiar with AID
financial management requirements and practices. He must be prepared to
spend considerable time (at least three months each year) in the Sahelian
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countries, directly participating substantively in, reviewing and evaluating
Project activities and ensuring quality performance of the field project
staffs.

The Trainer/Materials Expert will be responsible for ensuring that Proj-
ect training activities are being conducted in a professional, effective man-
ner and that the materials provided under the Project are up-to-date,
conform with AID financial requirements, and are effective for the field
training and technical assistance programs being conducted under the
Project. He or she should have a good knowledge of accounting and
management, experienced in current learning methods, curriculum design and
group dynamics. He or she should have a working knowledge of French, and
should also be prepared to spend a considerable portion of his time (at
least three months each year) in the field in Sahelian countries.

The Logistics Coordinator (or Administrative Manager) vhall have the
responsibility for performing or arranging the recruiting, contracting, and
assignment of all long-term and short-term personnel under the Project; moni-
toring USDA's accounting records and reports on Project activities; and
arranging all administrative and logistics support for the Project. He or
she should have experience as an office manager, and be aware of and sengi-
tive to administrative arrangements and probic..: in developing countries.

Secretarial support -- up to three ful-time professional and competent
secretaries shall be made available full-time under and charged directly to
Project funds under the PASA.

Congultant expertise shall be available to the Project Director, as
needed and requested, to provide advice and guidance on such matters as re-
cruitment standards, personnel orientation, curriculum and workshop design,
and developing internal project evaluation criteria and systems. This exper-
tise may be arranged either directly within USDA or with outside experts
acquired on a subcontract basis. However, costs charged to the Project must
be for Project~specific activities, must be performed only at the request of
the Project Director, and should not exceed the amount of funds included in
the approved Budget.

Country Teams are the primary substantive elements of the project's tech-
nical and training assistance. They will be composzd of long-term financial
management experts, both Sahelian and expatriate, assigned as resident teams
in the designated Sahelian countries; and short-term experts as requested by
the resident teams for specialized training and technical assistance activi-
ties. Although reporting organizationally to the Project Director, and com-
ing under the direct responsibility of USDA, their work will be evaluated and
guided also by the USAID Mission in the country to which they are assigned.

Note: Overhead funds will be made available to the USDA to finance sup-
port services to be provided to the Project. Using these overhead funds,
USDA will ensure that (a) adequate office facilities, equipment and supplies
will be available to Project personnel in Washington; (b) supporting systems
and staff are in place and maintained for processing personnel subcontracts,
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payments of all project expenses on a timely basis, etc.; (c¢) an accounting
system is established end maintained for the project and that accurate, de-
tailed financial information will be provided to AID on all Project activi-
ties in a timely fashion.
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ORGANIZATION CHART

For Implementing the Sahel Regional Financial Management Project
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Logistics
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2. Implementation Plan - Schedule of Actions

Date

Action
Month 1

Project authorized

PIO/T is prepared for PASA with USDA

Recruitment is initiated for long—term tech-

nical assistance experts and for Project
Director.

Orders are placed for household furniture,

vehicles, and office equipment for long-term
experts with priority shipment to be made to

Upper Volta.

Month 2

PASA with USDA is negotiated and signed.

Project Director is identified and
approved by AFR/SWA Project Officer.

Recruitment is initiated for short-term
experts, especially those for initial work
in Mali, Niger, The Gambia and Mauritania.

Long-term expert for Upper Volta is nomi-
nated fcr approval by AID Project Officer
and USATID Mission.

Month 3

Project Director begins work.

Short—-term experts depart for initial work
in Mali, Niger, The Gambia, aud Mauritania.

Content and formats for project reporting/

monitoring system are developed and submitted

to AFR/SWA Project Officer for approval.

AFR/SWA Project Officer develops content and

format for collecting and reporting other
financial management and 121(d) information
trom Missions and other sources as well as
from USDA.
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Responsible Office

AA/AFR

AFR/SWA

USDA

USDA

AID - AFR/SWA, SER/CM

USDA - OICD/TAD

USDA

USDA

USDA

USDA

USDA

USDA

AFR/SWA



Month 4

Preliminary overall work plan for first six
months of project operations is prepared and
submitted to AFR/SWA Project Officer.

Long-term expert for Upper Volta is hired,
receives orientation.

Limited Scope Grant Agreement, or other agree-
ment format is negotiated and signed with
Government of Upper Volta.

Commodities (household furniture, vehicle,
office equipment and supplies) arrive in
Upper Volta.

Initial short-term experts complete their

work in Mali, Niger, The Gambia, and Mauritania.

Host Governments and USAID Misaions in those
countries reach basic agreement on organiza-

tional location and method of operation for the

Project.

Month 5
Long-term expert arrives in Upper Volta.

Long-term experts for Mali, Niger, Senegal,
and The Gambia are identified by USDA, and
nominated for approval by AID Project
Officer and USAID Missions.

Limited Scope Grant Agreements, or other
agreement formats, are negotiated and signed
with Governments in Mali, Niger, Senegal,
The Gambia, Mauritania, and Cape Verde.

Month 6
Project commodities (household furniture,
vehicles, office equipment and supplies)
arrive in Mali, Niger, Senegal and The Gambia.

Long~term experts for Mali, Niger, Senegal,
and The Gambia are hired, receive orientation.

Orientation program for short-term experts
1s developed, and potential candidates for
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USDA

USAID/Ougadougou

USDA

USDA

USDA

USDA
USAID Missions,
with assistance

from AFR/SWA
Project Officer
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various types of expertise are identified
and submitted to the AFR/SWA Project Officer

for review and comment.

Month 7

Long—term experts arrive in Mali, Niger,
Senegal and The Gambia and begin project
operations.

Sahelian members of Financlal Management
Teams are identified, approved by USAID
Missions, and employed in Mall and Niger.

Month 8

Detailed work plans are submitted to USAID
Missions and in a consolidated format to
the AFR/SWA Project Officer for the first
year's project operations in all countries.
(Work plans will include USAID projects to
be the central focus of teams, types of
effort, schedule and subjects for workshops,
needs for short—term experts.)

Consolidated schedule of rountry and regional
workshops and training rzquirements is prepared,
and needs for short-term experts determined

and scheduled.

Month 11

Regional meeting of resident financial management
teams.

Month 18
Mid-project evaluation is conducted.
Month 19

Detailed work plans are submitted to USAID Misgsions
and in a consolidated format to the AFR/SWA Project
Officer for the second year of project operations
in all countries.

Month 29

Regional meeting of resident Financial Management
Teams.
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Month 30
End-of-project evaluation is conducted.
Month 32

End-of-project report is submitted to the
AFR/SWA Project Officer.
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3. The Office of International Development and Cooperation (OICD) and the
Development Project Management Center (DMPC) ol the U.S. Department of

Agriculture.-

The Office of International Development and Cooperation of the U.S.
Department of Agriculture will be the implementing agency of the project.
One of its units, the Development Project Management Center wiil be the major
source of {in-house technical expertise and direction. Below 18 a description
of the facilities and recent activities of the two institutions which indi-
cates their capacity and special appropriateness to undertake the Project.

The cooperative relationship of AID with the U.S. Department of Agricul-
ture in promoting agricultural and rural development world wide is a long,
intensive and successful one. The USDA is regarded as a primary source for
the transfer of American technology and methods to developing countries, with
vast experience in technical assistance, data gathering and analysis, and
program development. It currently is moving deeper into methodologies and
assistance which treat underlying structural and management impediuents to
agricultural development, especially the DPMC. As the current Sahel project
portfolio of AID is over two-thirds devoted to agricultural and rural devel=-
opment interventions, the use of an organization with depth and current pro-
grams in this field 1s believed to be extremely important.

The Sahel Regional Financial Management Project, in its response to the
immediate and pressing needs of maintaining 121(d) certifiability in the
Sahel project portfolio must begin rapidly and broadly in the Sahel. The
PASA arrangement with OICD will permit this at a comparatively low overhead
cost. The Project is intended to draw upon the experience of pre-project
consulting and training activities, and not lose the momentum they created.
DPMC undertook most of these for AID and could hardly be replaced as a tech-
nical resource without considerable delay and extra expense. In its higher
purposes, the Project seeks to move each Sahelian country ahead on a con-
tinuum of improving project management. DPMC 18 experienced in the theory
and practice of advanced training and managerial methods to promote such
development.
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THE OFFICE OF INTERNATIONAL COOPERATION AND DEVELOPMENT (0ICD)

OICD coordinates the expertise of U.S. Department of Agriculture (USDA)E/
employees and works with univergities to provide assistance to developing
nations and international organizations. OICD agsistance 1is glven at the
request of the Agency for International Development (AID), individual
nations, and/or international organizations.

The goal of U.S. technical assistance in agriculture is to help develop-
ing countries become more self-reliant in producing food and fiber from
limited resources and to improve tlie quality of 1ife for their people. The
fields of assistance to developing countries cover the full range of USDA
experience and know-how. Increasingly, help 1s being provided to aasisgt
individual countries in economic planning and to establish data base infor-
mation necessary for program and policy decisinn making.

Fiscal 1981 Technical Agsistance Activities

The demand for technical asslstance from both developing and non-AID
countries continued at a high level in 1981. During the past year, OICD had
134 agreements with AID, international organizations, and countries in some
developing nations and Organization of Petroleum Exporting Countries (OPEC).

Technical assistance was carried out in 76 countries. United Stateg-
based personnel traveled to 57 countries to perform work requested under
these agreements.

OICD, with the cooperation of 15 other USDA agencies, universities, and
the private sector, provided 846 technician assignments -- a nine percent
increase over the fiscal 1980 total. These included 143 resident overseas
assignments, 83 long~term assignments on projects in the United States, 436
international short-term assignments, and 184 ghort-term assignments in the
United States. USDA scientists and technicians provided 73 percent of the
assistance (27 percent from OICD staff) and the remaining 27 percent came
from universities and other sources arranged for and monitored by OICD. OICD
provided personnel for 20 projects involving international organizations in
fiscal 1981 compared with only six projects as recently as 1978.

1/ Cooperating USDA Agencles are: Agricultural Cooperative Service (ACS),
Agricultural Marketing Service (AMS), Animal and Plant Health Insgpection
Service (APHIS), Agricultural Research Service (ARS), Economic Research
Service (ERS), Extension Service (ES), Federal Crop Ineurance Cerpora-
tion (FCIC), Farmers Home Adminisgtration (FmHA), Food and Nutrition Ser-
vice (FNS), Forest Service (FS), National Agricultural Library ’'NAL),
Office of Operations and Finance (0&F), Office of Transportatic . (OT),
Soil Conservation Service (SCS), and Statistical Reporting Service (SRS).
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Technical assistance was provided for project identification, design of
projects, complete and partial staffing of projects, evaluations, and in some
instances monitoring of project operations. Compared with earlier years,
1981 projects involved more OICD professional staff. The number of design
teams fielded Iincreased over fiscal 1980. The Department continued its closge
cooperative involvement with the university community in staffing large tech-
nical assistance projects. A new fleld of endeavor begun in fiscal 1980 was
the involvement of OICD staff in developing a core of basic information
related to farming systems. The expectation is that a transfer of farming
system technology can be made to selected developing nations. This work was
expanded in fiscal 1981.

The Department became more involved in fiscal 1981 in work related to
renewable resources, including forcst resource management, soil management,
and energy expansion through biomass production. There has been an increase
in demand for assistance for remote sensing for agriculture. Animal and
plant disease control continued to recelve special emphasis. With the eradi-
cation of African Swine Fever in the Dominican Republic, attention was
directed towards Haiti, which has an infestation problem.

Examples of Technical Assistance in AID Countries

Jamaica. OICD, in cooperation with the Agricultural Marketing Service,
1s providing a seven-person resident team to assist the Jamalcan Ministry of
Agriculture in improving the antiquated agricultural marketing system in that
country. The project has two phases. The first phage is developing a better
marketing capability within the Ministry of Agriculture to improve the dis-
tribution of food within the country. The second phase focuses on the devel~
opment and implementation of improved marketing facilities and practices as
a means of reducing post-harvest loss, i.e., waste spoilage, nutrient loss,
and unharvested crops. Paramount to the project will be the development of
increased efficiencies of distributior. and greater market orientation in
government policies related to the agricultural sector. Benefits that will
accrue to the United States through this project include: (1) the opportu-—
nity to sell commodities and rupplies needed for a modern marketing system,
and (2) officifals within the Ministry of Agriculture will acquire the back-
ground and training which will enable them to expedite a greater exchange of
goods and services between the two countries.

Portugal. The Agricultural Production Project stresses the provision of
limestone and fertilizer to farmers ss well as the development of improved
pastures in northern Portugal. Goals of the project are to increase agri-
cultural production and productivity, improve the incomes of Portuguese
farmers, Increase employment opportunities within the agricultural sector,
and reduce Portugal's rellance on imported agricultural commodities and
production inputs. The goals will be achieved largely through program
support to soll correctlion, fertilization and increased forage production
(PROCALFER), which 1s being implemented by the Ministry of Agriculture and
Fisheries (MAP) in Lisbou and its reglonal directorates. The project 1s
staffed by two long-term OICD specialists in Lisbon and a coordinator in
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Washington. OICD project personnel are assisted in identifying and recruit-
ing appropriate technical expertise from USDA and the University community by
the Portugal Advisory Committee. This committee is made up of five represen-—
tatives from USDA and five from U.S. universities with extensive experience
in carrying out agricultural development projects in Portuguese speaking
countries. The project holds promise of further strengthening the relation-
ship between the Government of Portugal and the United States and a greater
exchange of goods and services between the two countries.

Forestry Support. Under the leadership of the Forest Service, the Fores-
try Support Program (FSP) was established to bring the xnowledge and exper-
lence of the professional forestry community to bear on AID's furesgtry:
development activities. FSP provides technical help to AID in designing,
establishing, managing and troubleshooting field projects in forestry and
natural resources. This project calls for the establishment of a support
network to assist those LDCs in which deforestation and lack of forestry
management are major provided by the U.S. Forest Service, while village-
level implementation will be carried out by the Peace Corps. The project's
long-term benefits are increased wood products and larger energy sources in
the developing countries. Benefits to the United States include more know—
ledge about alternative energy sources and greater trading opportunities.

Pakistan. Technical assistance was initiated in 1975 with the Govern-
ment of Pakistan in conjunction with the Pakistan Agricultural Research
Council (PARC). The goal was to upgrade and expand Pakistan's agricultural
research capability, both nar‘'onal and provinecial, and to deal effectively
with problems concerning priority commodities and crops in order to increase
agricultural production for domestic consumption and export.

A program was developed to upgrade Pakistan's agricultural research
institutes and colleges and to establish and equip a National Regsearch Center
to coordinate and carry out priority research projects. Commodities, expat-—
rlate technical advisors (including intermediaries) and academic and practi-
cal training for professionals and sub~professionals have been financed under
the program over a six-year period. An evaluation system, including work-
shops and an evaluatior panel, has permitted assessment of research work
undertaken and progress in implementation.

The overall poal of this project 1s to otrengthen Pakistan's ability to
Produce a larger portion of its food and fiber needs, with the expectation
that this will enhance the standard of living within the country. This
effort should provide an opportunity for greater trade between the United
States and Pakistan, particularly 1n agriculture equipment and other supply
inputs.

ASEAN Plant Quarantine Project. A Plant Quarantine Project for the
Association of Southeast Asian Nations (ASEAN) was initiated in FY 1981. An
APHIS reglonal! advisor in plant quarantine will provide an estimated two
years of technical assglstance during the start-up and development period.
Project headquarters are located near the Malaysia Agricultural Reseerch
Development Institute (MARDI).
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Farming Systems Research (FSR). FSR is an approach to the on-going prob-
lem of developing and disseminating improved technologles to small farms.
The program is attracting considerable attention in the agricultural develop-
ment community. In FSR, the research process begins at the farm level with
an analysis of farmers' constraints to determine research priorities. OICD's
involvement with this approach began with sponsorship, along with ARS and the
Office of Agriculture in AID's Sclence and Technology Bureau, of a two-day
symposium in FSR in December 1980. Since that time, OICD has implemented
cooperative agreements with the University of Florida and with Virginia Poly-
technic Institute and Virginlia State University to establish a response capa-—
bility to requests for assistance in FSR from developing and middle income

countries.

The cooperative agreements call for FSR expertise in farm management,
agronomy, horticulture, family economics and extension to be developed
through work with U.S. small farms and applicable in the LDC context.

Within USDA, OICD's contacts on FSR have extended to the ARS Northeast
Regional Small Farm Research Program. The United States and participating
developing nations will benefit from the FSR efforts. Research is underway
with relatively poor farmers and their families in the Panhandle area of
Florida and in southwest Virginia. Special emphasis 18 placed on the family
and the deveiopment of techniques that are likely to be adaptable in leas
developed countries. The technological benefits that accrue from FSR effort
can be applicable in the United States and throughout the world.

Nutrition Economics. OICD has assisted AiL's Office of Nutrition in a
number of activities designed to build developing country institutions'
policy and planning capabilities in analysis of project and program impacts
on nutritional status and food consumption levels and quality.

In a collaborative effort with Food and Agricultural Organization (FAO)
of the United Nations, guldelines for adding nutrition and consumption to
post—secondary curricula for agriculturalists were developed and adapted for
use in Indonesia, Thailand, the Philippines and Malaysia. Since the guide-
li1es have been so well received, AID is now using them to develop texts,
wolkbooks and teaching aids. Advisors worked with food and agriculture
planning units (and other institutions) in Sri Lanka, Indonesia, the Philip-
pines and the Dominican Republic. As a result, the institutions they worked
with are better able to manage and analyze household consumption, income and
expenditure data and use it for providing policy recommendations.

OICD and the Food and Nutrition Service also provided an economist to
advise a new food and nutrition agency of the Peruvian Government on possible
ways to manage information to be used in the evaluation of an experimental
food coupon program.

Botswana. Five resident persons are serving as speclalists in the Minis-
try of Agriculture, Planning and Statiatical Unit. The capability of the
Minigtry to undertake agricultural cengsuses and surveys, to project future
production and tc estimate current production 1s being strengthened while at
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the same time Botswanans are being trained to assume these duties. The proj~-
ect has been helpful in dr.veloping stronger ties between the two countries
and facilitating trade.

Kenya. Resident scientists are assigned to the Kenya Agricultural
Research Institute (KARI) conducting research cn improved farming systems for
semi-arid and higher elevation zones in Kenya. The outputs of the project
are new dry land cropping systems for use ip lec, productive zones and
improved maize varieties for use throughout Kenya. The results of the
regearch are expected to be applicable for similar areas of Africa where per
capita food production has been declining in recent years.

DEVELOPMENT PROJECT MANAGEMENT CENTER (DPMC)

The DPMC is a unit In the Office of International Cooperation and Devel-
opment within the USDA. It was established with funding from AID/ST/RAD in
late 1975, with the primary purpose of undertaking applied research and
providing short and long term field service to AID missions for improving
project management. 1In the early years of Its operation attention was
focused on the provision of short-term consultancies, the organization of a
documents center for dissemination of training materials to Third World
institutions, and the support of a long~term management improvement project
in Jamaica (1977-79). Tha expansion of these activities was somewhat con-
strained by its imited staff, and by virtue of the fact that as a new orga-
nizaticn, considerable energy had to be devoted to catablishing its utility
and credibility. The rapid increase in DPMC short and longer term consul-
tancies is reflected in the fact that DPMC has or soon will have three long
term field based projects underway, and the fact that approximately four-~
fifths of DPMC's operating budget 1s now derived from mission funded
services.

Examples of Short-term Field Service

DPMC has undertaken short-term field consultancies in the following
countries:

Egypt

Cape Verde/Guinea Bissau
Guatamala

Upper Volta

Pakistan

Kenya

Careroon

Niger
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Haiti
Costa Rica
Mauritania
Ghana

Morocco

Kenya Agricultural Systems Support Project. At the request of the USAID,
Kenya mission DPMC organized a five man team which worked in Kenya over a
five-week period (Feb.-March, 1982) to evaluate the Kenya Agricultural Sys-
teus Support Project. The draft evaluation report was completed in March
1982 and is being reviewed by USAID/Kenya, AID/W, GOK and project contrac-
tors. Both the Mission and AFR/DR believe the team was a strong one and the
evaluation well done, and support DPMC findings.

Sahel. 1In early 1981, a DPMC consultant served as a member of a mange-
ment team gent to the Sahel on short~term assignment for the purpose of
formulating a set of strategles and implementation procedures in addressing
major deficlencies in host-country financial management of the AID sponsored
Sahel Development Program. As a consequence of this activity DPMC undertook
gome immediate on-site activities to assist in improving host-country finan-
clal accounting and assisted the design of a second and larger follow-on
effort involving the use of financial accounting instruments for improving
project implementation and management performance.

In the first activity, which addressed the short-term need for bringing
about immediate improvements in financial accounting, DPMC helped design an
accounting system and an applications manual for training of host country
accountants to use the system. DPMC pretested the manual and has undertaken
a series of orlentations and workshops in the Sahel, whereby the proposed
accounting system will be adapted to host-country needs. DPMC assists in
organizing these activities in a manner consistent with its emphasis on
action training and performance management. Thus, host country project
managers, administrators, and accountants will identify their accounting
needs and participate in a process of talloring proposed new systems to
address their own needs through applications on actual project activities.

Examples of Long-term Field Service

Thailand. 1In the Fall of 1981, two DPMC consultants, on short-term
assignment, worked with the AID Thailand mission and Thal officials in the
design of a project management information system (PMIS) for application to
the migsion project portfolio. This activity 1s to be followed by a one-
year assignuent (in 1982) of one DPMC consultant to assist the mission and
counterpart agencles in adapting and utilizing the PMIS. The introduction
of PMIS 1s premised on the assumption that an effective reporting system
should be built around realistic and detailed project implementation plans.
Thus the PMIS is linked to the formulation of sound project implementation
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plans, with implementation milestones and indicators constituting the base-
lines for project monitoring.

It is intended that the PMIS will be installed in a two stage process,
with five initial mission projects being identified as targets for phase one
application, but with eventual inclusion of all mission projects as the
intended goal. Once established as a component of mission procedures, PMIS
will be utilized to bridge the often encountered gap between the completion
of project papers (PP) and project implementation actions. The transition
from PID to PP to actual project implementation is intended to become a more
integrated process, with Thai Government project teams acquiring early proj-
ect Iinitiative and understanding of what needs to be done in moving ahead
without delay in project start-up directly after project authorization and
obligation.

The PMIS has been successfully tested in two mission projects and this
has served to generate some optimism about its eventual effectiveness when
scaled-up to meet a larger set of needs.

the flow of development capital from international donor agencies and, in
general, to improve capital utilization from both internal and 2xternal
sources. The basic focus of this effort involved an intensive uge of the
DPMC action-training and performance management approaches in training
Jamaican officials, including the design of an entirely new GOJ system for
Project design and approval.

During the three years of project life, the action-training reportedly
improved the capability of Jamaican officials to design and implement
projects. By all accounts significant technical improvements were made in
the GOJ project design and implementation system. The Project has also left
in place Jamaican trainers/consultants who are able to provide back-up sup-
port for continuing training in project design and management.

Portugal. DPMC 1isg providing the public management development component
of the Portugal program for Agricultural Production (PAP). This project,
begun in FY 1981, has as its me Jor thrust Increasing the limestone and agri-
cultural output of Portugal. Another stated objective 1s to provide public
management development for Involved institutions (basically the Ministry of
Agriculture). The project has approximately U.S. $200 million of funding
including host country and PL480 contributions and a direct AID grant of
U.S. $10 million.

The PAP is being coordinated by USDA under a PASA agreement. DPMC, as
the USDA in-house institution-building agency, was brought into the project
from the beginning as the public mznagement consultant. The DPMC role is to
provide project management training for the Ministry of Agriculture and its
reglonal office with significant effort being aimed towards diverse regional
offices. One accomplishment to date 18 the three workshops that were held
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during the summer of 1981 to introduce project implementation concepts and
team processes to 50 regional planners from various regional offices. These
workshops were also used to discern the needs of management. An on-going
function which DPMC has acquired 1is improving communication within the
Ministry of Agriculture by being a liaison between the national and regional
offices. Finally, DPMC is seeking to introduce management tools into the
Ministry planning and implementation process for agricultural projects.

DPMC's management training in this project will serve as a pilot for the
Ministry of Agriculture. If this work is successful the potential exists
for broadening the training to the entire Ministry. The GOP has given its
approval to the management development approach. The DPMC role is planned
for the duration of the project, which has about four more years to go.
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*Statf Years of Technical Assistance Provided During Fiscal Year 1981 - Africa Area
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SUBJECT: Sahel Regional Financial Management Project (625-0950)-
Vehicle Procurement Waiver

Problem: The implementation phase of the subject project requires the
procurement of passenger vehicles of non-U.S. manufacture. In order to
allow such procurement you are requested to grant:

(1) A source/origin waiver from Geographic Code 000 (U.S. only) to Code
935 (Special Free World);

(2) A waiver of provisions of Section 636(i) of the PAA.,

FACTS:
(a) Cooperating Countries: Mali, Niger, and Upper Volta
(b) Authorization Document: Project Paper

(¢c) Project: Sahel Regional Financial Management Project (625-0950)

(d) Nature of Funding: Grant

(e) Description of Goods: Three passenger vehicles and spare parts
(£) Approximate Value: $50,000

(g) Probable Source: The cooperating countries, or France

(h) Probable Origin: France

Discussion:

Section 636(i) of the Foreign Assistance Act of 1961, as amended, pro-
vides that none of the funds made available to carry out the Act shall be
used to purchase motor vehicles unless such motor vehicles are manufactured
in the United States. However, the provisions of Section 636(i) may be
waived when special circumstances permit it. Under AID Handbook 1, Supple-
ment B, Section 4C2(d)(1)(b), circumstances which may merit waiving the
requirement include "present or projected lack of adequate service facilities
and supply of spare parts for U.S. manufactured vehicles."

At present, there are no active representatives for American-made passen-
ger vehicles in the three countries for which this waiver is requested, with
adequate service facilities and supplies of spare parte are not likely to
become available in the near future.

The vehicles are essential to the carrying out of project financial man-

agement activities in Mali, Niger, and Upper Volta. Financial Management
teams in these three countries will use the vehicles to visit accounting

G-2-22



stations for U.S.-financed development projects in those three countries,
and reliable transport facilities will be required.

Recommendations: For the above reasons, it is recommended that you:

(1) Conclude that special circumstances exist which merit a waiver of
the provisions of Section 636(i) of the Foreign Assistance Act of
1961, as amended;

(2) approve a vehicle procurement source/origin waiver from the Geo-
graphic Code 000 to Code 935; and

(3) certify that exclusion of procurement from free world countries
other than the cooperating country and countries included in Code
941 would seriously impede the attainment of U.S. foreign policy
objectives of the foreign assistance program.
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ANNEX G-3

THE PROJECT AND IMPROVEMENT OF AID PERFORMANCE IN THE SAHEL

The harte and urgency with which the Sahel Development Program of AID wae
conceived and undertaken have resulted in a portfolio of current projects
that is very difficult to manage. It 18 necessary that the next generation
of projects take past lessons into account. As important, the average 1life
of current projects being two years beyond FY 82, arrangements of AID's
management of the existing portfolio should be improved. The problems of
managing the current Sahel Program are not unique to that region, but have
been given significant exposure in AID Inspector General reports and Africa
Bureau reviews over the past geveral years. The advent of FAA Sec. 121(d)
and of this Project presents the opportunity to develop and apply solutions
in a controlled situation, and to indicate how seriously AID sees the neces-
sity, to improve its performance in the extraordinarily difficult situation
of the Sahel.

Certain improvements in AID procedures and utilization of its own human
resources are needed to complement this project's activities. First, I.G.
Report No. 81-35 (p. 111) states, "AID Project Officers are not monitoring
the financial management aspects of the projects to the extent required.
The reasons seem to be that most Project Officers neither have the profes-
sional capability nor the time to focus on these problems because of other
project demands.” Second, in four fields AID more generally 1is deficient,
as noted below. These matters must be treated so that overall financial
management of AID programs in the region is improved.

- Training ~ Mission Project Officers in the Sahel are frequently
young, inexperienced in the broad range of AID project design and
management requirements, and over-burdened with immediate imple-
mentation concerns of numerous projects they did not initiate
themselves. Attention in training of Project Officers has not
concenirated on financial management of projects, on the require-
ments for administrative approval of payments, or on the use of
financial {nformation for monitoring and adjusting project
implementation.

- Guidance and Reference Materials - Whether relevant and timely guid-
ance 18 contained in Handbooks and other normal guidance or not, it
has not generally been absorbed and operationalized in the Sahel
Migsions such that there is clear agreement on, inter alia, the com-~
position and use of PILs, forms of periodic implementation report-
ing, devices for project amendment, and, perhaps most important,
the differentiation of roles anc responsibilities between project
officers and Controller's Office staffs. This has led in some
c:ses8 to implementation delays, confusion, duplication and poor
communication.
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- Staffing ~ Unfilled personnel slots have been chronic in the Sahel
Missions, exacerbated by regular and extended absences of key indi-
viduals on home leave, R&R, etc. The problem recently has been par-
ticularly severe in the case of Controllers unassigned or in long
process before arrival at post in, for example, Mali, Upper Volta
and now Guinea Bissau (for Cape Verde). The very heavy demands on
Controllers' Offices in the certification process has led to over-
work and undersupervision in Mali and Upper Volta especlally.

- Composition of Project Papers = Project Papers for many current
Sahel projects notably ignore financial management -- both provision
for it in institutions and allowance for it in project financial
analyses. Project resources have often not been adequately provided
for management of project activities by host governments. Project
budgets have not been established which separate local from foreign
exchange costs and local coste handled by host governments from
those handled directy by USAIDs. Host country financial management
capability has not usually been a criterion of project feasibility.
Implementation plans for many projects have not set out requirements
for financial reporting to AID and the division of responsibilitier
between project management in the government and that in the AID
Missgion.

The basic probiem divides into two elements: the choice, definition and
design of projects; and the human and organizational resources AID fields to
implement and monitor them. A simple conclusion could be that either we are
undertaking some projects that cannot be implemented well in any case, or we
are not implementing some actually viable projects well due to our own poor
management. As a bit of both, the problem suggests the need for matching
structural adjustment in the Sahel project portfolio with improved treatment
of projects by AID Missions. The following steps are described in succeeding
sections: (a) redesign or close down certain projects, (b) expand design
requirements of new projects, (c) realistically match implementation require-
ments of current and future projects with Mission-wide resources in (a) and
(b) above and on a continuing basis, (d) fill approved positions, (e) train
project officers better, (f) provide Missions with more clear and precise
guidance, and (g) disseminate more, and more useful reference material.

Making progress on all of these fronts throughout the Sahel will require
a special managerial effort coordinated in AID/W. The appropriate place for
that is AFR/SWA and the instrument, a direct-hire Project Officer for two
years. His or her objective would be to create with the Sahel Missions a
permanently improved system and structure in which the financial management
of AID projects becomes a model of efficiency. This would encompass not
only implementation of the Project, but equally important, the coordination
of other actions to Improve AID's own management performance involving other
offices of AID and the additional activities of OICD. The several efforts
to be directed and/or coordinated, and the cooperating offices are outlined
below and discussed, in relation to J.G. and other findings, in succeeding
paragraphs.
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a. 121(d) Certification/Determination and Reporting -- Missions,
AFR/PMR, FM.

b.  Financial Management Improvement Team efforts -~ O0ICD/DPMC, FM,
Missions.

c. AID training -- PM/TD, DPMC, FM

d. Guidance to Missions -- AFR/PMR, FM, AFR/DR, PPC.

e. Development and Dissemination of Materials -- FM, PPC, OICD.
f. Mission Staffing -- AFR/PMR, FM, PM.

g+ The Project -- 0ICD, Missions, AFR/DR, AFR/PMR, FM.

h.  Project Design, Redesign and Review -- Missions, AFR/DR, PPC,
REDSO/WA.

a. 121(d) Certification/Det:rmination and Reporting

The authority to make 121(d) determinations has been delegated to the
AA/AFR on the basis of certifications made by Sahelian Migsion Directors as
Informed by their Controllers. Once a project has been certified, continual
review of certifiability will have to be undertaken bv Missions and reported
periodically to AID/W. It is possible that spot-chec.s by outside accounting
experts will be desirable so that the AA/AFR 1s assured of necessary consis-—
tency of application. Periodic reporting to the A/AID and Congress should
also continue for some time. This will apply to approximately 59 current
projects and 25 new projects over the next three years. (See Annexes A and

F-2.)

Given the diversity of circumstances in the seven countries and among
the approaches of some missions to certification, a significant load of data
gathering, sorting and synthesis can therefore be expected. It needs to be
centralized in AID/W. This will need also to be coordinated with the infor-
mation that the AA/AFR has requested from non-Sahelian/Africa missions on
the status of accountability in thelr projects.

b. Financial Management Improvement Team Efforts

The sequence of orientations and workshops vn financial management in
Sahelixn countries begun in 1981 by DPMC of USDA/OICD will continue through
September 1982 funded separately from the Project. Efforts of this type in
Mauritania in early 1983 will be financed as an integral part of the Project.
Sessions in Senegal, The Gambia, Guinea Bissau and Cape Verde will require
coordination from Washington. More important, the entire Financial Manage-—
ment Improvement effort of DPMC must be evaluated.

The questions for and lessons to be drawn from this evaluation have
importance that goes bevond an ordinary effort of this sort. For important
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assumptions and elements of the Sahel Regional Financial Management Project
are based on strategies, actions and preliminary results of the Improvement
Team's efforts. Conclusions of evaluation must be quickly and pointedly fed
into the implementation and evaluation of the Project. That is not only with
respect to similar sessions later in Mauritania, but also concerning succes-
sor workshops tentatively planned for Mali, Upper Volta and Niger, and other
project activities in all geven countries. And important information should
be forthcoming about the speed and depth of development of financial manage-
ment capability and commitment to it in the several governments which will

be important to the planning of Project interventions in the second and third
years.

c. AID Training

Project Officers ordinarily have the responsibility for administrative
approval of AID payments in projects, and in the certification process
should be the first source of information concerning implementation of AID
projects by host country institutions. It ig evident that the ability and
inclination of many Project Officers in Sahelian missions to take the lead
in supervising and appraising host country financlal management of projects
1s lacking. This not only places too heavy a burden on Controller Office
staffs, but robs the implementation and certification processes of important
insights and access.

Several factors contribute to the problem, among which are: youth and
general inexperience of many Project Officers, recruitment of Project Offi-
cers for technlcal (e.g., agronomic) expertise that can preclude management,
especially financial management experience, and an AID tradition in the Sahel
of emphasizing delivery of inputs rather than managing them -- to name three.
Although none of these conditions is liable to reverse, training in IDI and
Project Officer courses can and should now give gpecial and intensive atten-~
tion to financial management in project implementation. Development of new
course material and teaching methods needs to be informed from the experience
In the Sahel -- to date and coming during the life of this Project. PM/TD,
In cooperation with the Africa Bureau could be able to enhance this content
Ln current training efforts and mount specialized sessions as necessary.

This is related, of course, to d, e, and f, below.

d. Guidance to Migsions

AFR/SWA, 1in cooperatinn with AFR/PMR, has managed the guidance to Mis-
sions on certification procedures, and will continue to do go as this
evolves. Two problems are apparent, however, which szeem to require addi-
tional guidance from the Bureau: delineation of responsibilities between
Project Officers and Controllers, and financial management requirements in
project design and redesign. AID Inspector General Audit Report No.
0-000-82-38, "Voucher Approval: How Well Does It Work?", January 27, 1982
generallzes on a world-wide basis on the fact that the responsibllity of
Project Offlicers in AID's financial management of projects in the fileld 1is
unclear and certaln duties are perhaps not being carried out efficiently:
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Much of the controversy relates to the Project Officer's
interpretation of the review requirements. Basically,
each Project Officer decided for himself what to do.
Approvals were based on widely different reviews that,
depending on depth, added little or much to the documenta-
tion on which the authorized certifying officer could base
his finding that payment was proper.

The reason for the Project Officer's confusion is clear:
no guidelines for the approval were issued and the lan-
guage used in Handbook 19 and other Office of Financial
Management documents was contradictory. (p. 9)

The administrative process is unreliable because the nega-
tive approval "I see no reason to withhold payment," may
represent good working knowledge of a project or total
i1gnorance of what is going on in a project. There are no
minimum standards. (p. 10)

AID recognizes the problem but also that there are conflicting pressures
to accelerate payments and reduce direct—hire staff generally. Nevertheless,
for the Sahel in particular, guidance that translates handbook and other
instructions into checklists for and priorities in project monitoring by
Project Officers and their cooperation with Controllers in project and vou-
cher certification could and should be developed. This should take into
account the work loads in Sahelian missions, training and other staff
lmprovement efforts, and the dissemination of helpful materials suggegted
elsewhere in this annex. Most important, it ghould make clear where basic
monitoring of financial management of host country managed projecte lies in
the hierarchy of duties of Project Officers.

As with Handbook 19, those sections of Handbooks 3 (the old and new
versions alike) which treat project design and PP composition (Chapter 5),
and implementing documents (Chapter 9) need alsc to be elucidated and
strengthened for the Sahel. A gelective review - - PPs, Project Agreements
and Project Implementation Letters (PILs) of current Sahelian projects
indicates that inadequate attention has often been devoted to the financial
management implications of projects, and therefore to the need for project
resources to be devoted to host country project management. Financial Plans
and Budgets In PPs frequently have not separated costs of foreign exchange,
local currency, and local currency to be managed by the host governments so
that Implementation Plans, Conditions and Covenants reflect clearly the
burdens placed on governments and AID missions. In several cases during the
certification process 1t has been necessary to reconstruct existing or to
execute new PILs to spell out financial reporting requirements (for example,
to allow replenishment of advances) that should have been clear from the
beginning. TIn one case, the issuance of PILs for this important purpose has
been delayed because of differences among Mission over the correct form and
content -= no model to cover the situation heing available.
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Thus Sahel-specific additional gulidance is necessary on how financial
management 1ssues must be treated in new Project Papers or Amendments so
that they are comprehensible in this regard and approvable. The spacial
situation of new PILs being necessary so that certification is maintained
should be treated in separate guidance. Project Agreements henceforth
should move explanation of the financial management responsibilities of
governments into prominance and clearly define the division of responsibili-
ties between host goverament accounting offices and AID missions.

e. Development and Diesemination of Materials

AID training and guildance efforts suggested above will result in
materials that should be widely distributed in the Sahel. The Project and
the prior and concurrent Financial Management Improvement Team efforts also
have and will continue to produce materials, including improved versions of
the Users' Manual in English, French and Portuguese versions. These should
be useful to missions and host country institutions alike. There 13 room,
also, for special materials of a substantive nature to be developed arnd used
in the field. One example is a bi-lingual, cross-referenced glossary of
accounting terms in the French and American accounting systems, keyed to
reporting documents. Another would be more theoretical and speculative
treatments of the theory and practice of improving financilal management in
developing countries based on successful experience elsewhere (for example,
possibly, Jamaica). This would help missions and host governments to under-
stand the rationale of the Project and the long—term commitment of AID in
this field in this region.

f. Mission Staffing

Inspector General Audit Report 81-35, in its recommendation 3 states that
necessary steps should be taken to ensure that Project Officers in the
Sahelian countries understand and perform their financial monitoring respons—
Ibilities, and supplementary financial guidance should be provided to all
Project Officers. These are treated above. The same recommendacion goes on
to suggest "additional staffing where circumstances warrant.” Recommendation
2 states that AID should take the necessary steps "to ensure that gufficicnt
financial personnel are available to participate in the design and financial
monitoring of AID-financed projects in the Sahelian countries.” (p. 21)

Steps have been taken to strengthen Controller Office staff and to reduce
the proportion of vacancies in missions generally. It 1is important here to
emphasize that the need for complete mission staffs and senior controller
personnel in the Sahel will not diminish in the next several years. Con-
sidering the technically simple nature of many projects in the agricultural,
health and energy sectors in the Sahel program, consideration should perhaps
be given to recrultment of Project Officers who huve less technical and more
management expertise and Interest. To reduce the burden of financlal manage-
ment regsponsibilities of Project Officers responsible for more than one
project, consultant teams, PVOs and other extermnal implementing agencies
should probably also be encouraged to add financial management personnel.
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g« The Project

Inspector General Audit Report 81-35 recommends that development of a
comprehensive financial training program for the Sahelian countries be con-
sldered (Recommendation 1), and that AID consider "programming technical
assistance for financlal management in those AID projects involving signi-
ficant sums of local currencies,” (Recommendation 4, p. 21). The Project
1s designed to serve both of these needs in a controlled fashion. In addi-
tlon to specific technical assistance in financial management being built
into existing and new projects, technical assistance provided under the
Project will improve finaincial management widely across the project port-
folio in the Sahel. And it will do so in a form that gradually trains large
numbers of host country managers in increasingly sophisticated techniques
that should have lasting impact. The blend, timing and complexity of this
process across seven countries, and the relationship of the Project's acti-
vities to other Mission and AID/W endeavors in this field call for intensive
supervision of the Project by a Project Officer in AID/W.

h. Project Design, Redesign and Review

Suggestions concerning provision of guidance to missions in d., above
referred to the design and redesign of projects in the Sahel. For guidance
to be worthwhile, follow-up and consistency in AID/W will be necegsary. It
should be assured that project design teams contain expertise on financial
management and on project budgeting with respect to local currency use. In
Project Papers, Implementation, Financial and Monitoring Plans should be
seen explicitly to take into account financial managew>nt issues in all new
and redesigned projects.

These 1ssues not only involve host country institutional capacity and
possible need for assistance, as well as explicit budgeting and division of
responsibilities, but also the needs of AID specifically in project implemen-
tation. AID Auditor General Audit Report No. 81-20, "Improvements Neaded in
Management of AID/W Projects"” (November 26, 1980, p. 7 and passim) emphasizes
the need for better monitoring plans to "allow management to review and
approve the level of monitoring and provide an cverview of monitoring.” This
report, while limited to AID/W pivojects, has applicability in the Sahel. It
further suggests that "operating managers be required to assure that project
monitoring responsibilities are considered in evaluating the performance of
Project Officers,” which bears on needed guidance discussed in d. above.

It 1s at the PID review stage that AID/W 1is most concerned with projact
design and redesign, as delegatinsns of authority to missions for approval of
projects 1s increasingly a fact of life. As long as Section 121(d) 1is in
effect, however, considerable AILD/W responsibility on this one matter can te
expected to continue. That is because the ianguage of the law states that
the Administrator must determine before new obligations that the foreign
government will maintain an adequate system of accounts. Project design
must assure this.
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So at the very lecst, PIDs must be reviewed as to their plana for treat-
ing this facet of project design and implementation. So long as the AA/AFR
retains authority to make the 121(d) determination, his doing so would pre-
sumably have to occur before project approval and then obligation in the
field occurs. In this case it will be necessary to provide guidance to Mis-
sions concerning the information contained in a PP which bears on 121(d)
determination. The ingredients of this might include the following: (a)
summary of relevant administrative analysis, (b) outlines of implementation
and monitoring plans, (c) budget breakout of local currency and its handling,
indicating degree of 121(d) applicability, and (d) indications of the
reassuring language in this regard to be included in the Project Agreement
and initial PILS.
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ANNEX H-1

ACCOUNTING, FINANCIAL MANAGEMENT, AND PROGRAM MANAGEMENT

The deficiencies in host country accounting for A.I.D. local currency
funds have been described in numerous audit and evaluation reports. The
problem was and still is real. Much effort over the past year has lLeen ex-
pended in identifying and putting solutions in place. Short term technical
assistance has been provided, training and motivating workshops were held and
an accounting users manual was prepared. Mission otaffs, principally the
Controllers with assistance from project officers and program officers, have,
devoted great effort to working with host country project managers aud
accountants. As a result of all these actions, the initial short-term prob-
lem has basically been solved: most projects are again operational. But what
of the future? First and most importantly, the gains already roalized must
be solidified and accepted by Missions and host countries as permanent ele~
ments in the AID Sahel program. 1In addition, existing projects not yet meet-
ing adequate accountability standards must be brought up to speed.

Although the Mission staffs have made impressive strides in dealing with
the accountability issue, additional assistance will be needed in the future.
With the small staffs in the Sahel Missions, the proportion of time devoted
recently to financial accountability issues -- at the expense of other
matters -— cannot be sustained. Migsious in the Sahel, with present resource
levels, cannot maintain these efforts; yet they cannot afford to ignore the
problem. A response must be incorporated into their program planning and
implementation processes.

In the design stage, Missions need to be cognizant of the status of the
recipient institution's accounting system and capability. Where questions
exist, specific project inputs should be included for strengthening that
capability to at least minimum accountability standards.

This interest in financial management should be continued throughout the
entire implementation cycle, be included in the monitoring responsibilities
of USAID Project Officers, and be a discrete element in project evaluations.

The Sahel Reglonal Financial Management Project 18 designed to assist
Mission financial management improvement efforts over the mid-term -- to
fill the gap between the earlier certification efforts of Mission Controllers
plus the pre-project accounting workshops, and the longer-term efforts to be
built into each new AID project.

To accomplish this mid~term objective, the Project will finance technical

assistance and training experts to be assigned in five Sahel countries for a
twenty-four month period. In addition, short-term specialized financial
management and training expertise and training materials will be made avail-
able to all seven Sahel countries to help continue and advance the improve-
ment efforts begun by the Missions.
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These inputs are directed at improvement of financial management perfor-
mance, particularly for those projects which involve AID-financed local
currency costs. But what are the financial management objectives, how can
they be defined, and how does one determine the appropriate level of concern
and efforts towards improvement?

Financial Management objectives can be identified at three levels:

1. Basic accountability,

2. Financial Management Improvement.

3.  Project/Program Management.

1. Basic accourntzhility, as used in this annex and in the Project
Paper, involves the allocation and tracking of funds and the general

accounting functions of recording and reporting financial transactions.
These functions include the following:

- Cash management, especially control.
- Processing payments.

- Recording of transactions.

- Payrolling of employees.

- Establishing internal controls.

- Summarizing transactions.

- Reporting.

2. Financial management improvement functions can be divided into two
general categories: financfal control, and financial systems and analysis.

Pinancial control functions complement the basiec accountability func-
tions, and involve budget preparation and monitoring, and the control of
resources including personnel, inventory and supplies, and monies. This
group of functions includes:

- Budget preparation - the use of valid financial data to determine
money required for operations.

- Budget execution - tracking the actual expenditure of funds against
budget line {tems.

- Funds contrcl - ensuring that funds are used in accordance with the
budget, with a system to identify and adjust to problem situations.

- Property control.



Financial Systems and Analysis involves the use of information produced
by the accounting and control system for problem-solving and decision-making.
This group of functions includes:

- Financial forecasting.
- Cost accounting.
- Financial analysis,

- Speclal cost/financial studies.

- Systems analysis.

- Reporting.

- Decision making.

3. Program Management involves the integration and use for policy formu-
lation and action decislons of the information available through the finan-~

clal management system and the program monitoring system. This group of
functions includes:

- Preparation of work plans, integrating financial inputs with other
project elements.

- Program analysis, analyzing the causes of problems, ways of
improving operations, solving problems.

- Program control, measuring specific indicators of prcgress (again,
integrated with financial indicators).

- Reporting of program status, progress and problems in meeting
program objectives.

- Decision making, based on the information, analysis, and reporting
outputs.

At this point, one of the operating assumptions of the Project should be
stated: while the establishment of basic accounting functions 18 a require-
ment for the continued operation of AID programs in the Sah-1, the introduc-
tion and/or improvement of the broader financial and program management
element is highly desirable. This Project 18 viewed as an opportunity to
advance these capabilities because of the special circumstances which exist
In the Sahel as a result of the financial improvement efforts to date.

General criteria for determining the financial nansgement level at which
AID and host countries should aim include the following:
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Host Country Commitment

- Commitment to meeting A.I.D. regulations.
- Commitment to financial control.
- Commitment to management development.

The Host Country Commitment is one of the most critical factors for
selecting the appropriate level for financial management efforts. If there
1s a full commitment by the implementing organization to improved financial
practices, it is possible to promote financial and program management. Where
the host country institution is simply meeting AID requirements to obtain
funding and assistance, focus only on the basic accounting functions would
be appropriate; without greater commitment, any attempt to implement improved
financial and program management practices would probably be unguccessful.

AID Objectives

- Overall AID program objectives.
- Scope of the specific project.
- Size of the AID contribution.

Overall AID program objectives in a country or Ministry could be a major
factor in selecting the appropriate level for attention and improvement
efforts. 1In some instances, the building of institutional capabilities is a
prioricy concern and critical to program success, such as in large sector-
wide programs in which it is desirable to achieve improved program manage-
ment, including the integration of financial managem2nt into the program/
project design, implementation and evaluation processes. In other casea,
ingtitutlon-building may be of little concern and would involve substantial
trade offs in actual program outputs, in which case basic accountability
improvements may be sufficient. The program management objectives of AID
are generally incorporated into the design of individual projects but need
to be given added attention, reflecting the experience and perfermance in
past projects.

The scope of the specific project 1s another important factor. In the
case of small projects with limited time horizons and limited personnel,
there may be little need to go beyond the basic accountability level of
effort. 1In the case of large and comprehensive projects, there 1s greater
need for achieving higher levels of lmproved financial and program manage-
ment and more justification for the contribution of additional resources
required to achieve those levels. As an example, the Livestock Sector
Project and the Haute Vallee Project in Malil are comprehensive projects in
which management improvement can and should be a ma jor component.

The size of the AID Contribution *to the project is a further determinant
of an appropriate strategy. In some instances, A.I.D. plays a minimal role
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in the total project funding, in which case basic accountability may be the
appropriate level for A.I.D. attention. In other projects, AID may be a
significant funding soutrce providing the impetus for attention to broader
financial or program management efforts. It often may be necessary to build
specific inputs into the project design to develop and maintain institutional
capacities to handle development assistance competently.

The stage of project implementation should be a factor —- 1f the project
18 in its final stages there may be little reason to devote resources to fur-
ther financial management improvements.

Having defined in general terms the three levels of financial and program
management objectives, and general criteria for determining the appropriate
level for AID attention in specific projects, it would be useful to examine
briefly some measures of readiness of 1 project management team to move from
one level to the next.

It is essential, of course, that competency at the first level, basic
accountability, be achieved and sustained for all AID-financed projects.,
Although basic accountability at a point in 1982 has been achieved for most
projecte in the Sahel countries which have AID-financed local currency
inputs, continued attention must be devoted to ensure that it is maintained.
This can be measured in two general ways: (1) the review of financial
reports submitted by Project Managers and project accountants; and (2) peri~
odic fleld visits to project accounting stations to examine and test~check
the accounting records and systems.

It should be noted that certification of the adequacy of accountability
1s a USAID Controller function, not to be assumed by the financial experts
assigned under the Sahel Regional Financial Management Project. It is impor-
tant that these experts not be viewed as auditors -- their role should be to
help design and install accounting systems needed for adequate accountability
and play a technical assistance role with host country Project Managers and
thelr staffs.

If the basic accountability level is achieved and sustained, under what
conditions can and/or should the project management team be motivated to move
thelr interest and attention to broader financial management activitiesg?
Several criteria should be met:

(1) An expressed, real interest of the Host Country Project Manager in
using financial information for helping his project meet its objectives.
Assegsment of the valldity of and reasons for this interest will be an
Important factor in determ!ing the utility of devoting resources to this
broader focus.

(2) The professional capabllity of the project accountant or financial
manager. If not technically ready to move beyond the basic accountability
sphere, training opportunities could be iden:ified and initiated to upgrade
his or her skill level. If potential of the accountant is questionable, yet
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other project factors are favorable, a decision may need to be taken to
replace that accountant.

(3) The type of project. As noted above under general criteria, not
all projects deserve the time, attention and costs involved in a full-fledged
effort to instill broad financial management principles and practices such
as unit cost analyses, and developing systems to identify and calculate the
impact of financial inputs on program outputs (1.e., the use of purchased,
manufactured components to replace lahor-intensive methods in a specific
project operation).

It should be expected that with the extensive technical assistance being
provided under the Sahel Regional Financial Managemant Project, most if not
all projects with AID-financed local currency inputs will receive attention
and achieve improved financial management beyond the basic accountability
objective.

It should also bms expected that during the life of this Project, some
Project Managers and their "teams" will be motivated and assisted in the use
of financial information for broader program management purposes. Again,
however, basic accountability requirements must be achieved and sustained —-
as attested to by the USAID Controller -~ before the time and attention of
the technical assistance experts or the project mansgement "teams" are ex-
tended to these broaders issues and opportunities. In addition to the other
general criteria for identifying those projects and project teams suscept-
1ble to program management initiatives (strong interest, expressed and real,
on the part of the Host Country Project Managers, scope and nature of the
project and its implementation stage), other factors may be considered, inter
alia: geographic location of the project in the country, AID's interest in
the project from the standpoint of replicability of program management im-
provements throughout the region, and specific management skills and interest
among the members of the project team.
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ANNEX H=-2

TRAINING ANALYSIS

The financial management improvement effort has been initiated by AID and
18 being carried out through the collaborative efforts of the Office of Sahel
and West Africa (APR/SWA), Financial Management (PM), and the USAID Missions
in the Sahelian countries of Upper Volta, Mali, Niger, Senegal, Gambia, Cape
Verde, Guinea-Bissau and Mauritania.

The Development Project Management Center (DPMC) of the Office of Inter-—
national Cooperation and Development of USDA has been contracted to carry out
many of the activities to date, from participation in the initial study team
to certification and project workshops. DPMC was initially created in USDA
by AID's Office of Rural Development and Developmrnt Administration of the
Bureau of Science & Technology (S&T/RAD). DPMC's purpogse 18 to promote
improved management effectiveness in LDC institutions. This 18 carried out
through a range of activities, including syst-ms design, training, organiza-
tion development, and consultation designed at improved planning, implementa-
tion, evaluation and management of development activities.

A financial management improvement team was sent in early 1981 to examine
the problems and recommend strategies and implementation steps to overcome
deficiencies in accounting for AID-sponsored local currency funds in both
bilateral and regional institutional support projects. The proposed strategy
1s based upon two components:

. a basic financial system based upoun fund accounting and management;
and

. action-oriented training of project staff to solve financial manage-
ment and accountabilicy problems and to develop and maintain ade-
quate financlal management systems.

The team identified levels of financial management which may be achieved
under different circumstances.

Level 1: Financial accountability for USAID funds adequate to meet AID
audit requirements.

Level 2: Financlal control and integration of development resources
under basic financial accountability and management systems,
including funds of other donors and local project monies.

Level 3: Comprehensive financial management for irmgroved organizational
management, moving beyond auditing and resource control to
managerial accounting relevant to other managerial functions.

A number of initfatives have been undertaken by 2ID under the sponsor-
ship of the Office of Sahel and West Africa. Activities to date include:
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Design of a basic fund accounting and management system.

Development of a User's Manual to explain requirements for account-
ability of local currency AID funds and the basic model of an
accounting system.

An experimental workshop for Sahelian students in the U.S. to test
training materlals and approaches.

Certification of host country project accounting systems to estab-
lish adequaten«ss of accountability,

Orientations and financial management workshops conducted by a
financial management imorovement team with USAIDs and host insti-
tutions to achieve improved financial accountability and to create
financial management improvement plans.

Design of a long-term project as an intensive effort to improve
financial and program management performance of Sahelian
institutions.

From the experience of the effort to date, some central conclusions can
be drawn about the appropriateness and ef-<ectiveness of this strategy.

Fund accounting and management is adequate for effective financial
management improvement. It is similar to existing practices, does
not require the competence of maintenance of a full double-entry
system, and is easily adaptable to a wide variety of project
situations.

The model accounting system 18 not to be "installed”, but 1s used to
assist in the evaluation, modification, establishment and main-
tenance of existing or proposed accounting systems.

The basic system can be used for simple financial reporting and
control which meets the needs of the donors as well as host country
project managers.

The system can be upgraded as an organization's needs become greater
and they become more familiar with financial management and improved
project and program management.

In achieving adequate, appropriate accounting systems in project
organizations, the development process is as important as the tech-
nical characteristics of the system.

Certiflcation requires finding a "starting point" on problem proj-
ects as well as examining the system capabilities and 18 best car-
ried out with the help of financial consultants who will work with
the project staff.

H-2-2



. Improving financial accountability and management is an organi-
zational change process which must involve not only accountants, but
also administrators and project managers.

. Project working groups on real projects, through an action-oriented
training and consultation process aimed at problem solving for
financial accountubility and management, become committed to the
improvement and participate in redesign and implementation of the
changes.

. Financial management improvement is most effective when a combina-
tion of measures involving certification, systems redesign, consul-
tation, training and organization development is carried out, rather
than only one of the measures.

' If financial accountability is seen as an externally imposed require-
ment solely, with little interest or benefits for the project team,
it is unlikely to lead to improved management.

. Level 1, if properly achieved with project working group participa~
tion, can be the basis for a commitment to more comprehensive
management improvement.

An action-training workshop 1s a learning activity where individuals or
groups with specific work responsibilities explore their job problems and
opportunities; are exposed to new knowledge and techniques potentially useful
on their job; and are given a chance to apply the new knowledge and techni-
ques to their job tasks in a non-threatening, encouraging environment.

Exploration of Job Problems and Opportunities

The workshop 1s suitable where the participants have a defined set of
Job responsibilities.

(1) The individual approach where the skills and knowledge of indivi-
duals are the focus.

(2) The operating group approach where the skills of members of a group
are closely interrelated and the learning context includes these

Interrelations.

The workshops of the Financial Lanagement Improvement Team are a mix of
these two approaches.

The methodology of the workshop consists of the following:

(1) Prior determinatior of the needs of the responsible organizations in
consultation with officials.

(2) Workshop focus on skills and kuowledge and perceptions required for
the job based on the actual conditious and procedures used on the
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job and application by participants first to simulated job tasks and
then to actual job tasks.

(3) Ample opportunity for each participant to test and integrate their
previous knowledge, ideas and perceptions with those introduced by
their colleagues and resource people.

Because actlon-training workshops are designed to prepare participants to
operate on the job, the techniques and procedures pregsented must have the
active approval of and shared responsibility of the operating organization.
The two workshops held to date have highlighted discrepancies between the
materials and actual Mission practice that point to the need for resolution.

Aclhiieving Improved Financial Management

The task of initiating a system that provides minimum accountability is
seen a8 a jolnt effort of the USAID Mission and the host government, but the
team believes that host government agancies should have the pre-eminent role.

The immediate objective is to bring the accounting records and procedures
for local currency up to AID minimum accountability standards. The short-
term effort should lay the basis for the more ambitious goal of helping host
government agencies improve their ability to manage programs and projects.
The real development pay-off is when managers use financial information for
management purposes —- not strictly control of meeting donor requirements,
but monitoring, evaluating, re-planning and carrying out corrective
activities.

The foundations for achieving higher levels of improved financial manage-
ment are being laid by establishing adequate accounting systems and by the
actlon-training processes being used. Project managers are introduced to use
of firancial data for management. Management decisions are discussed, e.g.:

How much money {s available by category of expenditure?
What work must be accomplished and by what time? How much
money has been spent in each category? Have expenditures
been "reasonable” for what is accomplished? Compared to
an ideal cost? Compared to plans? What is left to spend?
Considering what must be done and remaining funds, are
plans realistic? Must changes be made in allocations of
expenditure categories? Must changes be made in the plans
-- do less, more, or differently? For any change, how
should remaining funds, and other regources, be allocatied?
Can any commitments be de-obligated and made avallable for
other necessary activities?

Managers are shown how adequate accounting systems provide useful finan-
clal daca for these decisions, according to basic categories: funds to be
received; funds actually rcceived; funds committed; and funds actually spent.
This information is related to specific functions and documents of the
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accounting system -~ the Donor Receivable Account, the Frcumbrance Journal,
the Cash Receipts and Disbursements Journal.

As managers grasp the usefulness of sound financial accounting data,
their commitment to implementation of adequate systems becomes firm. The
movement toward more comprehensive improvements begins as they learn to use
the basic systems and see the practical values for their management tasks.,
In this way, financial management improvement has sound theoretical and
proven experiential foundations for practical application within the real
organizational context.
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Introduction

The problems of the Sahel region of West Africa (Senegal, Mauritania,
Mali, Upper Volta, Niger, Gambia and Cape Verde*) have been well documented
since the advent of the disastrous drought and the aftermath of increased de-
velopment assistance. In order to typify the harsh living conditions faced
by Sahelian citizens, it is sufficient to note that the Physical Quality of
Life Index (PQLI) for the region is 18 compared with an LDC average of 40; a
world average of 65 and the U.S. index of 95. (Source: Overseas Development
Council, 1978.) The U.5. Agency for International Development program is
carried out within the context of the regional goals cutlined by the Comite
Permanent Interetats de Lutte Contre la Secheresse dans le Sahel (CILSS)
emphasizes agricultural production and rural development.,

This project can be characterized as one of human resgource development,
as 1t will increase the number of persons available to the Sahelian states
to perform financial management tasks. Since thesge persons are already
involved in implementing USAID programs in agriculture, rural development,
health and human resources, the benefits will be felt in better aanagement
in all the sectors funded by USAID.

The problem of maintaining adequate financial management systems in the
Sahel is closely tied to the lack of skilled persons available in all tech-
nical fields. Most countries have literacy rates of 10 percent or less and
are struggling to meet expanding human resource needs. This project will
1nvolve existing host government personnel and provide them with the addi-
tional practical on-the-job and other training which will allow them to
manage the limited financial and human resources at their disposal more
efficiently and to meet the increasing requests of both CILSS and development:
assistance donors for financial management information.

The project does not propose training more individuals in higher educa-
tion institutions, but draws on persons already trained and adds to their
skills. It is not contributing to an increase in public employment as the
persons to be trained are already working for the host governments as project
managers and accountants.

As the Sahelian governments seek to meet the goal expressed through
CILSS of providing for the economic and social needs of the region self-
sufficiently by the year 2000, the commitment to increase management skills
concerning both programs and finance becomes crucial.

Soclo~Cultural Context

Interviews conducted by the project design team in countries determined

to require long-term technical assistance under this rroject revealed that
host country project managers and their accountants are eager to develop

k  Chad, usually considered to be Sahelian is not treated in this paper, as
there i8 no active USAID program there at present.
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financial management skills. In two countries (Upper Volta and Niger) where
pre-project workshops on basic accounting for AID funds had been held,
interest was high in continued on-the-job follow-up to insure appropriate
application of the skills learned. Project managers were also interested in
training on how to apply financial management skills to project planning and
implementation. Additional training opportunities ("recyclage") are scarce
once accounting training is completed, and the possibility of increasing
skills in on-the-job situations was looked on favorably. Donor attention to
accounting practice and the use of financial management information can serve
as a means to increasing the status of accountants in the region. Project
managers (host-country) generally endorsed the use of a technical assistance
team which could work with the management group of a project directly. This
ability to provide a "critical mass” of persons working to improve management
was viewed as a more effective method of initiating change and progress in
financial management practice. A clear preference was stated throughout the
region for practical versus academic technical assistance and training.

Goverament support for improved accountability varies in the region.
Niger, for instance, practices very tight internal financial controls which
are at least as stringent as those required by USAID. Support for improved
financial management is evident in the top levels of the Upper Voltan govern-
ment as well as with special units created within ministries to improve
financial management (e.g. Ministry of Plan and Ministry of Rural Develop-
ment). The Malian government has expressed to USAID its willingness to
Institute better financial management practice and is willing to support
initiatives in this field. Senegal has undertaken reforms to improve man-
agement in all realms involving development assistance, including national
development objectives, para-statal enterprise performance, accountability
improvement of the education system to meet current needs, and installing
better management systems. The Government of The Gambia has stated that
strengthening of financial management and control is a crucial strategy for
achieving the objectives of their development plan.

The governmental setting in which this project must operate 1s therefore
positive and should pose no obstacles to its implementation. While extended
family pressures on project management to allocate funds to non-project uses
is a factor throughout West Africa, 1t would be unfair to generalize that
this socio-cultural phenomenon precludes effective project management. Where
government support for accountability is strong, the project managev has the
legal and administrative basis to resist under pressure. Donor disbursement
standards, once communicated clearly, can also reinforce government policies
in this regard.

The PP design team has concluded that the soclo-cultural as well as poli-
tical context for the maintenance of adequate accountability standards and

the improvement of financial management in the region is positive.
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Beneficiaries

The direct beneficiaries of the proposed project will be the 390* prcject
management /personnel project accountants who will be receiving the additional
on-the~job training and specialized short courses. At the end of the project
these people will form a core of personnel available to the host governments
of the region for continued work with USAID and other donors. In addition
these persons will be in a position to assist their respective ministries and
organizations with better financial management at all levels of government
but especially the crucial middle management stratum.

The indirect beneficiaries will be the beneficiaries of all USAID proj-
ects in : -~ region, both actual and proposed. These persons should be able
to experien. ' less delay in service delivery in the projects designed to
benefit them. Since transfer of resources has been slow in the Sahel (wit=—
ness the amount of dollars in the pipeline) due to project implementation and
absorptive capacity prcblems, improved financial management practice gshould
lead to improved resource flow to the beneficiaries and fewer delays in pro-
grams due to accountability problems,

Participation

The approach to the financial management strategy has been collaborative
with host government officials and project managers consulted throughout the
design process. Where training workshops have already been held, dialogue
on future financial management needs was even more productive. The team
approach to technical assistance and short-term training will insure that
this collaboration continues. The project strategy was drawn directly from
the suggestions of the host government project managers and accountants and
thelr continued participation is a key element in the project design.

Feasibility

Project implementation relies on several factors including availability
of personnel and the selection of an appropriate institutional locus for the
proposed project activities.

The project design requires the recruitment of a minimal number of ex-
patriate technical experts in financisl manzgement. Current employment
conditions in the United States should make the recruitment of competent
French speaking technicians less problematic than in the past. The design
team has already identified public and private sector resources to draw on
in this recruitment.

The recruitment potential for Sahelians with advanced accounting and
financial management background was carefully examined in each country
requiring long-term technical asgsistance. Sources for recruitment have been

* Calculated for all project accounting centers and a minimum of two from
Project management per project plus 25 percent for attrition.
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1dentified in the privaie sector in Upper Volta, Niger and Senegal. In Mali,
where this sector is smaller, possibilities still exist among persons cur-
rently teaching financial management in Bamako. Returning nationals from
overseas training are also being considered as sources of trained technical
personnel. Malian government specialists in accounting and financial manage-
ment could also be requested for gecondement to the project. A core group of
professionals exists in each country who would welcome the opportunity to be
involved in this project either full-time or part-time. {See Annex H-2.)

Considerable information was collected on institutional capabilities in
the Sahel as part of the design process. Basic accounting courses while not
abundant were judged adequate to meet the present demands for accountants in
these countries.

Accountants themselves have been taking steps through the African
Accounting Council to improve accounting standards and encourage training in
accountancy. More information will become available on the planned activi-
ties of this council in the Sahel region as it represents a further means of
diffusing the institution-building activities of the project. A primary goal
of the Council is to facilitate the flow of management information in Africa.
The yearly symposium of the organization held in Nigeria in May included
inter-continental cooperation in accounting and responsibility of accounts.

At the level of financial management fewer opportunities exist but there
are several possible governmental or semi-governmental institutions available
in each country to serve as loci for technical assistance and training. (See
Annex H-2.)

The selection of the institutional locus of project inputs in each coun-
try has been made by individual USAID Missions according to circumstances and
requirements as they see them. Upper Volta has stated a preference for the
Direction de Controle de la Gestion, in the Ministry of Rural Development. A
ma jority of USAID programs are located in the MRD and 1t is more accessible
to the USAID. 1In Mali and Niger, the Missions expressed the wish to have
the selection of an institution included among the initial project activities
with appropriate short-term assistance provided to complete the task.

Several possibilities in each of these countries have been identified. In
Senegal, the logical choice for short-term training appears to be the Ecole
Superieure de Gestion des Entreprises (ESGE) which draws students from both
public and private sectors. For training in rural areas, the Ecole Nationale
d'Economie Appliquee (ENEA) is the most appropriate cholce. USAID is financ~
ing a rural management program with ENEA (682-0266) to begin in the near
future.

Impact

Contingent upon continued effective collaboration between USAID Missions
and host governments, the impact of the project should be to improve greatly
the capacity of Sahellan government inskitutions to manage the financial re-
sources provided by AID and other dunors as well as their own funds. This
should reduce tension concerning accountability issues where it exists and
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lead to better management of development and development assistance programs
in the future. No negative impact on the Sahelian population is foreseen in
this project as no local populations will be required to make any social or
physical changes in order to implement the project.

Issues

Key 1ssues affecting the success of this project are outlined in the
assumptions column of the Logical Framework Matrix (Annex B). They are
elaborated here to describe the elements external to the project design
which are deemed relevant to achieving the objectives.

Donor and Regional Support. Major development assistance donors through the
Club du Sahel have been encouraging the Sahelian governments to improve
management practices and accountability standards. The World Bank is
financing large management programs (e.g. in Niger, Senegal and The Gambia),
If this support continues 1t will reinforce the concern of other donors such
as the United States and provide incentive to the Sahelian governments in
developing management capability. This 18 a reversal of trends in donor
assistance which previously concentrated on transfer of resources alone
without taking all aspects of absorptive capacity seriously. (See Annex F,
Economlc Analysis.)

Host government support. In addition to participating in technical
assistance programs for finanecial management, host governments must show
strong policy support for accountability performance. This is already 1in
practice in Niger and policy decisions by government in Upper Volta, Senegal
and The Gambia reflect their concern. Without top government support for
responsible project management, initiatives to improve financial management
skills willl be weakened couziderably.

USAID management practice. The findings of the design team fully support
the Recommendation No. 3 of the Auditor General's report 81-35, "Problems in
Host Country Accounting for Utilization of AID funds in the Sahel."

It states:
The Assistant Administrator, Bureau for Africa, take the
necessary steps to ensure that Project Officers in the
Sahelian countries understand and perform their financial
monitoring responsibilities, Supplementary financial
guldance should be provided to all Project Officers and
additional staffing where circumstances warrant.

Without ensuring high levels of competence on tha part of AID Project
Officers In communicating AID flnancial management requirements, the effects
of technical assistance to Individual projects will be greatly reduced.
‘“imely and accurate communication 1s a key component of project success.

The project also assumes that financial management skills learned in
connection with AID projects are transferrable to other donor situations.
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Since project managers in many instances view AID requirements as more rigo-
rous, this transferrability would seem adequate for accountability purposes.

The findings of the design team also support Recommendation 2 of the
above naned report which points to the need for sufficlent financial manage-
ment personnel in USAID Missions to ensure appropriate monitoring.

rroject Strategy. The design has assumed that the technical assistance
levels proposed will adequately supplement an effective and fully staffed
USAID controller operation in selected countries. It also assumes that the
emphasis on practical training in the context of each project supplemented
with additional workshop-type seminars will be the best means of improving
financial management practice in a short time period. This strategy reflects
both training c¢xnerience and the assistance requested by host government per-
sonnel. It assumes that evidence which suggests that basic accounting train-
ing in each country 1s available and adequate 18 correct.

Status of Financial Management Professionals.

It 1s hoped that increased donor attention in this field will contribute
to increasing the status of accounting and financial management professionals
in the region. Improved employment opportunitles and increased governmment
concern for accounting can help to interest Sahelians to seeit skills and
training in this field and away from other over-burdened public employment
job categories. This improvement of status 1s also dependent on increasing
private sector demand for accountants and government response to this demand.

Effect on Women

Women will participate in this project and benefit from it to the extent
that they are already involved in ongoing projects in the Sahel region. Cer-
tain projects have women accountants and project managers. These persons
will be involved with the long-~term technical assistance efforts and will
participate in short-term training made available to each Mission.
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