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INTRODUCT ! ON

The overal | purpose of Self-Help programs is to demonstrate U.S. Interest In
the welfare and self~help endeavors of focal communities in less ceveloped
countries. The Self-Help program provides an administrative macrarism within
which the principal U.S. Oiplomatic Offlcer may respond quickly and without
regard to the comprehensive or sectoral strategies of regular bilateral
assistance programs. The immediate objJective of AID engaging in any self-
help activity Is to generate public goodwil! and demonstrate the benefits

which can accrue from a community helping ltself.

During FY 1978, $74,000 in Self-Help funds were obligated in Botswaia, In FY
1979 $105,000 was allotted. Ve examined the Botswana program to determine
whether Self-Help funds were belng used fer Intended purposes; whether ob jec-
tives were being achieved; and whether the programs were being conducted In
compliance with AID Manual Order 1323.1.2, cther AID regulations, and
applicable legislation. Our audit includad steps to verify the efficiency
and economy of administrative management, the effectiveness of project
implementation, and the financial accountatility for funds expended by AlD,
Program results were observed through project site visits, reviewing project
documentation and files maintained by Embassy/Botswana, and reviewing
tinancial records maintalned by the Fast Africa Accounting Center (EAAC) In
Nalrobi, Kenya.

Prior to October 6, 1979, Self-Help activities for the three countries of
Botswana, Lesotho, and Swaziland were directed by one Ambassador who resided
I'n Gaberone, Botswana. Effective October 6, 1979, with the departure of +the
Ambascsador, each of the Unlted States Embassies in the three countries began
reporting directly to the Department of State in Washingt-~n, D.C. This
report addresses Self-Help audit issues in Betswana,



The audit findings In this report were discussed with Embassy/Botswana staff
adnministering the Self-Help program at the conclusion of the audit fleld work.
A draft of thls report was submitted for comments to the Embassy In November
1979, The Embassy chose not to comment.

COMCLUS IONS

The projects selected by the Embassy's Seli-Help Committee in Botswana met
the criteria to (a) improve basic economic and social condltions at the local
communtty level, (b) stimulate local community action, and (c) generate good-
will toward the United States. Although these projects fell within the Self-
Help criteria, we were unable to measure success because:

- The Embassy had not requested completion reports from the
beneficiary upen completion of the projects, or reported on
thelr own Inspections of the projects' progress.

~ The Individual Activlty Agreements (1AAs), which are the Imple-
menting contracts between the host country and U.S. government,
did not contain baslc project Information, such as a description
of the activity, the amount of financing needed in United States
dollars, the date project implementation was to begin, or the
the final date for issuing implementing documents.

Project management was generally in accordance with regulations and procedures,
but some improvement is needed in project financial administration.

Our last audlt report on Botswana Self-Help activities, dated June 14, 1974,
made several recommendations for correction of deficiencies found during

that audit, Subsequently, the recommendations were closed based on assurances
that corrective actions had been taken. Durlng our current review (some five
years later), we found similar deficiencies to those cited in our 1974 report.
In correcting the deficiencies noted In this report, actions shouid be taken
which will ensure continuation of the corrective measures,

FINDINGS AND RECOMMENDAT IONS

Physical Status

Project status could not be readily determined because nelther trip reports

nor completion reports were prepared by the beneficlaries or Embassy adminis-
trative staff. Our c-ior audit report Issued on June ‘4, 1974, criticized

the Botswana Self-Help program for falling to document visits to project sites,
for failing to file completior reports on closed out projects, and falling to
obtain assurances that projects had in fact been successfully completed.



Although the Embassy stated In response that they would 'do thelr best to
visit all project sites and document these visits", the physical status of

FY 1979 projects cculd not recadlly be determined because we found no report

of trips or Inspections In the files. ana because Individual Activity Com-
pletion Motifications (IACN) were not preparec. AID Manual Order 1323.1.2.
states the implementine agent or activity supervisor should submit completion
reports. In cases where this Is not done, thc responsible U.S. official
should prepare a completion notification based on visits tc projects (requlred
at least once durina project Implercntation) or whatever information s
available,

The reason for completicn reports not being submitted by project beneficliaries
Is apparcnt-~there was not a requirement in the IAAs for submission of com-
pietion reports. Thus, the Self-Help bencficiary was not awarec of 4ID's
requirement for a completlion report. Thce Embassy hac not followed up by
requesting these reports; nor had the Fmbassy prepared a completion report
from other avallable information.

As a result, 1t was not possible to readlly verify that the iIntended benefi-
claries of Self-Help funds In fact received the services and commodities for
which funds were expended,

Racommendation No.

Embassy/Botswana, when processing lAAs
throuch the appreva! process, use a check-
l1st approach to ensure that the require-
ment for project supervisors (beneficiaries)
to subrit a completion report upon physical
comptetion of thc project is Included in the
I[AA. In instances where the requirement 1c
nct subseguently met by the beneficlary, the
Embassy should prepare 2 completion report
pursuant to {tanual Order 1323.1.2.

Project Documenta‘ion

The lack of essential data in individual activity agreements |imited measure-~
ment of project success. Our prior audit issued on June |4, 1974, criticized
the Self-Help program in Botswana for not executing I|AAs consistent with
Manual Order 1323.1.2. guidelines ard sample format.

Again, during this audit we found that [AAs did not conform with the sample
IAA in Manual Order 1323.1.2. (Attachment 83). |AAs should, but did not,
cortain:



A description of the activity.

Financing expressed in U,S, dcllars.

The date implementation was to begin.

- The terminal date for icsuing Implementing documents.

Much of this information Is contained in the Self-Hzip application forms
attached to |AAs. Embassy Self-Help personnel felt this was sufficient
coverage of the Information. U[ue to potentlal changes from the time the
application Is made and the tim> the Agreement Is signed. the basic Infor-
mation should ba pleced In the Agreement itself. In pariicular, the lAAs
should contain a description of the activity financed tc clarify and separate
the agreed upon kinds and amount of assistance from that which may have
originally teen requested. Without this informaticn, it becomes difficult to
measure the success of a completed project.

Recommendation Ne. Z

Embassy/Botswana develop an essential
Items checklist to ensure that IAAs are
preparcd in accordance with provisions
of Marual Order 1323.1.2. and the sample
shown under Attachment © to the Manual
Order.

Fimancia! Status

The lack of reconclliation feedback between EAAC and Embassy/Botswana, and
a8 faliurc on the part of the Emtassy to monitor project obligation and
expenditurc progress caused del3ays and mistakes In the adjustment of Self-
Help project accounts. In FY 1978, the Botswana Self-Help program was
altotted $105,000 compared to %120,0C0 in FY 1978 and $60,000 in FY 1974,

ODuring FY 1979 (through July 21, 1979), the Embassy ob!igated $95,168 for
19 projects from the $105,000 allotment. Eight of fthe projects were over
six months old, but only one was financially complecte with 2 zero balance.
Disbursements should normally bs cempletec within six months of signing an
1AA,

The Embassy did not have a review procedure for checkina the validity of
obligations over six months cld. The Embassy should follow up end determine
which balances can be deobligated. Timely deobiigation action (within the
same fisczl year) frees funds for cother worthwhile projects.

In two FY 1979 projects, obtligations recorded by the fast African Accounting
Center (EAAC) differed from obligations shown on Embassy records. EAAC did
not recelve or record obligzticn arendments issucd by the [mbassy. The
Embassy was unaware of obligation differences hecause it recelved no "feedback
from EAAC of cfficial obligation balances. Thic resulted in an cverexpended
balance on cne project. Followinu our field rrview, the Zmbassy sent ad-
ditional copies of obligation amendments, and EAAC properly adjusted project
balances.



To properly utitize t+s allotments, the Embassy should have avallable
flnanclal reports from EAAC for comparison and reconci | liatior purposes.
This would preclude occurrence of over obligating or over expending funds.

In response to our draft report, the Centroller of CAAC stated:

"l belleve I+ would be appropriate to clarify the Issue
regarding financial data which Is routinely provided for
Self Help activity by EAAC. We routinely send to each of
our client posts copies of monthly U-1Cl reports and
quarterly Project Flnancial Activity reports. These
reports are pouched directly to the client AID post.
Botswana reports are sent directly to the USAID Controlier.
We had unfortunately assumed that EAAC reports would be
distributed within the U.S. Missjon as required.
Effective with the December 3| reports, appropriate
copies of U-101%s and PFAR's apolicable to Scif Help
activities wili be pouched directly to the American
Embassy."

Ws have therefore deleted the recommendation which appeared in our drart
report on this subject.

Sixteesn projects were beling carried forward from FY 1978 with unliquidated
balanced totaling $8,274. A number of these were projects with residual
balances resulting from actuval costs bcing in variance with the original
obligation. They required upward or downward adjustments. Manual Order
1323.1.2. prevides for these adjustments to be shown on the Memorandum
Oblication Rzcord (MOR). The Embassy took nc action to clear residual
balances because of lack of Information on thelr existence. This resul+ted
In completed projects being carried forward with funds {isted as aveilable
for expenditure, which allowed opportunities for rlsk of overexpend|tyre.

Since all FY 1978 projects are more than six months cld, they should be
reviewed and closed out unless there i< a clear justification for holding
1978 project funds open,

Recommendation No, 3

Embassy/Botswana, in conjunction with
EAAC, review all FY |a78 projacts and
all 1972 projects that are more than

six months old for the purpose of taking
deobllgation action where appropriate.
The Embassy should justify any projects
not decbligated.
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