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EXELCU'2IVE SUNNMAIY
 

'1e1 rlan... ±cuit. Applica Research P'ruject is an attempt to 
more Lully expLoit Morocco's fooo production potential. The purpose
of the project is to 
(a) aevelop an applieu agronomic research
 
program inrorcer to increase cereal, legume and forage crop

production,, Z.iu (b) pertorm socio-economic research so that

ettective extension programs can be developed to distribute the

agronomic research results to 
the arylana farmers.
 

Funuiny tor tlie project consists of a $4.5 million grant from the

U.S., ari a $3.4 million input Dy the Government of Morocco (GOM).
The U.S. tunds are being used 
to finance technical assistance,

agricultural machinery, ana training for Moroccan staff. 
 The

project began in August 1978, with an expected completion date of
 
September 1984. 

Purpose and Scope
 

The purpose of our audit was to determine whether (a) AID provided

resources were ettectively and efficiently utilized, (b) laws and

regulations were complied with, (c) project objectives were being

met, (ci) 
 technical assistance personnel performed satisfactorily,

and (e) USAID/Morocco adequately supervised the project.
 

Finuings, Conclusions and Recommendations
 

The project accomplished very little in 
the four years since the

project agreement was signed. The principle 
reasons tor the lack of
 
progress were:
 

-
 Poor technical assistance contractor performance (pages 8 to 11).
 

- Insutticient tainall for research resuics 
(page 2).
 

- Delays in sending participants for long term training (pages 12 
to 14). 

- Failure to aevelop comprehensive research plans (pages 6 and 7).
 

The projects' 
tuture looks somewhat brighter with new technical

assistance people due to arrive, and numerous participants receiving

English training prior to departing to the U.S. To help ensure that

this new phase of project activitiy receives proper direction and
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oversight, we recommended that USAID/Morocco amend the technical
 
assistance contractors scope of work, establish new timeframes for
 
preparing research plans, and adopt an 
agressive monitoring plan to
 
oversee the future course of the project (pages 9 and 10).
 

'Ihe report uiscusses additional problem areas which will have to be
 
addressed by USAID/',orocco. Recomnienaations were made to ensure
 
that: 

- Project funds are used only for project related training 

(page 11). 

- Fly America Act provisions are achered to (page 11). 

- Controls ovur project equipment and spare parts are strengthened 
(page 12). 

- 'ihe GUN meets project commitments (page 14). 

- Social/economic stucies for the project receives clarification
 
(page 15).
 

This report also auresses an across the boaro problem concerning

the tailure of host governments to aaequately time phase appointment

of counterparts ana departure/return dates of participants. Several
 
recent aucits we performed disclosed that the host governments

failure to provide counterparts and participants as planned was (a)

eroding the etfectiveness of technical assistance personnel, (b)
disrupting the timephasing of project activities, and (c) curtailing

institution building. A recommendation is made to PPC/PDPR to
 
explore methods of building a stronger mechanism into project design

to ensure that host governments furnish qualified personnel before
 
technical assistance teams are brought on board (pages 3 to 5}.
 

At tiie conclusion of our audit our 
findinqs were discussed with
 
pertinent USAID/Norocco personnel. A dr.At report was also
 
transmitted to USAID/Morocco. Their comments during our exit
 
conference and in response 
to our draft report were ouly considered,
 
anu where pertinent have been incluaed in this report. 

Our draft comments on the neea for a stronger mechanism to ensure 
that host governments provide counterparts and participants at the 
proper time were transmitteu to PPC/PDPl by caole. We did not 
receive comments from PPC/PDPR on that section of our report. 

ii 



bACKGROU tb
 

Agriculture is the mainstay o1 the f.oroccan economy. About one halt 
of Morocco's population ol 18 million uepena on farming for a
 
fivelincou. in spite of this heavy concentration on agriculture,
 
tsorocco continues to be a toou yrain ueticit country.
 

Impurtatior; o tlow,: is a major ractor cuntriiiuting to Norocco's 
ccoo:ic prc,:,le:vs. Consequently one or ti.u G',;verrment uL iiorocco ' 
(;il.j's) ni~j;iict !,r-' is
orities incrLased &ioou selt-SutLiciency.

UbAlb/-iorocco'. ucvelopriiet Jtr,.teqy supports 
thi!. priority by

.uoncentratincj input.n or, .oou production.
 

., ;AL;iorocco n r. or ci forts to increase 1,oC- 1prouuction is 
tze Lryl.r., i icu tiz. ;i ci V_ ';'zizca Project (1:o. 608-0136).
'ii.(; ur j:ouc tt;[:- u toU, L ,tCt is ,i..*vclop an appi research
 
j.ruyrarp ii. vruer to iricrvcse cerF-- i, lccu::,e aic, ft r !iie crop

[rouuction in the rainifed areas, ano to c(,ntrioute to the extension 

ol techniques uevelopea. The project lIso intcc:; to create a 
permanerit capcit.y within the GOM ror agjro-economilc anu 
:1ocio-economic researcli oy trainir.i; r.croccarn pL'rsonnc:J. t.o continue
 
i:i ucv'3loping the program. 

Ine projeut, beingj implementec ny thie Institut National ae la 
Pechercne Agronumique (INRA) has five components. An agro-economic 
re.;earcn component was to aetermii.e the proouction methods best
a(oapted to fioroccai, aqriculture wrhere annual rainfall averages 325
 
rliI to 450 mm. A socio-economic research component was included to
 
yaui a better unuerstanuin9 of the attitude of farmers so that
 
production methods coula be structurec in a manner 
most acceptable

to the tarmers. Another component was to contribute to agricultural

extensior. so that the research results coulci be uelivereo to the
 
Larmers. Aria Linally, training ano 
pha:ses ot execution components.
 

Funcing for the project consists of a $U.S. 4.5 million grant from
 
AID and $3.4 million to be proviuec by the GOI,. The AID funds are
 
to be use to 
finance technical assistance, agricultural machinery
 
and related equipment, and train Moroccan staff. The project
 
agreement was signea in Auqust 1978, and 
the project completion date
 
is Septemour 19b4.
 

PURPOSh AND SCOPE
 

The purpose of'our audit was to determine whether (a) the
 
implementing agency of the GOM (INRA) effectively and efficiently

used AID provided resources, (b) applicable laws and regulations
 
were complied with, (c) the project was meeting 
its objectives as
 
stated in project documentation, (d) AlD funds were properly
 



,:.o~o;:: ',i, :;,, rr L :, .. ,..: r ie a Int r n z!tionr.a I gr icuL It urec 
.,:.,:,rr.... ( : , ,.,-,i ., ~ii-; u . n c, ( --,.Lract, ' ,:''. - i . ,.ptt ] ., n : era te!d w .1thin theAnu (1) USAIL/i:.;rocco gave aueauate 

r,r.v.V w u U,'-i L,,' , ios.ostC' _joverniah nt ,nui contractor recorus,

": , ',.',. ,tes auel 
 ; ana nelu ,iscussions witn USAIL/Morocco, 

.. ,., rac (A. I icidis. aibu iIc-e. .. c. r V.e Liei1 trips to project
:Lcs in tie bttat region. Project exe:enuitures as of March 31, 

'v-t{taleo $..35 hmillion. 

.~,~LC,_ CLU AND_LONS RLCOMNMLNDATIONS 

" .AcoHpi'n-.ts have been EiniiwA 

Accomplislimcnts ,.ave becn vL-ry limited since the project agreement 
was signec tour years ago. '1he principle reasons for the lack of 
progress were (a) poor contractor performance, (b) two consecutive 
years of insutticient raintall tor research trials, (c) delays in

sending participants to the U.S. for long term training, and (d)
tailure to (.evelop comprehensive research plans. 

TI.he contract to implement the project was negotiated and awarded 
MIAC by AID/V ashington on a sole source basis. Implementation was

to 

to be carriec out tlhrougi - live major components. The current status
of each of these components is summaridea below: 

Agro-economic Research Component This activity was to address-
all aspects ol the production systems used by the dryland farmer.
Research trials were planteo by the NIAC team in the fall of 1981;

however, ---,vere urouqiit conitions haa 'iaevastating impact on
al2ost l 1. re cdrcn trials. Consequently, the results of the 
projuct's unl year ut research was ot very limitea value. The 
construction ot tacilities to house personnel ana 
the Dryland

Research Center at Sidi Ll Aide aiu progress, ana are expected to be
 
completea in the latter part o 1982. 

'Ihe seea aryiny structure to house the processing, handling and 
storage of secas haa not been started. A maintenance and repair
shop for equipment repair had not been up, but ayet set technician 
was brouqht on boara in May 1982 to accomplish this task. 

'he Socio-Lconromic Research Component - This segment was to 
identity and analyze the patterns of technical and economic 
decisions that drylanu farmers make unaIer a high risk situation.
Some studies hzive been maae, but whether Lhey are what is required
is not known. A contractor has been hirea to analyze the studies.
The cause of this problem was that an agreement was not signed to 
specify what the studies should contain or how they should be 
conauctea. 
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Training Component - It was anticipated that thirteen members of 

tL permanent statt of the research program would receive post
 
the An additionallevel in U.S.uniiversity training at the Ph.D. 

ten woulu receive training at the M.S. level. Four participants
 

ha]ve toecn se1ccLeu ano are in training. There are another seventeen 
in Morocco,potcritial participants receiving English training 
 will
U.S. universities or 


Nijethcr all seventeen will be accepted by 


tollow through with the English training is unknown.
 

Extension Component - Extension agents of the zone will 

participate in the demonstration experiments and will be brought to
 

the research station for training. Little has been done to address
 

this activity.
 

Phases of Execution Component - During the first year of the
 

pro3ect, the contractor and implementing agencies were to formulate
 

detailed work plans on all components of the project, and lay out a
 

This had not been done. Although the
five year research program. 

project now appears to be entering into a new cycle with new MIAC
 

it is almost four years behind schedule with no research
personnel, 

results as yet available. The prospects for the future appear
 

somewhat better, but any further slippage in implementing the five
 
tolerated by
project activities by MIAC and INRA should not be 


USA ID/Morocco.
 

Further discussions of the factors hindering project implementation
 

along with our conclusions ano recommendations are included in the
 

following sections of this report.
 

Required To Eitsure That Host Governments
Stronger Mechanism Is 

Furnish Participants ara Counterparts
 

The long tern success of this as well as numerous other AID projects
 

rests heavily, if not entirely, on the timely provision of qualified
 

counterparts to work with technical assistance personnel, and
 

participants to attend long term specialized training. It is
 

through these counterparts and participants that AID attempts to
 

accomplish the institution building necessary to sustain or expand
 

the objectives of the project. However, in this project as well a­

several other projects we recently reviewed, the institution
 
builoing was not occuiLing because the host governments did not
 

provide counterparts or participants in a timely manner.
 

Project implementation schedules generally time phase appointment of
 

counterparts and departure/return dates of participants so that
 
If
maximum interaction with technical assistance personnel occurs. 


counterparts and participants are not provided or are furnished in
 

the later stages of the project, the value of technical assistance
 

is eroded and institution building becomes seriously curtailed.
 

Additionally, when the phasing of counterparts and participants gets
 

off schedule, subsequent phases of project activity which were
 

relying on them as building blocks are disrupted or cannot progress.
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The 	following table denionstrates the shortcomings in participant
 
training we notea in three recent audits.
 

Number of I/
 
Number of Participants Time Elapsed
 
Planned Departed For Since Project
 

Project Participants Training Began
 

Suaan's Blue Nile 	 14 2 25 months
 
Swaziland's RDA Support 9 	 3 44 months 
Morocco's Dryland Research 23 	 4 46 months
 

Although it is not possible to precisely quantify the number of
 
counterparts who should have been assigned to a project, they are
 
also tar below requirements. For example, in the Blue Nile project
 
it was anticipated that there would be 20 professional and 24
 
semi-prolessional buuanese working on the project. In the first
 
year there was only one Suaanese professional assigned, and diuring
 
the 	secona year only a few more were added. The Swaziland REA
 
Infrastructure Support Project had no counterparts during the first
 
two 	years. The iLiorocco Drylana Research Project also experienced a
 
shortage of counterparts.
 

Although the number of participants and counterparts may be 
increasea in the later stages of the project (all three USAIDs told 
us they expected more counterparts ano participants in the future), 
the harmful effects on project implementation/institutien building 
will have already occurred. Technical assistance personn l will 
have been functioning in an operational rather than a training role, 
project implementation scheaules will be out of sequence, 
participants may return after technical assistance or the project 
terminates, etc... 

All three of the citecd projects were experiencing serious 
implementation problems -- and the lack of counterparts and 
participants was one ot the major impediments. These projects 
represented an investment of $34 million. At the time of our audit 
it appeared that the success of all of them would be limited by the 
lack of institution building brought about by the host governments 
failure to provide counterparts and participants in a timely manner. 

In our opinion, tne 'Afectiveness of project implementation could be 
increased by having selected participants who aLe cri'-ical to
 
project success sent for training and ready to return before 
technical assistance is provided. This has many auvantages, some of 
which are : (a) it would pressure the host government to select and 
send the participants, (b) the technical assistance team would be 

1/ 	 Time elapsed was computed from the signing of the project 
agreement until the date of audit. 



working witn the trainea participants -- greatly increasing ttie
 
eitectiveness of the technical assistance, 
(c) the technicianb woula 
be working with perynnnel that can speak English -- taking
consiuerable lantuaqe pressure off the team ano allowing for more

ile.iuiJity in tuam selection, and (a) the project woula have a 
o I. er cdance ot surviving after the team leaves because a nucleus 
of trained persuns would have been on board and would have been
 
;,oring with the technicians for 
 the term of the technical 
assistance. Other benelits woulu be more time to select the
 
technical assistance tesm, ano more time to uetermine project
 
commodity requirements.
 

Ine one major disadvantage is time. Once a project is on the books,
tnc Agency places considerable pressure on getting the technical 
assistance team in country regardless of the readiness o1 the 
project for the team. The aryland farming project is just now about
 
ready for a technical assistance team. It would be mote ready if
 
the 23 patticipants had been sent to training in 1979 or 1980 and
 
were now returning. As it turns out most of 
the participants will
 
be returning when the technicians are leaving -- allowing little
 
time to work with the 
technical assistance team.
 

We believe AID should study this 
issue closely because three recent
 
audits of projects have pointed out the same problems; ana all are
 
suffering from poor implementation and all have few of the many

plannea participants in the U.S. being trained.
 

Conclusion and Recommendation
 

AID is investing a suostantial amount of money on development
 
projects which are falling short of 
objectives because host
 
governments are nut provioing counterparts or participants as
 
plannea. This erodes the effectiveness of technical assistance
 
personnel, disrupts the 
time phasing of project activity, and
 
curtails institution builuing. Project implementation could be much
 
more eltective it 
USAIDs could ensure that counterparts and
 
participants were supplieo in 
a timely manner.
 

Recommenoation No. 1
 

PPC/PDPR (a) explore methods of building 
a stronqer mechanism into project design
to ensure that host governments furnish 
qualiiiieu personnel betore technical
 
assistance teams are brought on board, 
and (b) issue policy guidance to USAIDs 
for the timely termination or delay of 
projects whose success depend heavily on 
the training of personnel, when such 
personnel are not furnished as planned. 
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Planning For Project Research Needs To be Initiated
 

USAID/Morocco was optimistic that project progress would improve
 
when new technical assistance personnel arrived in September 1982.
 
To assist the new team in getting project activities underway,
 
USA1b/M'orocco shoulo ensure that the requireo planning is 
initiatuu. As discussed in the following sections, the project can
 
ue given airection by oeveloping c1 iIir'atu rs.,rch£'AAC/1hhA 
plans, and by uevelopirng plans tc activiLe the extension ,.., 
component of the project.
 

Cooruinate -1,lAC!INhA Research Plans Neen To be bevelope 

USAID/Morocco ha(i not required INRA to develop a comprehensive live 
year research plan that integrates the MiAC team into the nr',lar;,.; 
research activities. IN1A has been ,oing orylanu resea rcii Ior 
years, so we a-',suie the project is to organize ano locus LtIe 
research effort with the help of outsiuce technical as.3stance. 
There is little criance of achieving much success unless aetailea 
plans are developed to give organization and airection to all phases
 
of project activity. 

T"he lacK of coiiprciiensive plans has lorce( f-,IAC to implemerit project 
components wiLi little lhi(A participation. '.he I9i2-83 rcseu rch 
ei ort still appears to be separateu with 1,iIAC aric IMA worKing 
inuepenuently of each otner. The planning and execution of research 
projects snoulo be a joint etfort of MIAC ann INA. 

The lack ul. jrugress thus tar makes it all the more imperative that 
3oint research be undertaken so that biIAC's tuchnical assistance can 
be maximized ourinq the three planting seasons remaining under the 
project. It unlavorable weather conditions continue, the ability of 
either MIAC or 11,<A to develop meaningful results by themselves is 
unlikely. Aditionally, if INIA participates in project activities, 
a stronger base [or continuing project activitics alter U.S. 
assistance ends will be proviuae. 

Planning of research activities also needs to address the locations
 
for fielu trials. Sections of lane need to he restricted to 
specific field trials. 'Tlhis will prevent the residual effects of 
indiscriminate placement of initial trials from interferring with 
the growth of future trials. 

Conclusion and Recommendation 

Comprenensive re(!-earch plans which incorporated I41AC technical 
assistance shou1( have been ,.eve]open be(Ior,, or ,,hortly after the 
teams arrival in counitry. These plans are still essential it MIAC 
assistance is to be effectively utilized and urylan(A research 
capaoility is to be enhanced at INRA. 

i 
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Recommendation No. 2
 

USAID/,orocco work with INRA to prepare
 
a five year research plan, as specified
 
in the project agreement, that incorporates
 
NIAC technical assistance into project
 
activities.
 

Plans For Activating Extension Activities Component Are Required
 

A major concern about the Drylana Project is the mechanism for 
uisseminating research results to the farmers. In the project area 
there are an estimatea 263,000 farm units which can benefit from the 
research. The project agreement contains an extension activity that 
is to provioe project specialists who will participate in the
 
elaboration, in.pection and interpretation of the results of the 
aemonstration experiments. These specialists will include extension
 
agents of trie project zone, who will be brought to the research
 
station for training courses. 

'The extensicn activities containeo in the project agreement have not 
yet been activatec; therefore, we cannot comment on the 
effectiveness of this approach. However, we do believe a plan on 
now thi:; ruse rch activity will be implementea and integrated into a 
iollow on extension activity is needed. 

The temporary cniie. of party, who is an extension specialist, might 
be more effectively useo to develop an approach to activate this 
component of trni [roject after the permanent chief of party 
arrives. This would be more beneficial to the project than his plan 
to develop hor:;e. crawn tillage and planting equipment for use by 
Larmers. 'the r,-'c utly hired agriculture engineer is charged with 
that res pon ih)] J it y. 

Co nc I u , ion (J! 1ecomumenoation 

An exten.;ion CAotoivjties component was includeo in the project paper 
but implemrieitation planning had not been started. USAID/Morocco 
plans to ueesign at follow on extension activity which will take the 
iesearch resuit:' to the farmers field. We believe planning is 
required to activate the extension component and determine how it 
can be integrateu into USAID/Morocco's follow on extension activity. 

<ecommenioa t ion No. 3 

USAl l/Morocco work with the MIAC team 
,inu INVA to oevelop a plan for activating 
the extension activities component of the 
project. 
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CoitracLor PurL-ritarce i(eRquires Closer Monitoring 

project implementation problems can be attributed to thre inadequate
staffing turnisneu Lny t-,IAC. We also noted that MIAC usea project
lunds tor nun-pro)jct training, and did not adhere Fly Americato 
Act provisions. Cunsequently, we feel USAil/iorocco r:hould strictly
eniorce :oiitr..L 1[uvisions and more closely monitor contractor 
(ACt iv i ty. 

MIAC Contract Requires Amenament Ana Stricter hnforcement (f 
Provisions
 

AI) awaruea $,.5 million contract to MIAC in February 1980L, to
 
provide technical assistance to the project. To aate, MIAC has ciozie
 
an unsatisiactory job in providing qua"itied personnel 
to execute
 
tile terms of toe contract. This has severely curtailei project 
progress ano wastes a considerable amount of AID lUncis. 

A contract provision states -- "As a first step in discharging this 
responsibility hIAC pleuges to provide experienced anci capable
university personnel 
for the field staff under this contract". To 
date, not one field technical assistance person has been a staff 
member ot a MIAC university. Poor staff recruitment resulted in two
 
technical assistance personnel having to be removed before providing

much tangible output. This resulted 
in the additional costs of
 
hiring a temporary chief of party and the cost of 
bringing in new 
replacement stalt. Two of the present MIAC team members were 
recruited by LSAID/Morocco unoer 
personal services contracts so that
 
the effects of: staiting voids could be lessened.
 

Lxamples o1 other contract provisions which were not acted upon are: 

- Lvaluations were consioered essential to the projects progress
 
and were to be carried out annually. After two years no
 
Cva1Lldtion. wtre. macie. 

- The team leauer, within 45 days of arrival in country, was to 
prepare a preliminary draft of a five year research program.'/his uralt ww:; never preparea. 

- by the nW( ol Lne first years the inoperation, contractor 
conJunct ion WIt.h1 the appropriate implementing agency, was to (a)
formulate i (ltiLlecl set of measurable end of project
institutiontiW objectives with respect to structure, location,
stalfi:nj, re::; rch capabilities and coordinating mechanism for 
the agronomic re earch and extension activities, an (b) lay out 
a five year re;earch program with respect to various research 
topics, objectives of each effort, methodologies, timetables and 
budget Ttiliites. two requirements for projectThese critical 

success were not complied with.
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- An annual report covering project progress, major

accomplishments ana shortfalls 
was to be submitted by September
 
1981. As ut June 1982, this report had not been received by
 
USAID/Norocco.
 

- The contract required resident staff members to be able to read 
ana speak French at the FSI-2 level prior to their arrival in
 
Norocco. Funds were also provideo under the contract for this
 
training. Nevertheless, the chief of party arrived in Morocco
 
without French language proficiency.
 

Part of the citticulties in fulfilling contract provisions and
 
subsequently evaluating how well 
they were executed stems from the
 
lack of precision in the contract's operational plan. The statement
 
of work in the contract was vague, ana only required the team
 
members to collaborate with the GOM in the establishment and
 
operation of the research program and 
the related extension
 
information activities. The contract doesn't define the
 
responsibilities of the contract as
team as lar carrying out
 
research, establishing a soils lab, training counterpart personnel,
 
etc. It is a vague attempt at establishing a contractual
 
relationship without any detailed performance requirements other
 
than the preparation of work plans and reports. Note that this
 
contract was negotiated and awarded to MIAC by AID/Washington on a
 
sole source basis.
 

Contractor performance ana hence project progress could probably

have been improved it USAID/M rocco hau more aggressively enforced
 
contract provisions. Too many shortfalls in executing contract
 
provisions were occurring which should have prompted strong action
 
by USAID/Morocco in an attempt to get the project back nn a proper 
course. Auuitionally, good project management should have amended 
the contract when provisions appeared to be unrealistic, out of 
oate, or in nee(; ul clarilication. Lack of enlorcemen_ of certain 
contract provisions can lead to a laxity in the manner in which the 
contract-or implement.; other contractual requirements. 

Conclusion ano iRecommenuation 

NIAC has not s;at istactorily met all their contractual obligations.
USAID/Morocco uio not ayqressively attempt to ensure that these 
obligations were met. Aditionally, the contract scope of work 
needs to miore the rolesbe ,;pecilic concerninq and responsibilities
of the contract team lur executing the various project components. 

1Recommendaation No. 4 

USAIb/Niorocco (a) in coordination with M/SERI/CM, 
ameno the scope of work oi the MIAC contract to 
clearly anni precisely del ine responsibilities and 
establish new timelrames tor submission of research 
wor plan,, j-pcrforming evaluations, submitting annual 
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repurts, etc., anu (b) aaopt an aggressive
monitoring plan to ensure t-h; t the amendment 
provisions and timetrames are adherea to. 

Project Funds Used For Non-Project Trainin_
 

Project funas were used to finance short term training in the United 
States which, in our opinion, was not project related. The GOM 
requested, ana MIAC approveo, a training course tor two people which
 
addressed grain storage ana marketing. We feel this training has no
 
relationship to oryland research or tood production.
 

This training course audressed grain marketing and handling 
facilities -- their management, operation and equipment, with 
emphasis on quality control of marketed grain. The dryland project 
tocuses on aspects oL the Lrouuction systiem usea by the dryland
tarmers. by the most liberal view point, we cannot see how this
 
course relates to the project purpose, goal or any related project

activity. 'Ilee MIC contract authorized short term training in
"plant pathology, entomology, agriculture aevelopment, etc.." This
 
course clearly uo(_.s not relate to these citea topics, and we don't 
feel the "etc" shoulcj be usea as a "catchall" just because a course 
was available anui thme Ninistry of- AgIriculture had personnel who 
wanted to attenti. Furthermore, the students were not employed by
INRA, the GON zgqt.ncy being assiste.u by the grant and having overall 
responsibility for dry]anu research, 

Conciusion, .- ib/,,orocc) or:.-nts, ano Recommendation 

Funas were spent urmer the MIAC contract for training in the United
 
States which aid not relate to crylan<: research or food production.

This training was sponsored an,] afproveo tby USAID/Morocco;
 
therefore, we are not recommenling l:;t a bill o: collection be
 
issued to MiAC.
 

In response to our cratt report, USAIJ)/t-orocco stated: 

"WhIle We c0n lArdly object to ruecommerrdat ion No. 5, the premise 
on which it is 0ASed i !asindccurut. ('j Io t:,. most important 
contraint; to jcre rer cere, IApirw;uct-ion it rain!ed areas in 
Morocco is lIock o ac:u c gof :in ,tn ,lni a keting 
facilities. 'Thi; lack causC4; ;00 alw 0520 and prevents 
timely rarko,ti nqi (ir,ni im ,_ tr)I wkaT, ) :h favorable. 
ParLici1i,,,tn t ,Im bsJ i n t I', r I ., i,n ";toragJe is 
specci I ica Iy mIiwL1t1o :( 1 p,'. I l , ic ct- paper and is fully 
appropr it e to projecL pL rpos.v,' t11 (od ." 



Although the . went ionoi, i;roj'.Ct L.r :i i; stotaje as a topic tor 
training, we still ir,:t leeL qr;,in ,,tor ,-v4,traininj provides any
input to urylana re;.a irci. Ii com-.nLinq on nr: theL section of our 
oraft report USAII/L.lorocco stiteo "'Iis i; lKeseiirch project." As 
such, we [eel triininq r i do'.ibe u rectly related to dryland
 
research ac'.ivitits. :i:, !;tJorae miqht he arpp,)p riate 
ano needed;
however, it ,:7P L:vi , in ttnc !(.ope e. the urylano cesearch
 
project. he there-I-u 1 w ?.rLa n ourur ro:)rmenr ic aL ion.
 

Recomilienua Lion No. 5
 

UAlb/Torocco require the contractor (NIAC)
to liit trainiinj to that re]ateu uirectly 
to project activities. 

Fly America Act 1'rovisions Not Adhereo To
 

AID project agreements contain a stanuara provision requiring air 
travel be pertormeu on American [lag carriers. Although the project 
agreement requireu the GOUi to pay for participant travel,
USAID/Morocco agreed 
to pay for the travel of two participants.

Since USAI/Morocco was paying the fare, the travel should have been
 
via American flay carriers,
 

These two participants returnec from the U.S. to Morocco on 
Royal
 
Air Morocco, a non-U.S. [lag carrier. In aooition, a MIAC employee
 
also returneo to Mcrocco on the same airline. 
 This violated the Fly

American provisions ot the project agreement, anu the cost of the
 
tickets are not allowable project expenses.
 

Conclusion an(A l<ecommenda tion
 

Fly America Act provision.; were not complied with.
 

hecomliflI( noation No. 6 

USAIL)/Morocco (a) instruct M1AC to utilize 
American carriers in the future, and 
(1))bill fKIAC $1,456 for air travel 
pertoriie( on a foreign carrier 
from thw In. to Iorocco. 

Add it iona1 Ar e ; i . IiJfluaejfentAction 

Our review sur fac,( ,f.vw auditional, areas where project operations
coul be imiprove(.oveu * J+ Ib/Moro(:co should taLke action to correct 
aeticiencies perLaiirnii to controls(a) poor over project equipment
 
ano spare parts, (1,) 1'1]Ur (? o, the GON to meet commitments, (c)
unclear social/econoii research stuuix;, and (u) impractical
project vehicles. 

http:i;roj'.Ct
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Internal Controls Over Project Equipment And Spare Parts
 
Need To Be Strengthened
 

Our review of project assets indicated that internal controls over

AID provided equipment and spare parts were not adequate. 
 Controls
 
can be strengthened by creating detailed property control records
tor equipment, and establishing inventory control records for 
spare
parts. Additionally, equipment could be repaired faster and at less
 
cost by having a supply of spare parts on hand.
 

The IAC team had a listing of project equipment, but it was not in
sufficient aetail for us to physically identify many of the items.
Inventory control would be strengthened if detailed property control
 
recorus were 
created for each piece of equipment. These records
should include information such as manufacturer, model type, serial
number, oate acquired, cost, location, and where it is assigned.
 

There were no inventory records for spare parts or 
supplies.

Consequently, we 
could not determine if spare parts purchased for

the project were properly accounted for, or whether they had been
used for authorized purposes. Inventory records are an essential
 
starting point for asset accountability.
 

At the time of our review, the project had a very limited supply of
 spare parts. 
 When parts were needed they were being purchased from
local retail suppliers. Equipment repairs could be done faster and
at a lower cost if the project increased levels of spare parts.
 

Conclusion and Recommendation
 

Accountability over AID provided equipment/spare parts can be
strengthened. Equipment .epairs can also be more timely and at a
lower cost 
it adequate levels of spare parts are maintained.
 

Recommendation No. 7
 

USAID/Morocco ensure that 
(a) detailed
 
property records are created for project

equipment, (b) inventory control records
 
are established for spare parts, and
 
(c) adequate levels of spare parts are
 
maintained.
 

The GOM Is Not Meeting Project Commitments
 

The GOM had not providea office space, equipment, counterpart

personnel, participants, fundr3 to cover 
local operating costs, or
costs associated with the research programs, as 
required by the
project agrecment. 
MIAC paid for office space, purchased office
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equipment to furnish the offices, and hired a secretary to do the
 
typing. In aadition MIAC, using AID funds, was paying for office
 
space Lor iNRA's stafl, paid the utility and telephone expenses for
 
their office, provided office supplies, and furnished the office
 
equipmernt. Payiny tor INRA operating expenses in contrary to the
 
project agreement ana the MIAC contract.
 

MIAC provided aLl the seed, fertilizer, and in some cases had to
 
hire local personnul to help with their research work. The project
 
ayreement stipulates that INRA is to provide the research operating
 
costs.
 

Until recently the NiAC team worked without any counterpart

personnel. To nelp with technical aspects of the research, MIAC
 
hired a local technician who should have been provided by INRA. In
 
May 1982, INRA finally provided an agronomist, with a masters
 
degree, who had just returned from training under another AID
 
project. Although of value to the team, the agronomist had not been
 
paid in 
seven months and would not travel with the team because he
 
would have to wait months for reimbursement of travel costs. This
 
greatly reduces his effectiveness.
 

Only tour of 23 candidates for advanced degree training had been
 
sent to 
the U.S. since signing of the project agreement on August

31, 1978. We were told there are currently 17 undergoing language

training for possible selection and acceptance in a U.S. university
 
in 1983. Two others were about to leave for training.
 

The MIAC team had to provide funds to maintain the AID financed
 
equipment. Otten the equipment was out of order 
or was missing
 
parts such as batteries when the equipment was needed. These costs
 
should be born by !NRA. 
The MIAC team had to operate the tractors,

do the planning, etc. because INRA did not provide the needed
 
personnel. The use of research scientists for this type of work is
 
a gross misuse of AID financed technical assistance.
 

The MiAC team hau also paid for other questionable INRA operating 
costs. For example, MIAC paid approximately $200 for signs to be 
placed at the research station. MIAC was paying for INRA copying 
expense at Settat. NIAC paid over $3,000 to repair a tractor, over 
$1,000 for Loil.; Lests, and $300 for burlaps sacks. All of these 
are local oV!rating costs of INRA that should not be financed by AID. 

In response to our uraft report USAID/Morocco stated:
 

"The Lincinj ignores two very important factors which affect 
assignment ()I counterparts and local costs. INRA is a 
relatively ,ew instit,,tion, having been created in Feb. 1982, 
out oi. GOM Divi;ion of Agronomic Research, which was previously
 
responsible for implementing the project. One reason GOM
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createu an irLstitute out of a Ministerial Division is because
 
unaer 
ioroccanx Law, higher salaries can be paid to professional
employees ,' ,an institute. Rationale was that better qualified
GUf'i profes.Iionals coulc be recruited and retained to perform
resuarcih on vereals. however, legislation establishing INRA has 
not yet oL,.en JC'I;SCu by GeM Parliament. Until such time,
salaries loi protessional, trained personnel are no more 
attractive tiin any other division of the Ministry. it has thus
 
been uxtrmnely uiifficult for INRA to hire qualified
professionals to work with U.S. counterparts as it competed with 
other institut-es within the Ministry. Secondly MIAC financed 
many local operating costs because of failure to establish and
 
obtain agrec:unt upon a research plan in time for it to be
included within TNRA's annual budget to the Ministry of 
FJInance. 'i!. recjuest includes local operating costs determined

by the resertch activities at each station. We will seek prompt
comp liance ,., actions specified in the recommendation." 

Conclusion anu Recommendation
 

INRA hau not provioea the contributions to the project as stipulated

in the projecL L!greement. AID funds were used to pay for INRA 
operating costs in violation of the project agreement and the MIAC 
con tr ac t. 

hecorimenuation No. 8 

USAIb/torocco werk with INRA to 
ensure that
 
(u) as quickly as possible counterpart
 
personnel are providea, and (b) all future
 
opJurUting costs as stipulated in the
 
pLOject agreement are assumed by INRA.
 

Social/Lcuon(,,ic Stuaies For- Project Requires Clarification 

T1'he project contj neui a socio-economic research component, which was 
to i(d:nt.ify 1-im: ,iniyze the patterns of technical and economic 
decisi;Jontht. :t',ljnd larmers make under high risk situations. 
'1IL is r-te Cr, . t o be performed by the GOM's llssan II Agronomic
and Vet itiw * it- tute, and was to provide the basis for building
el ltect iv, pt (,(;: i trom the results of the agronomic research 
compon, t. I t i .tie;tionable whether the studies produced thus far 
are wni i:; rf to help build effective programs from the 
r e.,L, rcl , i :t: i 

We were.- ii,,t , t( i etity any scope of work or memorandum of 
agreeil(:t :i (;, ''ci!ied what type of studies were to be 
un uerto i.rl, r wi,it rue;earch methodologies were to be employed.
lfas-san 11 n (:'IpJ etecl 13 studies thus far and will probably 
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produce about 12 more before December 1982. It is uncertain whether
 
these studies are producing the data needed to provide maximum
 
benefit from the agronomic research component.
 

The Hassan II studies tended to be student thesis for masters
 
degrees, and encompassed several soil surveys 
as well as a variety

of other agricultural related topics. There were no 
benchmarks or

guidelines to determine whether these studies were what was 
required
 
for the project, other than a few general topics cited in 
the
 
project agreement. USAID/Morocco recently hired an individual under
 
a personal services contract to review 
the studies to determine if
 
they contained information which could be useful 
to the project.
 

Conclusion and Recommendation
 

USAID/Morocco agreed to finance social/economic studies without
 
specilying, in writing, exactly what was 
to be produced. It is
 
questionable whether the i'eports received were what is needed for
 
the project.
 

Recommendation No. 9
 

USAID/Morocco negotiate a written agreement with
 
hassan II Agronomic and Veterinary Institute which
 
speciiies the nature, scope and methodologies to be
 
employed in any on-going or future studies.
 

Project Requires More Practical Vehicles
 

The three halt-ton pick up trucks purchased by the project were not
 
the most suitable means of transportation for the technical
 
assistance team. 
 These vehicles have high operating costs, run on
 
gasoline (a diesel engine is the most economical/practical engine

for Morocco), and are not adaptable for many of the required 
uses.
 

Since these are the only project vehicles, they must be used 
to
 
drive to meetings, for picking up visitors, transporting short term
 
technicians, as well as day to day commuting 
to project areas 
locateu throughout Settat Province. It is estimated that it costs 
$60-8L in fuel just to drive to Rabat for meetings (these meetings 
are hela frequently). There is no covered luggage space for picking 
up visitors.;, passernger carrying capacity is limited, and there is no
 
secure space for safeguarding tools or equipment when the vehicle is
 
purkeu.
 

In our opinion it would he prudent to purchase an economical vehicle 
which wou]o iLe practical for handling visitors, attending meetings,
and other project business where hard surfaced roads can be used.
The ;avinqs in ga'soline alone would more than pay for the vehicle.
This woul be especially true if it were done in conjunction with
the sale or tracle in of one or more of the pick up trucks. 



-16-


In response to our draft report, USAID/Morocco stated:
 

"More economical transportation implies purchase of non-U.S.
 
source/origin vehicles at a time when USAID policy is 
to
 
minimize insuance waivers to this purpose. Furthermore,
 
aisposal ot current trucks within Morocco highly doubtful
 
because of high operating costs. We are investigating
 
practicality of replacing gasoline engines with diesel..."
 

Conclusion
 

The three half ton pick up trucks procured for this project are not
 
a cost effective means of transportation for many project

activities. This has been recognized by USAID/Morocco. As they are
 
already taking steps to rectify this situation, we are not making a
 
recommendation.
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List of Recommendations
 

Page
 
Recommendation No. 1 
 5
 

PPC/PDPR (a) explore methods of building
 
a stronger mechanism into project design
 
to ensure that host governments furnish
 
qualified personnel before technical
 
assistance teams are brought on board,
 
and (b) issue policy guidance to USAIDs
 
for the timely termination or delay of
 
projects whose success depend heavily on
 
the training of personnel, when such
 
personnel are not furnished as planned.
 

Recommendation No. 2 
 7
 

USAID/Morocco work with INRA to prepare
 
a five year research plan, as specified

in the project agreement, that incorporates

MIAC technical assistance into project
 
activities.
 

Recommendation No. 3
 

USAID/Morocco work with the MIAC team
 
and iNRA to develop a plan for activating

the extension activities component of the
 
project.
 

Recommendation No. 4 
 9
 

USAID/Morocco (a) in coordination with
 
M/SER/CM, amend the scope of work of the
 
MIAC contract to clearly and precisely

define responsibilities and establish new
 
timeframes tor submission of research workplans,
 
performing evaluations, submitting annual
 
reports, etc., and (b) adopt an aggressive

monitoring plan to 
ensure that the amendment
 
provisions and timeframes are adhered to.
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Recommendation No. 5 
 11
 

USAID/Morocco require the contractor 
(MIAC)

to limit training to that related directly
 
to project activities.
 

Recommendation No. 6 
 11
 

USAID/Morocco (a) instruct MIAC to utilize
 
American carriers in the future, and
 
(b) bill MIAC $1,456 for air travel
 
performea on a foreign carrier from
 
the U.S. to Morocco.
 

Recommendation No. 7 
 12
 

USAID/Norocco ensure that 
(a) detailed
 
property records are created for project

equipment, (b) inventory control records
 
are established for spare parts, and
 
(c) adequate levels of spare parts are
 
maintained.
 

Recommendation No. 8 
 14
 

USAID/Morocco work with INRA to 
ensure that
 
(a) as quickly as possible counterpart

personnel are provided, and (b) all
 
future operating costs as stipulated in the
 
project agreement are assumed by INRA.
 

Recommendation No. 9 
 15
 

USAID/Morocco negotiate a written agreement

with Hassan II Agronomic and Veterinary

institute which specifies the nature, scope

and rmethodologies to be employed in any

on-going or tuture studies.
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List of Report Recipients 

No. of Copies 

Field Otfices: 

USAID/Morocco 5 

AID/Washington: 

AA/M 1 

AA/NE 2 

AA/PPC 2 

LEG 1 

GC 1 

IG 1 

OPA 1 

PPC/PDPR 3 

NI/SER/CM 2 

8lFAD/S 1 

NE/NENA 5 

FN/ASD 2 

PPC/E 1 

ST/DIU 4 


