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SUBJECT: 	 Audit of USAID/Mali Management
 
Audit Report No. 7-688-88-03
 

The Office of 
the Regional Inspector General 
 for Audit/Dakar

has completed its 
 audit of USAID/Mali management. Enclosed
 
are five copies of the audit report.
 

A draft audit report was submitted to 
 you for comment, and
 your comments are attached to the report. 
 The report
contains four recommendations, al 
 of which are considered
closed an] require no further 
 action. You 	 are to be
commended for the 
 prompt action taken on 
 the Records of
Audit Findings issued earlier in 
the audit. I believe your
actions can 
set an example for other Sahelian missions to
follow. Please keep 
us advised of progress made in your
efforts to balance work 
load discussed 
 in "Other Pertinent
 
Matters" of this 
report.
 

I appreciate the cooperation and courtesy extended 
to my

staff during the audit.
 



---

In 1978, Con gr.ess erstabi. ,sted the Sahel Development Program
through which A.I.D. would provi(e economic assistance to
eight Sahelian countries in West Africa. Since then, funds
prcvided by the Sahel Development, Public Law 480 and
Economic Support Programs have ave raged about $]45 million
annually to the Fih l, including about $19 million t.o Mali, 
one of the eiy t ,ahol,in countries. 

From 1978-I962 serious A.I.D. management weaknesses limited
the impact of A.I.D. assitance to these countries, causing
A.I.D., in 1983, to vlop a Sahel wide strategy to (1)
control A.I.D. leo'a] currency funds, (2) strengthen
financial and pryi: .m r: :,on t carab ]i ities of S-h.lian
 
irs Uti iAns, and (3) i mprcve .1.D. adimi n ist lative 
 and
pioCJram r.a;-:,gm:n t. nrcu i yen tly , s part of a wor d-wide
effort the Agency inst al le-d new policies to improve
financial man a gm:,,:nt. Aid i ts by the Genral Account ing
Office and. Inspuctor cnr,1 in 1985 and 1986 reported that
A.I.D. male p regi:s s cotrntrol ling local currency funds.
However, they repel ted insufficieont progress in 
strengt hr incg host govc, nment management capabil.ity. 

The Office of the Regional Inspector General for Audit/Dakar
has made several audi ts at selected 1NissiJons in the Sahel
and at the Africa Bureau in Washington D.C. to determine the 
prog ress A.I.D. had marie improving its management since
1983. T5 is repor t tisIn sces tne results of audit at

USAID/Mal i . Thi s py,ol 
air results audit oval uated the
Mission's (1) system to measure project progress, (2)

actions to implement 
 sr-ected A.I.D. firnancial1 management
policie', and (3) efforts to balance work loads with staff
 
and buagt csours.
 

Overal l, =ID:ATP/M,-ali n excellent progress iiproving its 
m n ayg,-::r t . Ph Nis ; on Aroved systems to track project
progrss, made graVor - of project commi tc-es to reach

(ecisions, established 
 in tprnal controls to verify host
 
government accounting for 
 A.I.D. funds, reduced the number
of now projcts to rase work loads, increased staff training

to develop skil ]s, installed computers 
 to improve
efficiency, and contracted with public accounting firms to
 
assist management.
 

Although such of forts improved management, further action 
was needed to b)otter oversee and control A.I.D. assistance.
USAID/Mali needed to (1) better measure project progress and
expand its review of internal controls, (2) improve several 
areas of financial management, and (3) increase efficiency
through staff training, written guidance and the use ofcomputers. Also, a better system was needed to assess
whether the Mission had the necessary staff and budget 
resources to manage its work load. 



To ensure that A.].D. assistance promotes the economic
 
development of recipient 
countries, missions 
 must measure
project 
progress. Since 1983, improvement in USAID/Mali's
management system resulted 
 in better tracking of project
implementation. However, the system could have 
 better
collected, analyzed and 
 reported 
 data on whether project
activities 
 -were ----producing the anticipated:-development'-----'
changes. This weakness persisted, ii' part, because it wasnot identified in the Mission's vulnerability assessments.
Improved measuring of project progress 
 would have enabled
the Mission to better evaluate and report on the
effectiveness of A.I.D. 
assistance. The 
 report recommends

that USAID/Mali 
 improve its system to measure project
progress 
 and perform more comprehensive vulnerability
assessments. 
 USAID/Mali concurred and took corrective action.
 

USAID/Mali internal 
 reviews, external evaluations and audit
reports through 
 1983 noted that financial management

weaknesses in A.I.D projects 
 caused serious problems in
implementing the Mission's program. Although the Mission
had made significant improvements 
 over the past several
 years, further progress was needed in assessing host country
capabilities 
 to contract, providing for audits in project
design, and controlling voucher approval and payment
procedures. 
 These weaknesses were not 
 fully addressed
because the had
Mission difficulty implementing recently

established financial 
management policies. 
 Therefore,
Mission's vulnerability and risks 

the
 
were increased. The
report recommends actions to agency
ensure policies are
implemented. 
 USAID/Mali concurred and took corrective action.
 

To better enable Missions to manage their 
programs, the
Africa Bureau emphasized improved efficiency through
training provided staff
to and other efforts. USAID/Mali
made good progress in its staff efficiency effort, but there
were further opportunities for improvement. 
 Factors
limiting progress included 
 the lack of comprehensive
training plans for 
 foreign national staff, insufficient

written guidance, and less than 
 optimum use of computers.
The report recommends ways USAID/Mali can increase
efficiency. 
USAID/Mali concurred and took corrective action.
 

The Africa Bureau's strategy included reducing the number of
projects to better 
 balance mission work load with staff and
budget resources. Although USAID/Mali 
 had not reduced the
number of projects to the extent planned, it had taken other
action to improve its ability to handle 
 work loads.
Nonetheless, the Mission 
 believed that it needed additional
 resources to better manage 
the program. Since there were
incomplete criteria 
and a system to objectively measure work
load, the audit could 
not assess the need for additional
 resources. This is
issue included 
 in "Other Pertinent
 
Matters" in this report.
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AUDiT OF USAID/MAL1 MANAGEMENT
 

PART I - INTRODUCTION
 

Ir 1978, Congress established the Sahel Development Frogram
through which A.I.D. would provide economic assistance to
eight Sahelian countries in Africa
West to help increase

food production and economic and political 
 stability. Since
then, funds provided by the Sahel Development, Public Law

480 and Economic Support Programs have averaged about $145
million annually to Sahel.
the This assistance has been
provided through development projects, food 
 donations and
budgetary 
 support. A.I.D. assistance to Mali, one of the
eight Sahelian countries, has totaled about 
 $168 million or
 an average of about $19 
million annually i/ as follows:
 

Sahel Public Economic

Fiscal Development Law 480 
 Support

Year Program Program Program 
 Total
 

(in Thousands of Dollars)
 

1978 6,375 2,980 
 9,355

1979 16,100 1,150 
 17,250

1980 15,500 484 
 15,984

1981 14,454 
 14,454
1982 9,611 792 
 10,403

1983 9,882 
 4,307 14,189

1984 11,200 11,112 
 22,312

1985 10,458 19,437 18,000 47,895

1986 9,000 6,680 
 15,680
 

TOTAL 102,580 46,942 18,000 167,522
 

Between 1978-1982, according to Inspector General and U.S.
General Accounting Office audits, A.I.D. 
evaluations, and
other reports, serious A.I.D. 
management weaknesses caused
A.I.D. assistance 
 to have little impact throughout

Sahel. Host government 

the
 
financial records and procedures


were deficient, host country supervision and control were
lax, and A.I.D. oversight of the program was poor. Sahel
institutions lacked trained personnel 
 in accounting,

financial management, planning and administration. Mission
management was 
weakened by too many projects, inadequate

monitoring systems and overambitious project designs.
 

1/ Does 
 not include certain regional proj ets and the

transportation 
costs of Public Law 480 commodities.
 



I 

In 1983, in response to the reports' findings, A.I.D.developed a SaheI-wide strategy to (1) control A.I.D. local
currency funds., (2) strengthen financial and programmanagement capabilities of Sahelian institutions, 
and (3)
improve A.I.D. 
 program 
 and administrative 
 management.
7.. Concurrently,, , as. part of a. worldwide e f fort the Agencyestablished new policies to improve financial management. 

As part of this strategy, USAID/Mali worked to improve
oversight of local currency funds increaseand training toMali institutions. 
 Audits by the General Accounting Office Z/
and Inspector General 3 reported that A.I.D. made progresscontrolling local currency funds. However, they reported
insufficient 
progress in strengthening 
 host government

management capability. 

USAID/Mali also worked to improve its management by refiningproject design, implementatj.on and monitoring, strengtheningfinancial management, and furthering staff 
 efficiency.
Nonetheless, Inspector General 
 audits (See Exhibit 1),
A.I.D. evaluations, and 
 other reports issued since 1983,
continued to disclose problems limiting the 
 effectiveness 
of
A.I.D. assistance to Mali.
 

B. Audit Objectives and Scope
 

The Office 
 of the Regional Inspector General for Audit/Dakar
has made several audits at 
 selected Missions 
 in the Sahel
and at 
 the Africa Bureau in Washington D.C. to determine the
progress A.I.D. 
 had made improving its management since1983. This 
 report discloses 
 the results 
 of audit at
USAID/Mali. This 
 program results audit 
 evaluated 
 the
Mission's (1) 
system to measure project progress, (2)
actions to implement selected 
A.I.D. financial management
policies, and 
(3) efforts to balance 
work loads 
with staff
and budget resources.
 

The audit scope 
did not include an evaluation of management
systems beyond USAID/Mali's control, such 

to 

as those relating
A.I.D.'s personnel assignment and management system.
Also, the audit did 
not determine 
the adequacy of host
country or contractor management. As part of the Sahel-widereview, the auditors also gathered data relative 
to the
Africa Bureau's actions to 
 improve management. This
 

2/ Can More be Done to Assist Sahelian Governments 
 to Plan
and Manage Their 
Economic Development? NSIAD-85-87,

September 6, 1985.
 

3/ Audit of A.I.D. Compliance with Selion 
121(D) of the
Foreign Assistance Act, 7-625-86-5, March 12, 
1986.
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additiona I data, the findings of this report, and theresults of audit field work in other SahelJian countries willbe Included in a Jator report to the Bureau. Testing ofcompliance and internal controls was limited to theconditions disclosed in this_,report.. 

The audit was conducted in Mali 
 and Washington D.C. 
 It
included interviews with LISAID/Mali 
 and Africa Bureau
officials, 
 and reviews of selected audit reports,
evaluations, assessments, 
project papers, action 
 plans,
project implementation and 
 status 
 reports, work force/work
load planning documents, 
 staff development plans and
budgets. The 
 audit assessed the Mission's system to measure
project progress on 
3 of 13 bilateral projects, active in
fiscal year 
 1986; Operation Haute Vallee (688-0210), Farming
Systems Research 
 and Extension (688-0232), and Economic
Policy Reform 
Program (688-0240), as well 
as the system used
to measure progress on the 
, Cereals Market Restructuringproject (Public Law 480 Title II, 
 Section 206). Also,
audit 
 tested vouchers amounting 
the
 

to $4.2 million of $13.8
million spent during fiscal year 1986. 
 The audit was made.
in accordance with 
 generally accepted government auditing

standards.
 

Audit field work on 
the Sahel-wide review 
was completed in
August 1987. 
 Work in Mali had previously been completed in
March 1987 and Records of Audit Findings (RAFs) were issued
at that time. USAID/Mali provided comments to the RAFs in
May, 
and a draft report 
 was issued in September.
Subsequently, 
 a joint request 
was made by Missions in
Burkina Faso, Mali, Mauritania and Niger 
that audit results
in the Sahel be consolidated into one report (See Appendix
2). The Inspector General did not agree 
with this proposal
(See Appendix 3). However, 
 this final report incorporates
further discussion held, and 
 agreement with, 
 Africa Bureau
officials to 
 eliminate recommendations 
 to the Mission
regarding work load 
 measurement. 
 This 
issue is discussed
under "Other Pertinent Matters" 
in this report. Formal
USAID/Mali 
 comments were received on November 4, 1987 (See
Appendix 4). 
 Mission comments have been considered, and the
report changed as we considered appropriate.
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AUDI T 01.'OF PA i M IA1-(;j-:MI,1' 

I'A _1 - CiF1.UJ,TSC1 AUDIT 

Overall, USAI D/Mali 
 made excel ] nt progress improving itsmanajement. 
The Mi ssion impruved Eyst,res to track project
progress, made 
 greaterr use of poject c:uim.ittecs to reachdecisions, (5stab li shocd inte rnal controls to verif y host 
government :occuntiny 
 for A.1.D. funds, reduced the number
of now [rojocts 
tIo ease work loads, Jncreased staff training
Lo ("evel p skil is, installedl ctmputers to improve
offi ci.ncy, an] int rout ,d with public account.nog films to 
assi[ st nT t l t . 

Al thu(,u h . i 
 I s .mipr(ved man,-yrijomunt, fur her action was n i W
, to tI,,* ,vire and 
 control A.I.D. 
assistance.

USAIDi:.li 
 .a- cd to (1) L tte_ r mreasare projcc t proCOress and
expan its it ..w of in ti na1 con trol s, (2) improve several
arteas of f i .a] ianagcnoant,I , and (3) increase efficiency

through stafl training, writeon guidnce and the use ofcomputers. Also, a Letter system was needed to assesswhether I e M<isi on had the n eco,,a iy staff and budget
re,(sourcos to manage As wo lcad.k 

The report t 'a,nn(is that USATD/iMa li i mprove i ts system tomenasurce projerct pi. cg , performpers more comprehen s ivevulnerability asesrs, .rnLs, i I[,l-ove financial managument, and 
increase officieoncy. 
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A. Fi ndings and P-.'cunin2-- t ions_,ma 


1. Th__S e: to,.M.t.._ 
 .. -_sure ojot rogres ('ou3 1_e_I rrLp rBoved
 

To ensure that A. I.D. 
 assistance promotes 
 the econom.i.c
devel opmen t of ent
rec ,.i countries, mi ssions must 
measure
project progr<ss. Since 1983, improvement in USA.D/Mai] i'managm-nt syst "m r,.ul,,din 
s 

i a tter tracing of project.implecen
tat i on. Iowcvuer, the system coUu d hiave better
coilect ed, 
analyzed and reJ,(,lortd data 
 on whether projectactivi 
ies w'C producing hle anticipated development

changes. 'his ",, 
 o;:; p rsi:st, , in 
 part, because it was
not a" "tifi ed .in tlie Ii ssion's vulnerabi].i ty assessment .Tmp iev measuring of 1reject Imr ogress would h ave enabledthe Mission 
 I,,r
to t-,. e.valu]ate and 
 report on the
eff.,ctiv,:ne.',s 
of A.!.D. assist ance. 

RIe cOnih r1, I alt ]on No) . 1 

We recomne-nd that the 
 Di rector, USAID/Ma..i, review the
system used to mn.sure project progress, and make changes to:
 

a. bet-tur ,ipfine project progress rmeasuremeent objectives

by estal ishing qualitative and quantitative interim

benchmarks to 
 e net toward achieving project purpose
 
in di ca tors ;
 

b. improve dat a 
 c-ol lecti n by systemat icall y gathering,

report ing 
 .: d v i fy ing data on prog :ss heeting

project puilq .- Knchmarks and indicators; and
 

C. analyze data to d,.irm:ine ':ether 
project objectives
 
are being 
 (. ->nd, if not, idOntify co; rective actions. 

Rec oi:en da t i on No. 2 

We recommon I hat t he Di rcctor, USAID/Mal i, as partperiodic vI]n,-rabiity 
of 

assessments, 
review the adequacy of
the sysitem used to measure pt.oject progress.
 

Di scussibon 

Audit riports and eval uations conducted between 1978 and1583 found weaknesses in USAID/Mali 's management.
Weaknesses 
 in cl uded overly 
 opti mi stic project design

asst3umpt;ions, 
objeci..ivs and .imnplementation schedules. Also,
a managoenwnt system was not in place to note design andimplementation problcms, or 
unable timely corrective action.
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Thse weaknesses ] jii ted the Jmpact of A. I.D. assistance inMali. For exanmpIc., a 1 980 inspector General audit 4/ ofA.] . P. assistance to the 1iv ,st ock sector ,.ported that,
after four years and the expenditure of $_.3.1 million,A.I.. projects ochieved little .in improving and sustainingSvestock because of inappropr i ate des ign., improperaccount ing 
 for funis and comnmodit.ies, and ineffective hostcountry and A. T.D. managme.,t-nt . Tn 1983, an audit Q/ of a
food plc uct ion project shIowed 
 that those sa ;e factors
caused the project 's fail1ure and subseq uen t t.erminationafter six years effort. and the xYp'ndi ture of $9.2 million. 

The Af-ria Bu eaui.v-oc -, d the -ahl ] st riLtgy in .1983 toremedy tIhese 
 JC] ( ioher r ntv;5s n Ai Wo xnifa]ti
syst ;m A to i lstr t i ha t proc .rss wo, hing made inAfric,.ca, Sl q , rt Iy, ,n Si i ateyy was Inv\' (1 to dlegate(]"oiI y r( i.ii i I . ,s 1 o mi ss; incs for bu t Lw rat iIn andimp" t itipi (if pirojets and to hold tihe I'countable forresults. 
 The 'ur, u made this change to bett eor ensure the
eff-ct.i vwn, ss of A. I . D. a ssist an ce.
 

To ensure 
 that A.I.D. assistance prnotes the economicdevioVopnicr.t of rp0Ki p1 vfl t cuun trrincs, misj siolns iiust measureproject progross . Tie Fore i gn As si stance Act requiresA.I.D. to stabl ish a iariagncmnt system that includles (1)the d( fi rit: ion of objec. iv s and programs, (2) thedeveluopmnt of qciint.i tt ive in,ct-iors of progress towardthese Objectives, (3) the orderly consideration ofaltoynative moans for auic, i i nshng such object i vs, and (4)the dop ion of E ,. tods for comparing actual versus 
anticipated c nslI s.
 

Resptnd ng to 
 the P.uiroau 's st ra tegy, USAt D/Mali improvedproject phiai:5 -t, at tn through its actinnis to t ter planand m i.-tor l prijt : inputs and outputs. For oxanple, theMissi oin Iahli Lcd q],ni ifiabl e honchwnarks for projectinput s an d ct put s 1to enab ] mlere I:imely d" ect i on of:ott] ikS. q -:eject p1 ojgress agaInst the benchmarks wasusUally 'vi '",'od] qtrl]y Put at l.ast semi annual l.y incon junc tion w i prieparr i n g 1 he A t.lP/Washii.ii g t.on project.rl i rii1taton re)rts . The ,cviews helped make decj sionssuch as those made in 1 985 and 1986 to extend sevenprojects. The proj ects were extended when it was discoveredthat further funding was needed, or that planned inputs andoutputs could nut he providod before projects ended.
 

4 Problms in Imp] om, ,ne1 1n g 
 A.I.D.'s Livestock Sector
APotctsvi tieAct Is in -Ma1i; 80-67, Jun e 6, -980-.... 

5/ The Ope.ration M] s MopI-i Project in Mali was Poorly
es-. - .........
an .P . . , 8-'83-3, ray 3, 1983. 
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However, USAID/Mali 
 had not been able to adequately
determine whether planned andinputs outputs had helped toachieve the 
 project purpose 
because of insufficient (1)
project progress measurement objectives, (2) data collection

and repor tin g-,--an d --,(3) --data--analysis -. . 

Project Progress Measurement Objectives 
- Measurable projectprogress indicators 
and benchmarks 
 must be established to
measure progress in providing 
planned inputs and outputs,
and achieving 
project purposes. USAID/Mali used indicators
and benchmarks to measure progress 
in providing inputs andoutputs, but only one of four 
 projects reviewed measured
 
progress in achieving project purposes.
 

A.I.D. project papers present specific objectives upon which
performance is to be measured. The project paper states the
inputs/resources 
 that are planned 
 to produce specific
outputs/products., 
 The project paper sets out measurable
indicators on the
how inputs and outputs are expected tosolve a development problem (project purpose) and 
 under what
assumptions. By establishing 
interim benchmarks to measure
progress against 
these indicators, missions 
 can determine
whether the 
 inputs or outputs need to be modified to achieve
the project purpose, or if a project should be 
 redesigned or
terminated 
 because of, for example, invalid design

assumptions.
 

USAID/Mali had not systematically used project 
purpose
indicators to measure progress. 
 The Mission measured
 progress 
 against indicators and 
 benchmarks established for
implementing project activities. However, 
 indicators and
benchmarks were largely not 
used to measure how well
projects were solving development problems.
 

Only 
 one of the four project measurement systems reviewed
utilized project paper indicators to progress
measure

achieving project purposes. The 

in
 
$15.3 million Cereals
Market Restructuring Project was 
approved in June 
 1984 to
liberalize cereals 
 marketing, 
 increase food production
incentives, and reduce market subsidies. 
 The project paper
provided 15 
 indicators and numerous monitorin9 benchmarks to
enable management to analyze 
progress. In implementation,
USAID/Mali successfully incorporated the 
project paper's
indicators and 
 benchmarks into the 
 project progress
measurement system. By 
 using the system to analyze project
progress, the Mission was able to detect 
that one of three
project objectives was based 
 on faulty design assumptions.
As a result of this comprehensive system, 
the Mission was,
taking action to redesign the project.
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Unfortunately, project progress measurement indicators andbenchmarks at the purpose level were not used for theremaining three projects reviewed; Operation Haute Vallee,Farming Systems Research and Extension, and.Economic-Policy

Reform Program.
 

Data Collectior, and Reporting 
- USAID/Mali did not have an
effective syitem to that
ensure timely, relevant and
reliable data was 
 communicated 
 to senior agency officials
regarding the effectiveness 
of project activities, problems
and proposed solutions. 
Apart from the firsthand knowledge
of Mission personnel working closely on 
projects, the system
did not readily show 
(1) the results of project activities,
(2) the problems affecting implementation, and (3) what was

being done to 
correct problems.
 

For example, started in 
 September 1978, $18.4
the million
Operation 
 Haute Vallee project was to increase food crop
productivity, production and mar.keting for one eighth 
of the
Haute Vallee farm families. USAID/Mali 
 was to measure
project effectiveness by increased 
 food crop production,
productivity and marketing 
 caused by the use of improved
technology, and 
by better 
 support systems for agriculture,
functional literacy, health and transport services and
facil.ties. To enable the project to accomplish its
objectives, the project life was extended several 
 times from

September 1983 to September 1988.
 

After a 1982 Inspector General audit / and a 1984evaluation, the project's outputs 
were altered, but the
purpose remained unchanged. 
 In its October 1986
implementation report 
 to AID/Washington, USAID/Mali reported
that $16.3 million had been spent, the attainment of project
objectives appeared likely, and there 
were no significant

implementation problems.
 

However, data collection 
 problems in the Operation Haute
Vallee project 
 limited the reliability of information
available to confirm or the
deny achievement of project
purpose. Since neither the project 
nor USAID/Mali had a
system to measure the effects of project activities, Mission
personnel had difficulty in identifying data to be verified
during site visits. Therefore, the results of 
 project
activities 
 were not readily determined or 
 used to guide
management decisions. 
As a re'lult, the Mission had little
assurance that general 
increases in cereals production were
brought about by the project activities.
 

The Operation Haute Vallee 
 Project in Mali is
Exepriencing Serious Problems, 7-688-82-01,
 
September 20, 1982.
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Data Ana]ysis - Since 1983, SAI/Mali had emphasized use ofSEM nn u a& .1 portfoli 1 o rev' * ws and project commi tce meeti n gsto rlvi ew project pr orJ 4,ss ,and p:roblems,rerrective actions. and to decideBase; on the analysis of data presented
in these reviews, the Mi ssi on ter,,jnated certain projects

and improved inp]omentation on others.
 

Although USA/Ma] i rcvi ews had often resulted in projectmodi ficdtion or torminati on, the reviews had not alwaysexamined (1) fina'incia1 performnnce data 
and 

by project activity,
(2) progress in rmet ing project purpose indicators. 

For e::anmple, an Inpici or (",n era] -audit 2/ of the $17.5mi1.ion Mli L ivest ock Sector 11 project in ]985 and anInspector ;npl a ul i t Q/ of the the c] .3 ml ].1 .i onManaw tali RO: t t V, t iroj.:ct in 1986 :u'.'od thatUSA]IDM/ ha]1 .a1 not ,n. lyzcd data that would have identified areas where projct act ivilis a',,re not cost effective. The.livestock project ,a1 low od a credit cowpoofmt to cont.inue tooperate in an mfivi ort ifer. A more regular system ofanalysis of ccrss rnd effectiveness could have resulted inearlieir corrections in the management/administ rat ion of thi scredit comirpneont. The Manantali audit found excessive road 
const ruct ion .t i Hates. 

Wi.thout util i z ing enough hon chefarks to collect data Olprogress meeti ng project purposes, USA.ID/Maii did not haveinform.ati on n, ,,,d to analyze piurogiress. For instance,
$19.5 Farming Sy:st',ms P}, 

the 
ich and Extension Project was 

ajTpro.e<( in Marinch 1985.indicat or s to analyxe 
The project paper provided numerousprogress in: expanding the rescarch 

progr am in three re.gi ons, in -proving the linkage betweenres p ych, , l. .i n 'bi vi..s, training, institutions,
fa rm rs , nd ir111g . istant:ia] n umber s of Ma 

and 
i.i anagricultural i ofri 1 anal s aid farm rs in r-';carch and newt, chnol og cs. Py F , rIary 1987, project acti vities had beenunderway for eight Punths. However, the project had spent$372,000 without yo.t having established benchmarks to gather


data for subsequ ent ,analysis.
 

Problems in project prog ress measurement objectives,
col lection and reporting, and 
data
 

data ana lysis wereadmini strative. control weaknesses that should have beenidentified in vunerabilitv assessmnts. Tnternal controlincludes both accounting and administ:rative controls. While 

7/ P anddoss Problems in M- ana healinq - Mali I ivestock 
Sector II Projcc , 7--688-85-5, March 27, ]93

8/ Audit of the ManantaIi Resettlement Project in Mal.,
7-688--86-1, September 23, 1986. 
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Eccounting controls 
are 
 concerned with safeguarding assecs
and tio reliability of financia1 records, administrative
ccntrols are concerned with operati onal effi ciency and

adherence to managerial policies.
 

USAID/Mali provided 
 periodic reports to 
the Africa Bureau on
the status of its internal controls. The reports were to
p)rov.ide Miss on 
 assessmc nts of vuInerability and 
assurances
 on the adequacy of internal 
 con trols. 
 Where material
weaknesses were 
 identified, 
 planned corrective actions were
to be reported so that the Bureau could 
 monitor progress in
 
imp1.emonting them.
 

In inak in g the a s-essmn ts USAID/Ma]i was requi red to 
deturiir whether: 

progress reports were 
time2y, accurate, and useful;
 

progress roports 
showed comparisons with planned and
 
past performance;
 

records wore maintained on 
i:he activities and results
 
achieved;
 

projects' activities would attain 
their objectives
within budgetc.d costs; and 

-- corrective actions were needed or planned.
 

In performing its 
 Novnb.r 1985 vulnerability assessmentUSAID/Mali noted s1e exceptions to accountinn controls but 
few for admini strative controls. 

The vulner bi lity assosvsment was not cons.istent with the
condi tins discIsod( by the audit. Reports had not provided
data showi ng Ip-c-ss in achievinq project purposes, and
USAID/Ma i cou]1d not att cst to the accuracy of reported
informiation. Seld om had progress reports shown comparisons
with pl]annecd and past performance. Sufficient mayrecords
have been maintained on the activities 
 but not on the
results achieved. Without m.thnds to measure project
progress 
 against purpose level objectives, there 
was no
 assurance that projects would 
 attain objectives within
budgeted costs. 
 These deficiencies 
were intei:nal control
 
weaknesses needing corrective action.
 

Because the vulnerability assessments 
 had not disclosed
weaknesses in 
 the 
 project progress measurement system,
corrective actions had been
not planned or taken. As a
result, project 
 managers lacked the 
 information 
 to
effectively monitor and manage projects, 
 and decision-making

became highly subjective. 
 Without adequate information,
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evaluation efforts 
 were hampered, the
and Mission had
difficulty demonstrating the 
 impact of A.l.D. assistance to
 
Ma i. 

In conclusion, to better evaluate and report on 
 the
effectiveness 
 of A.I.D. assistance, USAID/Mali needed 
 to
improve its project 
 progress measurement system

periodically examine the system in 

and
 
vulnerability assessments.
 

Manaqement Comments
 

USAID/Mali generally 
 agreed with the 
 audit finding and
recommendations. 
 The Mi ssion also provided a substantial
 
amount of evidence demonstrating that corrective actions
were begun shortly after receiving the Records of 
 Audit
Findings .in 1987.
Mach Concerning Recommendation No.the Miss ion imp] mn oted procedures to (1) require 

1, 
project
offi cers to report progress in accompli shing projectobject ives, and 
 (2) evaluate data collection methods 
and
 

lower cost altenatives.
 

Concerning 1Pecommondation 
 No. 2, USAID/Mali took exception
to the inference that, because 
 purpose level accomplishment

was not 
 measured, the Mission's internal control system was
deficient. 
 In this regard, the Mission provided examples of
the accounting controls 
 in pl ace. Nonetheless, the Mission
said it 
 would benefit from periodic evaluations of the 
project progress measurpment system, and had taken action to
assure such eva]uat ions in future.
the Also, in regard to
internal ontrol s, as 
 discussed in draft
the report, the
Mi ssion reqluested clarification of those controls included
 
in the audit.
 
Based on actions aken to correct 
 the defici encies,
 
USA] /Mali r eq usted that the two recommendations be closed. 

Office of _or or a. Comm ontsTp oct en 

USAID/Mali actions 
 to correct the deficiencies have resulted
 
in the closure of Recommendation Nos. I and 2.
 

Concerning internal controls, Agency guidance requiredvulnerability , assessments to review accounting and
administrative controls. 
 Thus, the reviews were not limited
to 
 controls over safeguarding assets and the reliability of
financial records. Administrative controls, including 
 the
project progress measurement system, were also to be
examined. The finding has 
 been clarified to reflect 
this
point. We also
have clarified 
 the final report to state
speci fically which systems of 
 internal controls were
 
examin ed.
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2. FinanciaI Mana emon t Needs to _Be FurtherImproved 

USAID/Mali .in ternal recviews, extuina1 evaluations and audit 
reports through 1983 noted that financial managementweaknesses in A. I. D projects caused serious problems in
implementing tne Mission's program. Although the Mission
had made sign i ficant improvements over the past several 
years, fui t r progress was needed in assessing host country
capabilities to contract, providing for audits in project
design, and contro13ing voucher approval and payment
procedures. These weokn 0$ .; es were not fu] y addressed 
because 
 the Mission had di fficulty imp]ementing recently
esta] h ishod financial manag omen t po ici es. Therefore, the
Mission's vulnerabi]ity and risks were increased. 

Recom.np( a t ion No. 3 

We recommen d that the Director, USAID/Mali, make further 
progress in imnp] omen . ing Agency financial management
policies by the following actions: 

a. establish procedures to assess host country contracting
capability and the need for audit as part of the project
design process; 

b. evaluate the need for audit, and where appropriate,
provide audi t coverage for projects which have been 
either designod or amnded since 1983; and 

c. establish procedures to document annual testing of
Mission voucher approval and payment methods. 

Discussi on 

USAIDiMali internal reviews, external evaluations and audit 
reports through 1983 noted that financial management
weaknesses in A.I.D. projects caused 
 serious problems in
implementing the Mali program. For example, the $9.9 
million Operation Mils Mopti Project was approved in April
1980 despite an evaluation which noted unsatisfactory
management in a preceding vroject. Mission reviews and a1983 Inspector General audt -/ of the new project found
that inadequate Mission oversight caused improper financial 
management practices to continue uncorrected. As a result,
with millions of dollars of A.I.D. assistance unaccounted 
for and few results achieved, the Africa Bureau terminated 
the project. 

9/ See footnote 5, page 6. 
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Over the 
 past several years, USAID/Mali had made significantimprovcments in its financial management. For instance, 
 the
 ,.s.i on ut ]i zed its computer capabi l ity to est ablish
internal control in such areas as voucher payments and billsfor collection. Also, the Mission implemented procedures toverify host government records and reports accounting forA.I.D. local currency funds. As result,a a 1986 Inspector
General audit 40/ found that the Mission signifi cantly
reduced i ts lvel of vulnerability in providing local. 
currency to the host country. 

Notwit hstanding thi s notable progress, further efforts wereneeded to (1) assess host country agencies' abilitiescontract, (2) for when 
to

plan audits preparing project papers,and (3 ) cunt rol vou cheor al! ova]. and layent procedures. 

Host Country . tnr iactinq -C Who re host country contracting is
proposed ,I's a WCan s of i npI emeon Lat on , m1issi ons must 
systemat cal ly the(1) 

assess pros.ective agencies' abilities toadvertise, aw, rd and negotiate contracts, and (2) auditcontractor poi foimance, records and reports. The results ofthese assesments are to he incorporated in project designs
so that A.T.D. can plan oversight in vulnerable areas. 

Assessmcnts of coon tryhost contracting capability have been
especially i mportant in Mali. For example, a 1982 InspectorGeneral audit of $18.4Q1/ the milli on Operation HauteVallee project di sciosod that host country contracts had notconformed to A.I.D. regulnations and had not been consistent
with approved imp omn t ation plans. Also, the implcmenting
agency had lacked the capabnility to carry out itsresponsi hib il ties. The audi t questioned the ofuse hostcountry co,tract irg in Mali without a thorough assessment of
 
instil ut ional cat b lit is.
 

The audit disc losed that USAIb/Mali project papers preparedsince ] 983 sti l l had not ic udedelnough (ietai ]1s about host
 
country contracting. Tnstead, the 
 project papers described
the Mission's oversight and pl ans. For ex:amp]e, the projectpaper for the $19.5 million Mali Farming Systems Research
and Extension Project, approved in March 1985, said theproject would provide million$1 for host country
constructi on contracting. However, the project paperinsufficiently assessed contracting capability
construction. The project 

for 
paper stated that (1) theresponsible agency followed Malian government procedures foradverti sing, awarding, negotiating and supervising 

i_0/ See footnote 3, page 2. 

l1/ See footnote 6, page 8. 
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construction, (2) the Mission had a satisfactory experience
with the agency, (3) the Mi ssi on pr ovi dod assistance to 
ensure compl iance with its rules and regul ations, and (4)
the Mission would perform all site inspections, contractor 
supervision, progress payments and work reception. 

While these statements showed that USAID/Mali intended to 
monitor construct ion, no in formation was [-c)vidod regarding
(1) the spec fic contract ing procedures used by the 
government, and (2) the .identification of the specific
weaknesses to the to planenable Mission an appropriate 
level of oversight. 
In response to a Record of Audit Finding, USAID/Ma] i 

requested that the report include this comment: 

"To ensure proper supervisi on and control, project 

design pl cvi(]ed suffici ent safeguards, not to depend 
on GRM [ Gover!-nent of Mali] agency a lone. These 
safeguards were (a) hi ring a qua]i fied construction 
coordinator and (b) contracting with qual.ifieda A&E
[Architectural and Engineering] fi rm for construction 
supervision; who will report to USAID. Necessary
budgetary provision has been made in the construction 
line item of the project budget to pay for these 
services. PP [Project Paper] densign also ensured full 
participation and control by USAID of all phases of 
construction to ensure conformity with AID rules and 
general Stand a rd prov ision s. (Archi tcu. u ral and 
Engineering d.esigns; approva 1 of bid documents, 
se]ectic)n of cont rActors, and construct ion 
supervision). While there might have been 
insufficient docu:i ,.tat ion attached to the PP (on
assessimr-nt of host c(onnItry ceni ract ing capahi1ty for 
constru ct ion) the sa fegurds citecd above fully reflect 
Mi ssion's waryonpss and] (,c rnr . " 

Nonetheless, without descr ibing and assessing the speci fic 
host government contract ing procedures and weaknesses in
project papers, USAID/Mali had been unable to ensure that 
oversight plans were suff icient to avoid hottlenecks. For 
example, a 1986 Inspector General audit of21/ the $18.3
million ManantaIi Resettlement Project found that host 
country contracts had contributed to significant
i mplementat i on problems. The project paper had not
suffici ently studied host country contracting procedures.
Consequently, the early stages of project implementation 
were consi derably delayed. 

J2/ See footnote 8, page 9. 
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Audit Coverage - Missions must assess the need for auditswhen de.signing projects describeand planned contract and
project audi]t coverage by the host government, A.1.D. and/or
independent public accountants. Where the need for audit
has been identified, project funds should be budgeted for 
independent audits. 

Since ] 983, USALI/IMali had not fully and consistently
evaluated the need for audits in order to make appropriate
provisions in projects. In 1984 and 1985, for example, two
 
project papers did not determine the need for audit andtherefore did not provide audit coverage. A third project
paper, although deter iining a nod for audit, did not budget
specific funding i dentify who was to conduct the auditnor 
and ,hon. 

By 1986, USAliV/Ma] i had imlroved project desi gn by including
appropriate de_ (lpiminations and provisions for audits in the 
Integrated Family Health Sivicrs project paper. However,similar action had not b:en taken or planned to correct the1984 and 1985 omissioens in 
and 

tha Ma]i Farming Systems Research
Extension Project, Manantalii Resettlement Project, and

Mali Economic Policy Reform Program. 

Voucher-ami nat i on_ and A1 4roval Procedures - Mi ssions must
annually assess vouchertheir approval and examination
procedures to dot enmine any weaknesses, and to determine if
staff are following the procedures. The assessments mustveify supolarting dc'1uJv.n ts submitted with contractor
invoices, and the abi lity of project officers to match 
contr a(ctor performance with contractor invoices. Theasscssments must a se]ectedinvolve randomly sample of

vouchers. wo-k 
 .ses that indicate high vulnrability
should he hi hli ghted for fur hr action. 

For the years.194 and 1985, no evidence was avail able to
show w,.hi hr :/I/j
AD/ i made any assc rsmn ts of these
procedur-s. For Mi.s-in1986, officials indicated 
assesn..m.nt s , e made on the basis of daily oversight.
Samp]ing was used since vouchernot each was reviewod at thetime of its crt.ificat, ion. Also, no evidence was available 
to show that the Mis_-sion reviewed the procedures emp]oyed byproject offi cers to re] ate con tractor perfoipmnnce with 
contractor invoices. 

Based on audit tests of vouch rs totaling about $4.2 million
of about $13.8 million processod in fiscal year 1986,
vouchers, or percent of28 50 vouchers, had insufficient 
documen tat ion to show the Vas i s for approva l . As thefollowing describes, these shortcomings may have been
avoided had USAID/Mali made moeo forma] assessmen ts. 
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--

-- five vouchers, totaling about $330,000, were
properly supported with 
not
 

the project officer's approval
checklists. The checklists 
were missing for four
vouchers, and checklist
one 
 was not signed. The
checklists were required 
to enable A.I.D. 
management to
decide the vouchers' vulnerability to improper payment;
 

nine votiche-rst totaling about $1.6 million, 
lacked other
required documents, including receiving reports for
commodities, 
 certifications 
 on construction, 
 and
contractor performance certificates; and
 

three vouchers, totaling about 
 $736,000, provided
advances in excess of 
 30 days disbursing needs without
supporting justification. 
 Federal regulations require
justification for 
 advances exceeding 30 days. In no
case can advances be approved for amounts in 
excess of

90 days ne9ds.
 

Inadequate 
 host country contracting capabilities,
insufficient 
audit coverage, and the need to improve voucher
approval and payment 
 procedures have 
 been world-wide
problems which Agency
the has been trying to address. In
April 1982, the A.I.D. Administrator named task
a force to
review these problems. The 
review resulted in 16 policies
on 
(1) methods of project implementation and financing, 
 (2)
auditing, verification, 
 and other monitoring practices, and
(3) other accountability practices. The 
 Bureau for
Management sent implementing guidance 
to the missions in
December 1983. 
 The guidance acknowledged that it 
 would take
several years to fully implement the policies.
 

The financial management shortcomings, discussed 
 in this
report, 
 had not been addressed 
because USAID/Mali had
difficulty implementing the policies. 
 Since 1984, the
Mission 
 had identified 
a need to assess host country
implementing agencies, but because 
of other priorities and
staffing limitations, 
 the assessments 
 had not been
undertaken. 
 Another contributing 
factor, identified in the
Mission's 1985 vulnerability assessment, 
had been the lack
of sufficient controller involvement in the project design
process. Yet when involved, such as with the 
 design of the
Family Health project paper, 
payment verification had been
properly addressed. In this 
 case, the Mission had made
provision for audit 
and had decided not to use host country

contracting.
 

In conclusion, USAID/Mali 
 had made good progress
implementing Agency 
financial management policies. 
However,
there was a need to better assess 
host country contracting
capabilities, plan for audits when designing projects, and
control voucher approval and payment procedures.
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Management Comments 

USAID/Mali agree,1 with the audit finding and had taken 
action 
to implement the recommendation.
 

With respect to host country contracting, USAID/Mali plans

to review all procedures used 
 to awar --the, existing-host.

couit--ycontr'a cts. 
 'A Mission order Was issued 
 requiring

host country contracting capability assessment each time a
project paper identifies this method of implementation.
 

Concerning audit coverage, USAID/Mali issued 
a Mission order
requiring a review of 
 audit coverage not only when project

papers are 
prepared, but also when amendments to add funding
are prepared. The Mission 
 assessed the need for 
 audit
 
coverage for projects, and determined a nonFederal audit of
the Mali Farming 
Systems Research and Extension Project
would be scheduled in 1988. 
 In addition, on its own
initiative, the Mission prepared an audit coverage plan for
all projects, and had commenced action to obtain host
 
government audit coverage to A.I.D. projects.
 

Concerning voucher 
 approval and payment procedures,
USAID/Mali issued a Mission order establishing procedures 
 to

be followed in performing 
 annual tests of vouchers
processed. 
Also, the Mission conducted a review of a random
sample of vouchers processed in fiscal year 1987.
 

Office of Inspector General Comments
 

USAID/Mali actions 
to correct the deficiencies have resulted
in the closure of Recommendation 
 No. 3. Particularly

noteworthy was the Mission's action 
 to prepare an audit
 coverage plan for all projects. 
 This will help ensure that
audits are scheduled in advance, the 
 audit entity is
identified, and funds are budgeted when needed.
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3. There Are Opportunities to 1impove Staff Efficiency 

To botter enable Missions to manage their programs, theAfrica Bureau emphasized improved efficiency 
 through
training provided staff
to and other efforts. USAID/Mali

made good progress in its staff efficiency effort, but there
were further opportunities .for ... improvement.- Factors,...
1Yihimting progress included the lack of comprehensive
training 
 plans for foreign national staff, insufficient
written guidance, and less than optimum use of computers.
 

Recomendation No. 4
 

We recommend that the Director, USAID/Mali:
 

a. 
implement staff development objectives;
 

b. 	establish a Mission operations manual; 'and
 

c. 	obtain and use computer software programs to organize
 
project management information systems and reporting.
 

Discussien 

Prior to 1983, Inspector General audits and A.I.D.
assessments and 
 evaluations 
 found that USAID/Mali did not

have adequate staff to manage the 
 levels of A.I.D.
assistance being provided. 
 As a result, significant project
problems were detected
not and corrected, limiting the
impact of A.I.D. assistance. 
 Congress was also concerned
and considered reducing the Sahel Development Program.
 

In response to reports and
these 	 Congressional concerns,

A.I.D. developed a strategy to better balance work load with
staff and budget resources. 
 The Africa Bureau's strategy
included (1) reducing the number of projects in the Sahel 137,
and improving Mission efficiency through training provided

to staff and other efforts.
 

Although USAID/Mali made 
good progress implementing this
strategy, (1) 
 Mission personnel, particularly foreign
nationals, have not had comprehensive development plans to
 ensure sufficient training, (2) staff lacked 
 sufficient
written guidance, and (3) the Mission had not made maximum
 use of its computer system capabilities in establishing

project management systems and in reporting.
 

13/ 	See Other Pertinent Matters 
for discussion of this
 
aspect of the strategy.
 

- 18 



Staff Development - USAID/Mali established an extensive 
staff development plan to identify employee needs, providetraining and enable career advancement. The plan placed
particular emphasis on developing the skills and increasing

the responsibilities of host 
 country nationals. In 1983,
the Mission had 19 professional Malians, of which 5 occupied-man agerial - pos i tion s.-- By, -,---March -1987, the Mision had 25professionals, of which 8 occupied managerial positions.
 

Such efforts were consistent with the Africa Bureau'sstrategy to improve efficiency. Host country nationals (1)

enable a reduction in budget resources, (2) understand theculture and Lhe language, and (3) prevent gaps in program
continuity caused by U.S. direct hire assignment changes.
 

Although USAID/Mali increased its 
 use of host country

nationals, 
 the Mission met with limited success

developing these personnel capabilities 

in
 
to replace direct


hire staff. Although the Mission had identified a need to
establish a small training center for staff, funds had not

been available to hire a training specialist. At the time
of audit, insufficient funding also 
caused the Mission to
cancel planned training for six employees since only $37,000
could be budgeted for training. This amount, in the opinion

of Miss.ion officials, was not enough to train personnel.
 

Another factor limiting USAID/Mali progress was that the

personnel development 
 plans lacked specific objectives

needed to measure progress in attaining the Mission's

long-range personnel 
goals. The objectives did not specify
which people were to move into managerial positions, when,
 
or what resources it 
would take to move them. The Mission
also did not use development objectives and time tables to
 
determine and justify the 
 level of funding needed for
training programs. Instead, according to Mission officials,

available funding was used to establish training objectives.
 

Mission Operations Manual - A.I.D. Handbooks 18 and 23
stress that Missions establish and maintain a system for

internal issuances of policies, procedures and notices to
Mission personnel. 
 Missions are also responsible for

ensuring that their internal directives are consistent with
A.I.D. policies and procedures. Mission operations manuals

help to 
 establish effective and consistent management

systems and to train and guide less experienced staff.
 

USAID/Mali had recognized the need 
 to establish an
operations manual, but 
 for more than three years little
 
progress had been made. In 1983, 
 the Mission decided it
needed to strengthen compliance and procedures and better

clarify who 
 had authority and who was responsible. The lack

of written policies and procedures was again identified in
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the M i m i on s ]984 and i985 vulnerability as.e.sints. By
March 1 987, a] tha ch having drafted sections of the manual,
the M3ission was having oli fficu3ty coml-Pti ing the task. 
Accord.ing to Miss i:in off.icials, work load impa.ired progress.
 

Because USAID/Mali had not established an operations manual,

financial management policies, as
such those pertaining to 
the 3983 payment verfi Hual ion statements, had not been
available to staff. 
 As a result, the Mission had not fully
complied with the policies. Also, less experienced staff 
had not had suffici ent info,imation to guidne them. 

Co put ens -- To incrasu; the effici oncy and effectiveness of
its op'ra i n, A..P. :ucd pol icy gui del ines on the
Bureau and i.--n inf i.at en t. ol ....ym- program in June
1984. Anjuy gui(dance I the;dt l se of computer.
technol eqy in design ing ad evaluating as well inas

establ i shing minagI:l t informat i an syst iims for better 
program and project .nagdjelln t. A;c,ng other thincs,
computers fac il iate roting Al D/Washinyt on reporting
requirements. Wi t hout c,-l p t or s, s ul sLan t.a]. time is
involved re spa r ching data, an a lyzi ng project performance, 
and compi l ing reports. 

Since 
 3984, USAID/Ma 1i had obtained computer equipment

needed to more efficintly administer 
the program. The

Mission made significant 
 efforts to obtain computer

hardware, and by March 1987 had 
 become one of the largest

users of computers in Africa. Also, to train staff on
comIut -rs , the Mi ssion had hi red speca col ut or alist.
 

USAIDiMa ] i Ihad 
not used the computers to systematically

emphasize vire efficient project 
 ranage.meent information
 
sys tis ad reporti ng . Al thlough there had been some
 
excetj Ihe -s, computers were used principally for word

proces5 .:g, fi anci a management and account ng, project

plaaing ,nd
1 budge tng. were less
Computers used 
 for
 
Mission pru, Ma.ian
,am and Economic Data Pase compil3ation
and analysi s, 
 * r ogram and project manageme(,nt and tracking

systems, and econom ic and statistical analysis.
 

In conclusion, USALD/Mali 
 had made progress improving staff

efficiency. To improve
further efficiency, the Mission

needed nwore comprehensive 
devel opmen t plans for foreign

national staff, Mission
a operations manual 
 for better
 
guidance to staff, and 
 more use of computer software
 
programs 
 for proj ect man agemen t in forma tion systems and
 
reporting.
 

Mana Cmment s 

USAI/Mali 
agreed with the audit finding. The Mission said
 
that it had used the Records of Audit Findings to justify
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mote fiscal year 1987 funding for staff development and for
acqui si tion of add i onal computer equipment. Al so, the 
folowing specific act ions were t aken: 

USAID/Mali increased staff training in 
 fiscal year 1987 
and prepared a training plan for fiscal year 1988; 

USA]D/Ma] i made 
 a detai led analysis of its operations

and issued 14 new Mission orders which were now part of
 
its operations manual; and 

USA] D/Ma]i hired an additional comuter expert, was 
obt aining and instal ling ad itional computer hardware
and software, and increased staff training in computer
sCof vw re. 

As a r(ISu t of these actions, the Mission requested 

Recominendation No. 
4 be closed. 

Office of InspectC)r Gneral Comments 

USAID/Ma .i actions were responsive 
 to the audit
recommu.ndation 
 which is considered closed. 
We recognize the

significant effort 
 involved in upgrading foreign national

employee ski]ls, and applaud
we the Mission's

accompl.ishments 
in this orea. Alt:hough not part of the
audi t r .'crrmcndati on, we woul d en cou rage USAID/Mali to
develop a longer ronge p,]n 
 to upgrade ski]Is. This 
 plan
should, to the utent possi ble, i de ntify the persons who are 
to move into managerial .,ositions, along with a timetable

and cost estimate. In this way progress against a plan 
can
 
be better measured.
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B. Compliance and Internal Control 

Compliance 

The audit disclosed the 
 following compliance exceptions.

Findin.g 1 discusses- the need - to better -comply .. with -A.I.D.regulations 
 requiring measurement of project progress, and
expanding vulnerability assessments 
 to include
administrative controls. 
Finding 2 discusses the need for

better compliance with 
selected A.I.D. financial management

policies. 
 The review of compliance was limited 
 to the
 
findings in this report. 

Internal Control 

Several internal control 
 weaknesses were 
 identified.
Finding 1 discusses weaknesses in USAID/Mali's project
progress measurement system, 
 and the lack of sufficient

emphasis on administrative controls 
 when performing

vulnerability assessments. 
 Finding 
 2 discusses weaknesses

in internal controls 
 in selected financial management
functions. 
 Finding 3 discloses incomplete staff development

plans and written procedures. 
 The review of internal
 
controls was limited to the findings in this report.
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C. Other Pertinent Matters
 

The Africa Bureau's strategy included reducing 
Lhe number of
 
projects to better 
balance mission work load with staff and

budget resources. Although USAID/Mali 
 had not reduced the

number of projects to the extent planned, it had taken 
other

action. 
to -, improve .its_-ability-to -...handle work- -loads-*-..
 
Nonetheless, 
 the Mission 
 believed that it needed additional
 
resources 
to better manage the piogram. Since there 
were
 
incomplete criteria and a 
system to objectively measure work
 
load, 
the audit could not assess the need for 
more resources.
 

The Africa Bureau's strategy 
included reducing the number of

projects to better balance mission work 
load with staff and
 
budget resources. In August 1984, 
a Congressional committee
 
expressed its concern over A.I.D. 's ability to manage higher

Sahel project funding levels with the lower U.S. 
 direct hire

staffing levels 
 that A.I.D. planned for Sahel Missions. As
 
concerns USAID/Mali, bilateral 
 project obligations were to

increase 
 from $9.9 million in 1983 to $12 million in 1986,
 
concurrent with planned reductions in 
U.S. direct hire staff
 
from 21 to 16. 
 A.I.D. responded that it planned to reduce

the number of active bilateral projects from 19 in 
1983 to 9

in 1986, and that other efficiency efforts were underway.
 

At the end of 
 fiscal year 1986, USAID/Mali had not reduced
 
the number of projects to the 
 extent planned, but it had

taken other 
action to improve its ability to handle work

loads. The Mission had 13 active 
 bilateral projects rather
 
than the 9 planned. 
However, bilateral project obligations

had been limited 
to $9 million 
 versus the $12 million
 
planned. 
 Also, as discussed in finding number 3, the

Mission had taken several other actions to improve
 
efficiency.
 

Despite such actions, USAID/Mali said that 
it needed more
 
resources to better 
manage the program. As noted in this
 
report, Mission officials cited staff and 
 budget limitations
 
as constraints to conducting 
 the assessments required by

A.I.D. financial management policies, and 
 to undertaking

further efforts improve
to efficiency. 
 Also, Mission

officials stated that they had 
 difficulty devoting enough

staff time to bilateral projects because of the 
 work load

involved with emergency 
 drought and insect relief programs,

and Agency and Congressional 
 pressure to implement

additional regional projects 
 in certain fields. 
 Also,

because of budget reductions, officials said that they were
 
impaired from hiring 
more contractors 
to help manage the
 
program.
 

Available criteria 
and information 
were insufficient to
 
assess whether the additional resources were 
warranted. For
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example, the response the
Agency's to 
 committee did not 
quantify the reduct .ions p1 anned in regional projects or
other no)nl:,bi 1 t Ca] proj.ect act ivi Lips. in Nov(mber 1984 , an 
A.I.D. assessment of staff utilization in tie Sahel reported
that work load planning needed to consider all activities in 
Mission work load. Pegarding USAID/Mal i, the assessment 
recommnonded that the planned U.S. direct hire level 
for 1986
 
be raised from 16 to .8 to 
assure coverage of total Mission 
woik load. By the ,nd of fiscal year 1986, 1.-ission staffing
included these two addit ional1 iositions; howevur, the Pubiic 
Law 480 Program in taAI had increased somewhat, and there
 
were several regij onal and cent rally fundled projects. The 
1984 as .rnt did not disclose the program level data 
considered in making the recomiendal ion. Therefore, the 
audit u lud not ,ssss whit her the 18 U.S. direct hire 
postic were 'onsistt with program levels found in 1986. 

USAII/falai had made goed efforts to dqfine and measure its 
work 1oa d. 'he Mi ssion ,ev (;1.'ed a low cost system to 
pl anning work loads whii'h .ntailed listing out each 
individual in ,oh divi sion, listing the projects for which 
the person wa-s responsible, giving broadc descriptors of size 
and scale of projects, making a high, mcdiur or low estimate
 
of management intensity of each project, and l.isting the
 
major tasks/outputs which faced project.
the Thi s system

provided signfificant-ly betl, r criteoria to measure work load
 
than that centainrcd in the Agency's 1984 to
response the
 
Congressional ,'ormimittwe. However, 
some limits to the system 
were iU-i fi ed, incluing est imates were not made for 
indirect staff time, and data was not included to compare
staff utilizat ion with the plannin criteria established. 

According to USAID/Mali officials, morea comprehen sive 
system would be of limited usefulness because of changing
work load factors. Thus, historical data on staff 
util ization would h,ave no bearing p1 annin gon future 
events. As a result, the Mission pl anned to hire a
 
consultant to perform an independent review of the current 
work load. OfficiaIs said that such a review would advise 
the Missi on how to organize or reorganize wi thin given
constraints, and that the expected changes in efficiency

would offset 
the estimated $15,000 cost of the consultant.
 

We recognize the effort USAID/Mali has expended over the 
past several years to define and balance the Mission's work 
load. 
 We also recognize the constraints on establishino an 
effective work load planning system when Agency and 
Congressional pressures cause Mission to
the expand its
 
development activities. Therefore, 
 we are making no
 
recommendations. 
 We wi 1 urge the Africa Bureau to
 
capitalize on what USAID/Mali has begun, to
and take a lead
 
in developing a better work load measurement system.
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AUDIT OF USAID/MALI MANAGEMENT
 

PART III 
- EXHIBITS AND APPENDICES
 



Exhibit 1 
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Inspector General Audit Reports 
USAID/Mali Projects, Prf,!rams 

on 

Number Date 

80-67 6/6/80 

81-35 1/29/81 


0-625-81-52 3/10/81 


0-688-81-139 9/24/81 


7-688-82-1 9/20/82 


0-688-83-59 4/20/83 


7-688-83-3 5/3/83 


0-698-84-16 12/21/83 

84-20 1/31/84 

7-688-85-5 3/27/85 


7--688-86-1 10/9/85 


-Title 

Problems in Implementing
 
A.I.D.Is Livestock Sector
 
Projects' Activities in Mali
 

Problems in Host Country
 
Accounting for Utilization of
 
A.I.D. Funds in the Sahel 

Improvements Must be Made in 
the Sahel Regi onal Development
Program
 

Major Trrip]ementation Problems
 
Confront Project Action Ble in
 
Mali 

The Operation Haute Vallee
 
Project in Mali is Experiencing
 
Serious Problcems 

Management of USAID/Mali
 
Operating Expenses 

The Operation Mils Mopti
 
Project in Mali was Poorly

Designed and Implemented 

Need to Improve the Design and 
Implementation of Agricultural 
Credit Programs in the Sahel 

Inadequate Design and
 
Monitoring Impede Results in
 
Sahel Food Production Projects
 

Progress and Problems in
 
Managing the Mali Livestock
 
Sector II Project
 

Memorandum Report on the Mali
 
Renewable Energy Project--

Accountability for A.I.D. Funds
 

http:A.I.D.Is
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Number Date _ _'Ti tie 

7-625-86-3 10/17/85 Sununary Report on A.I. D. 
Assistance to Develop Livestock 
in the Sahel 

7-625-86-5 3/12/86 Audit of A.I.D. Compliance with 
Section 121(d) of the Foreign 
Assistance Act 

7-698-86-6 3/12/86 Me.moi-Ondum Audi t P!,[ort of Use 
of FubIic Account ing Firms by 
A.I.D. Offices in West and 
Centr al Africa 

7-625-86-8 5/14/86 Audit of the Sahel Regional 
In tegrated Pest Management 
Project 

7-688-86-10 9/23/86 Audit of the Manantali 
Resettlement Project in Mali 

7-688-86-03-N 9/26/86 Nonfederal Audit of the Mali 
Renewable Enerqy Project 

7-698-87-5 3/16/87 Summary Report on Audits of 
Regional Projects 
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AUDIT OF USA]D/MALI MANAGEMENT 

Report Recommendations
 

Page
 

Recommendation No. 1 
 5
 

We recommend that the Director, USATD/Ma] , review the
 
system used to measure project progress, and make
 
changes to:
 

a. 
better d(fIne project progress rmasurement 
obj ct ivc, by est abl ishing qualitat ive and 
quant itat ive Setorim Y..clo-arks to be met toward 
achieving [roject purpse ,indicators; 

b. 	 mpi ove data co] lection by systemati cal].y

gathering, repoiting verifying on
and 	 data 

progress meeting project purpose 
 benchmarks and
 
indicators; and
 

c. 	 analyze data to ,etermine whether project

objectives are being met and, 
 if not, identify
 
corrective actions.
 

Recommrendation No. 2 
 5
 

We recommend that the Director, USAID/Mali, as part of
 
periodic vulnerabi lity assessments, revi ew the
 
adequacy of the system used 
 to measure project
 
progress.
 

Recomm n at_ en No. 3 
 12
 

We recommend that the Director, USAID/Mali, make
 
further progress in implementing Agency financial
 
management policies by the following actions:
 

a. 	 establish procedures 
 to assess host country

contracting capabil ]ity and the need for audit as
 
part of the project design process;
 

b. 	 eval uate the need for audit, ond where
 
alpproprinto, p:ovide coverage
audit for projects
 
which have ben either designed or amended since
 
1983; and
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C. 	 establish procedures to document annual testing of 
Mission voucher approval and payment methods. 

Recommendat ion No. 4 

We recowmurnd that the Director, USAID/Mal:
 

a. 	 .mple.m:.nt btaff ]Cvce]opment objoctives; 

b. 	 establish a Mi sion oprat irns inanua]; and 

cr 

organ i zo projeoct ma nag,,m ent in ffurmat i on 


c. 	 obtain ai use rmptul e software programs to 
systems 

and reim i ng. 



ACTION: RIG-2 INFO: DCM 
VZCZCTAA217'ESA47?4
00 RUTA S --OC: LOC s: 334',
 

00 RTADS03 
 SEP 8?
DE RUINM #6195/01 2460826 
 CN: 39390ZNR UUUUU ZZH 
 CNR. 9AID

D SRG:0 030825Z SEP 87 


TO RUTADS/AMEMBASSY DAYAR IMrFDIAT CP72

RUEHC/SECSTATE WASHDC IMMEDIATE 2373
 
RUTANK/AMEMBASSY NOUACHOTT 2481
 
EUTABM/AMEMBASSY BAMAKO 6406

RUFHOC/AMEMBASSY OUAGADOUGOU 3164
 
BT
 
UNCLAS SECTION 01 OF 02 NIAMEY 06195
 

AIDAC
 

DAKAR FOR RIG/A/WA
 

E.O. 12356: N/A

SUBJECT: RIG/W/WA DRAFT AUDIT REPORTS, MISSION PROGRAM
 
- ADMINISTRATIVE AND FINANCIAL MANAG.EMENT
 

1. BACKGROUND FOR AA/AFR: FIELD WORK FOR THE SUBJECT

AUDITS WAS COMPLETED IN THE JANUARY-APRIL 1987 PERIOD.

NIGER WAS THE FIRST MISSION AUDITED AND THE FIRST TO
RECEIVE THE DRAFT REPORT ON JUNE 29. 
 THE OTHER USAIDS

AUDIT REVIEW WAS CONDUCTED IN AID/W IN JULY.
 

2. SUMMARY:
 
-A) THE USAID MISSIONS OF NIGFR, MAURITANIA, MALI AND
BURKINA, UPON CAREFUL CONSIDERATION AND CONSULTATION,
HAVE CONCLUDED THE RAFS FOR THE 
FOUR MISSIONS REMARKABLY
 
RESEMBLE EACH OTHER. 
 WE BELIEVE THIS DEMONSTRATES THAT
OUTCOME OF THE AUDITS WAS PREDETERMINED AND TWAT FIELD
WORK WAS PERFORMED SELECTIVELY TO FIND EVIDENCE THAT WAS

SUPPORTIVE ONLY OF THE CONCLUSIONS THAT HAD BEEN
 
PREVIOUSLY FORMULATED.
 

-B) IMPRESSIONS DURING THE AUDIT VISITS BY EACH
MISSION'S STAFF WERE THAT INFORMATION SUPPORTING

POSITIVE MISSION MANAGEMENT ACTIONS WAS NWELECTED,

LEADING TO UNWARRANTED NEGATIVE CONCLUSIONS IN TERMS OF

CURRENT MANANEMENT DIRECTIONS.
 

-C) THE ABILITY OF THE MISSIONS TO CLOSE THE
ADMINISTRATIVE MANAGEMENT RECOMMENDATIONS-MAY BE LIMITED
OR IMPOSSIBLE ANY TIME SOON BECAUSE OF O.k, 
LIMITATIONS.
 

-D) THE FOUR MISSIONS REQUEST THAT FURTHER ACTION ON THE
AUDIT REPORTS BE SUSPENDED UNTIL THE OBJECTIVES OF THIS
AUDIT ACTION BE REVIEWED. AT MINIMUM, THE FOUR REPORTS
(OR FIVE IF AID/W IS INCLUDED) SHOULD BE COMBINED INTO

ONE REPORT. END SUMMARY.
 

3. AS CURRECTLY PLANNED EACH OF THE MISSIONS IS TO
RECEIVE A SEPARATE REPORT, YET THE RAFS ARE HIGHLY
 

UNCLASSIFIED 
-NIAMEY 
 008195/01
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SYSTEM AND THE DEVELOPMIENT OF COMPUTER SOFTWARE AND THEACQUISITION OF ADEITIONAL AUTOMATION EQUIPMENT CAN ONLYBE RESOLVED BY THE AA/AFR WITH REGARD TO FUNDING.
 
THE USAID 
 MISSIONS ARE NOT DISPUTING THAT ADMINISTRATIVE
 
MANAGEMENT IMPROVEMENTS ARE NEEDED AND CAN BE MADE. WE
:-ARE-NEVER -TOTALLY SATISF-IED- W-ITH-- OUR -PROGRESS -,AND

THE SYSTEMS WE HAVE IN PLACE TO MONITOR.AND ACHIEVE 

TH
 

PROGRESS 
IN THE MANAGEMENT OF OUR DEVELOPMENT ASSISTANCE
PROGRAM AND ARE CONSTANTLY SEEvING IMPROVEMENTS. WE
ALSO ACCEPT THAT THE RESULTS OF DEVELOPMENT PROJECT
ACTIVITIES MAY NOT IN ALL ASPECTS BE ADEQUATELYDOCUMENTED. 
BUT IT APPEARS TO US THAT THE RELATIVE

SIGNIFICANCE OF THE IMPROVEMENTS NEEDED HAVE BEEN
OVERSTATED IN THE RECOMMENDATIONS. 
 TO DO SOMETHING
BETTER MAY BE DESIRED IY EVERYONE CONCERNED--BUT THE
RELATIVE NEED TO DO SO SHOULD BE CONSIDERED IN T"RMS OF
THE CURRENT AND FORECASTED RESOURCES CRISIS.
 

6. THE USAID MISSIONS RECOGNIZE THE SIGNIFICANT ROLEAUDITS PLAY 
IN THE MANAGEMENT OF USG ACTIVITIES. FOR
THIS REASON WE RANK ATTENTION TO AUDITS EQUAL TO THE

ATTENTION GIVEN THE
TO PREPARATION OF ANNUAL BUDGETSUBMISSIONS (ABS), CONGRESSIONAL PRESENTATIONS (CP), 
THE
COUNTRY DEVFLOPMEN?$ STRATEGY STATEMENT (CDSS) AND OTHERMISSION PLANNING ACTIVITIES, AS DEMONSTRATED BY THE
CONSIDERABLE TIME AND ATTENTION ALLOCATED TO WORKING
WITH AUDITORS AND RESPONDING TO RAF AND AUDIT REPORT
RECOMMENDATIONS. 
WE HAVE USED AUDITS AS ONE OF TIE
ESSENTIAL MANAGEMENT TOOLS AVAILABLE TO US AND HAVE
REQUESTED AUDITS AND REVIEWS BOTH FROM RIG AND NFA'S
WHEN NEEDE) FOR PROJECT ACTIVITIES. IN GENERAL, WE
CONSIDER THAT THE AUDIT PROCESS, PROPERLY FOCUSED AND
DIRECTED, CAN ASSIST US TO DETERMINE CORRECTIONS " REQUIRED IN IMPORTANT ASPECTS OF THE MANAGEMENT OF OUR
 
ACTIVITIES. 

7. ACTION REQUESTED:
 

FOR AA/AFR AND RIG/A/WA: 
 WE REQUEST THAT CONCERTED
ACTION BE TAKEN TO INTERRUPT THE AUDIT PROCESS AT THE
CURRENT DRAFT STAGE, AND THAT WHATEVER PROCESS MUST
CONTINUE FOR RIG TO COMPLETE ITS COMMITMENTS BE
POSTPONED UNTIL A REVIEW OF THE AUDIT OBJECTIVES IS
COMPLETED. 
WE EXPECT THAT THIS REVIEW SHOULD
DETERMINE: 
 THAT IT IS MORE MANAGEMENT EFFICIENT AND

CONSTRUCTIVE TO HAVE ONE RATHER THAN FOUR (OR FIVE)

REPORTS; AND THAT SUFFICIENT WEIGHT BE GIVEN TO THE
PROGRESS ACHIEVED SINCE 1983 DETAILED IN MISSIONS
 
RESPONSES TO RAPS. 
 BOGOSIAN
 
BT
 
#6195
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Uk.CLA7 'IL Aoendix -
VZCZCD RB Page 1 of 5 
RR RUTABM hUYSYM RiUTANv' RUYHOC RUEpC
DE IiUTADS 0944q/V 259 * 
ZNR UUUUU ZZU CLASS: UNCLASSIR 161433Z SEP 87 CHRG: AID 09/1
FM AMEMBASSY DAKAR 
 APPRV: RIG/A:JT
TO RUTABM / AMEMBASSY PAIAKO 5500 DRFTD: RIG/A-.'RU]FNM / AMEMBASSY NIAMEY 6327 CLEAR: NONE

RUTANK / AMEMBASSY NOUAY'CHOTT 5343 
 DISTR: AMP R
RUFHOC// AIEMBASSY OUAGADOVOU 529
RUEHC SECSTAVE WASEDC 8909 
BT 
UNCLAS SECTION 01 OF D PAKAR 09443 

AIDAC
 

IOR USAID MISSION DI2ETO9S,
 
AI L/ FO0 A/AFPR, Av.WA, IG 
 AND IG/PPO YROM RIG/A/D,
JOHN P. COMP :T ;LLO 

E.O. 12356: N/A
SUEJECT: AUDITS OF SAHYL MISSION MANAGEMENT
 

REF: NIAMEY 0003195 

I. REFTEL STATED MISSION CONCERNS THAT: 
(1) THE AUDIT
 
OBJECTIVES DID NOT FROVIDE SUFFICIENT WEIGHT TO THE
PROGRESS MADE IMPROVING MANAGN-; (2) 
 THE SIMILARITY
 
OF 
RECORDS OF AUDIT FINDINGS 
(RA'Z) ISSUED INDICATED

THAT AUDIT 
MtELD WORK WAS DONE SELECTIVELY TO SUPPORT
PREVIOUSlY YOEP!ULATED CONCLUSIONS; (3) THE AUDIT
NEGLYCTED SUPPOR;TIN! EVIDENCE OF ISITIV3 4ISSION
 
MANAGEMINT ACTIONS; (4) MISSIONS DID QVTOT ENOUCHRESOURCES TO IMPLE-:ENT THE RECOMMENDA''IPNS INVOLVINGADMINISTRATIVE MANA;EMNT; (5) THE RECOMI,&NDATIONS V.EZF
 
NOT DIRCTED 
 TO THE APFTO'FIATE AUTHOi I'1 f; AND (E) IF
THERE IYRE COMON W&A 
N SSES 
AKONq MISSI ''!S, COERECTIVE
ACTIONS SHOULD BE DIRECTED TO AID/W/AFR ]OR SYSTF'mIC 
CHANGES IN 
WVST AFRICA, OR P&PHAPS, ALL OF iFLICA.

REFTEL PQUESTED CONSIDERATIOr OF ISSUI, ONE RATEER
THAN FIVE REPORTS, AND THAT SUFFICI:NT 41KKHT PE GIVEN
 
TO THE FROGRESS ACHIEVED SINCE 1993.
 

2. AFTER DISCUSSION OF REFTEL 
CONCERNS WITH THE

INSPECTOR GENEEAL AND AFR/SWA, WE HAVE DECIDED TO ISSUE
FIVE REPORTS AS PLANNED. DUE CONSIDERATION OF MISSION
ACCOMPLISHMENTS WILL 
BE INCIUDED IN DRAFT AND FINAL
 
REPORTS. RIG/A/D RYSPONSYS TO YOUR 
SPECIFIC CONCERNS
 
ARE AS FOLLOWS. 

3. ALTHOUGH EACH MISSION WAS ADVISED ON THE OJECTIVESOF THESE AUDITS AND IG STANDARDS, REFTEL INDICATES THAT
CONFUSION STILL REXAINS. FOR PACKGROUND IN 
UNDIRSTANDING THE AUDIT OBJECTIVES, WE REPEAT THAT IN1983, IN RESPONSE Tn RYPOITED MANAGEMENT PROITIMSTHE SAHEL, A.I.D. DEVELOPED AND REPORTED 

IN 
TO TiF

CONGRESS A STRATEGY TO (1) CONTROL LOCAL CURRENCY
 
FUNDS, 
(2) STRENGTHEN HOST GOVERNYENT INSTITUTIONS AND 

UNCLASSIFIED 
 DAKAR 9443
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UNCLA SSI YIED
 
(3) IMrPOVE A.I.D. ?ANAGQTENT. AT TrAm T IMEALSO INSTALLLED THE A.EICYN POI, ICIES TO IMPROVE INTERNALCONTROLS AND FINANCIAL AAGEMENT. AUDITS BY TFEGENERAL CCOUNTING OFFICE AND INSPECTOR CENERAL IN 1985AND 1936 IG'S(TH REPORT ON A.I.D. COMPLIAN CE WITHSECTION 121 (r) FAA AND GAO'S REPORT ON POST GCVP7Nr;ENTPLANNING CAjALIL]PTIkS)

THE FIVST 
HAD ALREADY PFOVI.]ED C)VFBAcGY of,TWO PARTS OF !?:IS STRATEGY. THY O"JFCTIVE OFTHE CURRENT AUDIT WAS AND ALWAYS HAS BEENDFTFIINY[ TnE 0POICES AND 

TO QUOTE
P O:L,&1S IN A.I.D.MANAGV&IENT IN THE f.hEL SI.\C, TFE STRATVGY AnD POLICIESWYKE INTROIIJC}ED lN 1933 VNQUOTT. TATRTV -F,CCMPL.TING ANT PYPOI; I KG CN TFJS C417TNT AUDIT, 

IN 
AGENCY ANn T.ET& (CONI 
 S WIL, P. , ' P -i INTOR"FP ON THE
OVERALL I.PLIYNTAMN 
 OF0Frp0w YCY 'T STPAT0S 
4. SINCI 1H, AUDITS HAD COMON O:JIT IV USEDS AND 
COMMON CRITYRIA 
 0 VI.ASUhXE CONIITINS, IT IS NCTSUIRtkISING THAT H RE WAS C0- ONAUTTfE"WEN AUGUST AND CEMBE.R 

IN THE RPS. 
15,. AN AUDIT SURVEY WASPERFORMED IN FIVE SAHELIAN MISSIONS, POTH LARGE ANDSMAItL, AND AID/W TO DITYFi&INE TP. P'hOGTSS MADE,IDENTIFY POTENTIAL PhOBLEM AlFAS, AND PLAN ADDITIONALAUDIT WORT IF NECESSARY. AS A RESULT OF THE SURVEY, ITWAS DECIDED TO PROCFYD WITH DYTAI.ED REVIEW OF FOURT SA OFE FIVE ELIAN MISSIONS SURVE ED AND OF AID/W/AFR,AND TO DO MORE LIITJD WORY- IN SEVERAL CTAER SAHELIAN
MISSIONS. ACCOMIN iLY, AN AUDIT PROGRAM WAS PREPARED10 TOCUS ADDI-IGNAL AUI)IT YIFLD WOROK ON POTYNTIALPROELMS IN h:-FE AVAS OF MOST CRITICAL NEED. FOREACi MISSION, 'HE AUDIT SCOPE CONCENTRATED ON (1)ASSvSSIN9 MISSION 
SYSTTYS ?OE 
 .FASURING P'<OJCTEIFEC TIV YN }SS, (2) iFT YRYI NINC PJO"RESS IN IPLEMPNTIGA.I.:.'S FINANCI.L AN.G7MIENT POVICIFS INSTITUTED19.3, AND (5) YT.LRMININ" HOW 7ACH IN

MISSION BALANCEDWORK LOADS WITH STAFF AN, BUDGhT RESOURCES. IFTAILED 
BT 

#9443 

NNNN 
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FIELD WORK FURTHER DEVELOPED THE CONDITIONS AND CAUSES
 
IDENTIFIED 
 IN THE AUDIT SURVEY. AT THE CLOSE OF FIELD

WORK, THE RAFS WE:RE ISSUED TO EACH MISSION TO VE'KIFY
TIlE ACCURACY OF THE FACTS, AND DFT7PMINE THE
REASONAFLENESS OF TENTATIVE CONCLUSIONS AND 
RECOMMENDATIONS. TI!E RAFS WERE OFFERED TO ALLOW EACH

MISSION THE OPPORTUNITY TO PROVIDE ADVANCE 
 COMMENT ANDADDITIONAL INFORMATION HAVING A BEARING ON THE FACTS,

CONCLUSIONS OR RECOi,MNDATIONS. 'ACF MISSION 
 V'AS 
REQUESTED TO PROVIDE WEIITTEN CONM,PNTS ON T.E rPS. 

5. ALTHOUGH AUDIT WORV ALSO SHOWED THAT AIL YISSIONS 
HAD MADE SIGNIFICANT PROGRESS IMPROVING MANAGFEMNT
SINCE I9319, TE RAYS W.RF NOT INTENDED AS A MFcANISM
 
TO RE.POhT Ch THESE ACCCWPLISM I:NTS 
. RArS ARE ISSUED 
DUR ING flE CIRSE OF A!, AUDIT TO PRO',',P7LY CO'-MINICATF
TINTATV S 9I, AR 


ADE, 

17 T I -IN,. A. PS WFFRE ItPYOVEMENtTS 

CAN ,E .,PO1 TIPLE MISSION OPFICIAL?. THUS WE
CAN UNrDnhSTANL YOUR CONCERN ABOUT PHE tFSF.NCT OFPOSITIVE STATRMY.,rS IN TEE RAFS. HOWEVER, TO THE
 
EXTENT MISSION COONENTS CN RAFS HAVP PROV ID'D 
 FURTHEREVIDINCE OF ACCOIIPLISHMENTS, THESE ARE BEING USED TO
PREPARE TIE DRAFT AND FINAL REPORTS. IN ACCORrANCE 
WITH OUR REPORTING STANDARDS, NOTEWGRTH! PISSION

ACCOMPLISHMENTS WILL BE DISCLOSED IN TIUE OPENING

STATEMENT OF THY RESULTS 
 OF AUDIT SFCTION OF THE
 
REPORTS. AUDIT STANDARDS REQUIRE 
 THAT OUR REPORTS

FOCUS ON PROBLEMS, ,'OT ON ACCO-PLISHMENTS; SO IT IS BY

THEIR VERY 
 NATURE Ti;AT THE FINDINGS M.'UST CONTAIN
ANALYSES OF PPOPLtMS WITH SUGGESTED RYCOMMENDATIONS. 

6. WHILE THER M1AY I*E SOME SIMILARITY IN
 
RECOMMENDATIONS ULTIMATELY 
 MADE TO FACH MISSION, THEREMAY WELL BE SIGNIFICANT DIFFERENCE AMONG MISSIONS IN
THE ACTIONS NiEDED TO CORRECT THE PROBLFMS. IN THIS
 
REGARD MISS ION CCM4Y!TS TO 
 RAYS AND DRAFT REPORTS ARE
AN ESSENTIAL YLEMYNT OF THE AU DIT PROCESS SINCE THEY
EELP TO ENSURE FAIR, COMPLETE, A' D OBJECTIVE REPORTING
 
AND COMON AGR EMYT ON 
 ORE'2lvE MEASURES. IF THERE
IS NONCONCUPRRNCE, WiTH A FRIPOSEJ ,JECOM, EN'DATION,
MISSION SUGGESTIONS ARE CAIKFULLY EVI!.UATED TO ASSURE
 
THAT THE ALTEINATIVE MEASUP.ES WILL CORRECT 
 THE NOTED
 
PROBLEM. IF SO, THE RECOMtIENDATION IS REVISED IN
FINALIZING THE REPORT. YOU CAN PE ASSURED THAT THESE
 
SAME STANDARDS 
 ARE BYING USED TO ADDRESS ANY SPECIFIC 
CONCERNS YOU MAY HAVE TROUGHT UP IN RESPONDING TO THE
RAFS, 2R MAY BRING UP IN RESPONDING TO THE DRAFT AND 
FINAL REPORTS. 

7. AUDIT STANDARDS REQUIRE THAT RECOHIIENDTIONS BE 
DIRECTED TO THE APPROPRIATE OFFICIAL HAVING AUTHORITY
OVER THE ACTIONS. EACH MISSION IS RESPONSIBLE FOR 
ESTABLISHING EFFECTIVE MANAGEMENT SYSTEMS THAT ARE 
CONSISTENT WITH BUREAU, AGENCY AND LEGISLATIVE 
REQUIREMENTS. EACH ISSIONS' SPECIFIC COM1MENTS TO THE
DRAFT REPORTS AND FINAL REPORTS, AND THY IG
RECOMMENDATION CLOSURE SYSTEM SHOULD ENSURE THAT
APPROPRIATE ACTIONS .IRE PLANNFD AND TAFFN. WE BELIEVE 
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THAT EACH MISSION HAS THE kIFCFSSARY AUTTIORITI ANt
iESPONSIBILITY FOR IMPLEMENTING I'HE 
SPECIFIC
RECOMMENDATIONS. 
 TIE OVERALL REPORT WILL 
INCLUDE
RECOMMENDATIONS TO THE AFRICA BUREAU FOR 
ITS

IMPLEMENTATION.
 

8. WHILE YOUR SUGGESTION TO EXTEND THE AUDIT
RECOMMENDATIONS TO ALL WEST AFRICA, OR PERHAPS, ALL OF
AIRICA MAY HAVE MERIT, THE AUDIT SCOPE IN THIS SERIES
OF AUDITS WAS ONLY SUFFICIENT ENOUGH TO COMMENT ON THE
CONDITIONS AND CAUSES FOUND IN THE SAEL.
 

9. WE APPRECIATE YOUR FRANv AND OPEN 
VIEWS AND CONCERNS
ON THIS ASSIGNMENT AND ANY OTHER AUDIT WORK. 
 WE ALSO
APPRECIATE YOUR ACCORDING THE HIGH PRIORITY AND STAFF
WORK THAT HAS GONE INTO YOUR REPLIES TO THE kUDIT RAFS
ON THIS ASSIGNMENT. 
REPLIES TO DRAFT REPORTS ARE EVEN
MORE IMPORTANT AND W'E 
HOPE YOU WILL RVESPOND TIMELY TO
REPORT DRAFTS AS THEY ARE ISSUED. FINALL!, WE CAN AND
SHOULD WORK TOGETHER TO ENSURE TEAT IMPLF.NTATION OF
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ADM AID
 

FOR:RIG/A/DAvAR, JO::N CO1,IPETFLLO 

'4'.O. 12 "l5c :!,/; 
SUT-JECT: Pii AFT T-PORT ON AUDIT OF USAIDP/ALI MANAGEMENT 

AS hE JySjFp, UlAIP,/MALI HAS PREPARED COMMENTS ON THESUiJECT VllPO!;T. !,APLY ALL OF THR SFORTCOMINGS OBSERVEDY THE AU}DITORS IN THE D*'AFT REPORT RELATING TO USAID
POLICIES AND P-;]OCRDURES 
HAVE BEEN CORRECTED AND MOST OF
THE RECOINjf !NDATI(,NS IN THE FINAL BERFPORT CAN ITHERELIIINATED OR REOTED AS CLOSED. IN ADDITION, SINCE THE
RECORD OF AUDIT FIN]!iNGS 
(RAFS) WERE ISSUED, USAID/MALI

HAS }.?Fl'CTIVELY 
'ISEhD T]E AUDITORS' OBSERVATIONS TO JUSTIFY
AL'ITIONAL IT-87 FUNDING FOR STAPF DEVELOPMENT AND
ACQUJIS'ITION OF ADDITiONAL COMPUTER FQUIPIENT.DOCUMEiNTATION SU1>STANTIATIN6 MISSION'S ACTION WILL F SENT
BY LFL TCLAY.
 
THE PARAGRAPHS TAT 
 iOLLOW COMMENT ON EACH RECOMMENDATION
 
A4D THE A-iPITOP.".' Sr-.Tf-ttNT 
 ON IN'TFRNAL CONT%:OL: 

R± YOMEKDATIOS 1 A4D 2: rMASURI:qG PURPOSE ACCOMPLISHMENT: 

AS STATEF IN 'T-E .)FTAUDIT REPORT, IMPROVEMENTS INijSAID/AILi'S YANAGEIiNT SYSTEM EAVE RESULTED IN BETTER
CONTROL CVI. PQtOJtjT I'PLWj AION. ACCORDING TO THE
 
AUDIT RYPORT, TfPT MISSICN COULD FURTHER 
 ENHANCE ITS£UF±OPISANCE BY:
 
- A) MAKING PROJECT OBJECTIVES MORE SPECIFIC,
 
- P) IIPROVING DATA COLLECTION TECHNIQUES,
- C) PERFORMING A BETTER ANALYSIS OF PERFORMANCE
 

DA TA.
THE MINUTFS OF THIE MISSION'S SEMI-ANNUAL PROJECT

IMPLEMENTATION REIVIEWS (SAPIR) MEETINGS HELD IN MARCH ANDOCTOBER 1987 DEMONSTRATE THAT, AS A RESULT OF THE
AULITRS' FIELD WORK, THE MISSION HAS BECOME MORECONSCIO[lS OF PFOJECT PURPOSE PERFORMANCE. IN THIS AREA,
THE MISSION HAS IMPLFMINTED NEW PROCEDURES TO REQUIRE
PROJECT OFFICERS TO REPORT PROGRESS 
IN ACCOMPLISHING

PURPOSE OBJECTIVES IN AN ATTACHMENT TO THE SAPIRS. 
 A NEW
FORMAT TO EVALUATE DATA COLLECTION METHODS AND LOWER COSTSALTERNATIVES HAS BEEN DESIGNED FOR USE IN MISSION PROJECTIMPLEMENTATION REVIEWS WHICH APE HELD ON THE ALTERNATE 
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QUARTERS. Tll MISSION DETAILINGORDER MISSION PROCEDUFFSAS WELL AS ThE vAPIR R POiTS 
PRODUCED FOLLOWING TFiE

DIRECTIVES ESTABLISHED IN TH}' MISSION ORDER ARE ATTACHED
FOR YOUR REVIEW. WE BELIEVF THESERECOMMENDATIONS ARE NOW
CLOSED AND T17AT THE FIN:AL REPORT SKOULD STATI THAT NO 
ADDITIONAL ACTION ON THESE RECOMMENDATIONS IS REQUIRED. 
RECOMMENDATION NO. 
3: EVALUATE ADMINISTRATIVE CONTROLS:
 

AS STATED IN TI 
 DRAFT AUDIT REPORT, USAID/MALI DID NOT
 
MEASURE PURPOSE LEVEL PROGRESS IN ITS 1985 0R1986

INTERNAL CONTROL VULNERABILITY ASSESSMENTS. 
WE CONCUR
THAT THE MISSION WOULD BENEFIT FROM SUCH' AN 
EVALUATION AND
HAVE ISSUED A MISSION ORDER TO 
LOOK AT THIS WHEN THE 1988
ASSESSMENT 
IS COMPLETED. 
THIS YEAR, WE WILL MEASURE
PROJECT MONITORING AND }?VALUATION IN THE FORMAT CALLEP FOR
IN PART 
VIII OF THE OVEiSEAS MISSIONS INT7RNAL CONTROL
 
QUESTIONNAIRE DISTRIBUTED BY AID/W.
 

WHILE USAID/MALI ACCEPTS THIS RECOMMENDATION AND HAS TAKEN
ACTION TO CORRECT THE DEFICIENCY, THE MISSION 
 TAKESEXCEPTION TO THE INFERENCE THAT, BECAUSE PURPOSE LEVEL

ACCOMPLISHMENT WAS NOT MEASURED, THE MISSION'S INTERNAL

CONTROL SYSTEM WAS DEFICIENT. THE MISSION HAS ON 
A
QUARTERLY BASIS PROVIDED MISSION MANAGEMENT AND PROJECT
OFFICERS WITH REGULAR PROJECT FINANCIAL REPORTS COMPARING

EXPENDITURES AND COMMITMENTS AGAINST PROJECT ELEMENT
BUDGETS. THIS INFORMATION IS RECONCILED WITH PROJECT
 
LEDGERS, U.S. TREASURY DISBURSEMENTS RECORDS AND THE
MISSION ALLOTMENT LEDGERS. 
 THE MISSION DOES ATTEST TO 
ITS
 
VALIDITY.
 
RECOMMENDATION 4A: 
 HOST COUNTRY CONTRACTING:
 

USAID/MALI 
CONCURS WITH YOUR ASSESSMENT THAT THE MISSION

SHOULD IMPROVE ITS nANALYSIS- O G.M CONTRACTIN' 
CAPABILITIES. 
 OUR SEMI-ANNUAL INVENTORY OF HOST COUNTRYCONTRACTS FO: THE PERIOD FNDING MARCH 31, 1987 SHOWS THAT
THE MISSION HAD 9 HOST COUNTRY CONTRACTS TOTALING

12,785,000. AID APPROVEDHAS EVERY CONTRACT IN EXCESS OF100,000 AS REQUIRED BY AID HANDBOOK 11. 
 WE CONCUR THAT

THE ASSESSMENT OF CONTRACTING CAPABILITIES IN THE PP
DESIGN PHASE WILL HELP THE MISSION IDENTIFY HOST COUNTRY
CONTRACTING PROBLEMS BEFORE THEY ADVERSELY EFFECT PROJECT
IMPLEMENTATION OR RESULT IN WASTE OR ABUSE OF LIMITED AID
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hFSOUF-YS. 
 JUYN IF' N S';' C !NYfRf COTA',7IpG INVL' *Y
AS A ]AS', USAIP/M'I..LI PL),S TO R01 PLL
0IYW 0OCYLU, F USED
TO A-AND THE EXITI NG CONTR.ACTS AND HAS I ;SUE A NMISSION O.: RF.OP,IRIMN A POST COUNTRY CO'TIACTINGCAPA-I ITY ASSYS-iMi\ LPICH TIME A F WI C ILENTI}I.S iOST 
COUNTRY CONRACTING AS 
A TFTHOD OF IMPLIMENTATIO,' IS

FR EPA KE .
 

,ECOMMENDATION OF: 
 AUDIT COVERAGE:
 

SINUCE SE:T. 1986, WN7r THE 
PP WAS PR}PARIP FOR TYE

INTEGRATED YAMILY FFALTE VROJFCT, 
IVFRY PP AND PAAD
SUPPLIMENT T..PA.EL Y T. MISS ION HAS INCLUDED A
PEOVISION !OR 
AUDIT WOVKFASF AS R.QUTED PY TPE PAYYENT
VERIfICATION POLICY 
STA: .;ENT, 'lV_ MI1SSION .ILL CctNTi~uFTO COMPLY WITH Til --LICY. I0 RYqPoNsF TO TT. AIDIT, TYEHIS :UFP & .ISSION iU-Q: ,rTER ]'YYASIE1 0 6,
D]TE. IN:AT'ION FO A IDF AY T.? , POLICY. IN ATDITION, YFFROPOSE TO PFV13W AI;II 
 G N0Qp
OT ONLY W.'N PP OE PAADDOCUMENTS AhE DI 
 TFT, 
-UT ALSO W-N A"ENlYEKTS TC 'AVD

FUNDING TO NCp F&.T;ALTY FUNDED POJYTS 
 ORE PREPARED. 

THE DRAFT REPONT SPCIFICALLY ECO M DS THE MISSION
REVIEW AND, WHVK APPROPPIATE, PROVIDE FOR AUDIT COVUAErA
F.R TEE MANANTALI KFSETTEENT PROJECT, TE FARMING
SYSTEMS RESEARCH PROJECT AND 
THE ECONOMIC POLICY RFFORM

PROJECT.TE:SE PRCJECTS WYKE ALL DESIGNED IN 19S4-19?5,
WHEN THE KISSION WAS BFGINNIN? TO IMPLFMENT TAE PAYMENT
 
VERIFICATION POLICY STATEENTS. 
T!E MANANTALI

hFSYTTLTMFNT TEOJECT WS AUDITED BY THE OFFICE CF
INSF CTOR GEYAL INJ ..NUART 1987, THE 00PP ?7OJECT 

THE
 
VAS
PEEN SCEYKU>. FDA AN 
AUDIT BY TiE CFYICF OF TE INSPCTOPGiNFRAL 
IN 3UNE 1J39. THE FARMIN SYSTEMS '-OJECT WILL BESCHEDULED FOR A NON-ET;FprAL AUDIT IN 1958.
SINCE AU]:IT YIEL W' 
 TO F'RTPARE 
PH DA^T 14PORTCCMPLYTED, TEV YISSICN, ON ITS ON TNITIA;:Eif, !.S T00,CT;ER ACTIONS WHICH 
0000IZE THE MISSION 'S CO6MT% 
T OSTRONG FIANCIAL KANGTjENT AND TE UE OF AiJIT.
ATTACHED TO T. IS REPORT IS THE MISSION AU.IT COVERAE PLAN
FOR ALL i OVYCTS. T:IS WAS 
PREPARED FACK 
A SURVELY OF ALLPROJECT C1ICIPS CO,'UCTXD IN JUNE 1987. ALSC ATTACHED
 

ARE TWO MMORANDA OF DISCUSSION WHICH SUBSTANTIATE TZE
MISSION'S E"FEOJTS WITH 
THE CHF DE CONTROLE D'ITAT OF THEGOVERNMENT OF MALI 
TO NEGOTIATE AN AGREEMENT WITH THE GRM

SUPREME AUDIT AGENCY 
 TO AUDIT AID PROJFCTS. UNDER THE
CURRENT NEGOTIATIONS, 
THE GRM WILL PROVIDE GOVYTNMENT
?UDITGRS TO AUDIT AID PPOJSCTS. 
 AID, USING PROJYCT OR

PM&R FUNDS, WILL PAY TRAVEL AND PER 
DIEM COSTS. A TASY
ORDER FOR 
TFY FIRST GRM AUDIT OF THE VILLAGE REFORESTATION
 
PROJECT IS ATTACHED FOR YOUR REVIEW.
 

BASED ON ALL OF TIlE 
ABOVE, USAID/MALI RECOMMENDS THAT YOUR
DRAFT REPORT BE MODIFIFD TO 
STATE THAT WHILE THE MISSION

DID NOT 
IMPLEMENT THE PAYMENT VERIFICATION POLICYSTATEMENT ON AUDITING UNTIL SEPT. 
1980, THE MISSION NOW
HAS THE AUDIT PROCESS WFLL IN 
HAND. WE PELIEVE THAT THE

ACTION RYCOMMENDED iY 
TEE AUDITORS HAS 
BEEN COMPLETED.
 
THE AUDIT REPORT ShOULD EELECT THAT, AS 
A RESULT O THE
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Page 4 of 9PRELIMINARY RAF, THE MISSION HAS TAYEN SATISFACTORY ACTION
AND A RECOMMENDATION 
IN THIS AFEA 
IS NO LONGER REQUILED.
 

RECOMMENDATION 4C: 
 TEST VOUCHER PROCESSIN'":
 

THE WFAKNESS IDENTIFIED BY THE AUDITORS 
ITHE DRAT
~---REPORT~ RELATING- TOTH 'VOUCHER APRVLAD0XMNTO
 
PROCESS HAS BEEN CORRECTED. 
 AS PART OF THE ANNUAL
 
INTERNAL CONTROL ASSESSMENT, TlE MISSION 
CONDUCTED A
REVIEW CF A RANDOM SAMPL? OF 100 VOUCHERS PROCFSSED IN

FY-87. 
 THE RESULTS OF THIS REVIEW ARF ATTACHED. A
MISSION ORDER 
HAS BEEN 
ISSUFD WHICH ESTABLISHES PROCEDURES
TO BE 
FOLLOWED TC PERFORM A TEST OF VOUCH.RS PROCESSED.
THIS TEST WILL, FROM NOW ON, FE PFRFORM]?D ANNUALLY. 

hFC.21MENDATION 5: ?tl ASURI: STAFF AND BUD;FT AGAINST'&C-::LOAD 

PE. DAKAR 010,4C6, WE U:*:DESTAND THAT THIS RECOMMENDATION
WILL LE ELIMINATED FROM THE MISSION SPECIFIC REPORT AND

ADDRESSED TO THE ASSISTANT ADMINISTRATOR 
IN A SPECIAL
REPORT. NEVERTHELESS WE ALSO UNDERSTAND THAT MISSION
 
COMMENTS ON WORKLOAD MEASUREMENT ARE SOUGHT.
USAID/MALI HAS WRESTLED WITH BALANCING STAFF AND BUDGET
RESOURCES TO WORKLOAD FOR 
SOME TIME. EACH YEAR WHEN THE
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S 1.RE.PRED, :Tv ISSJiS ARE PVIEWED AGAIN. BiLANCINChFSOUPCES IS A fAaAG.EMFNT FUNCTION AND ZEf-AiDLESS OF Thl'
SYSTLM EMPLOYED, MANAGEMENT JUDGEMENT 
 IS ALWAYS REQUIRED.WE FELT TFE INTENT OF RECOMMENDATION NUMBER 5 WAS TO PUSIE
THE AGENCY TO ESTABLISH A DAILI TIME SHEET, SIMILAR TOTHOSE USED BY ATTN.",,S OR .CERT.IFIED --PUBL-I-C-ACCOUNTANTS-TO- .BILL-CLTEI'TS. WHILE THQSE ARE USEFUL IN COLLECTINGREVENUE, IT IS DOUBTFUL THEY WOULD BE OF MUCH TOUSE AIDIN PROJECTING FUTURE STAFF REQUIREMFNTS. AID'S FOCUS ON
POLICY DIALOGUE, INSTITUTIONAL DEVELOPMENT AND TFCHNOLO;Y
TRANSFER hEVOLVES AROUND MANY COMPLEX VARIABLES, MAKING
EVERY ACTION, ISSUE i ND PROJECT RATHER UNPREDICTABLE.
 
USAID/MALI'S PLAN 
 TO CLOSE THIS RECOMMFNDATION, WFRI IT TO
STAND, WAS TO CONTRACT AN OUTSIDE MANAGEMENT CONSULTANT TO
HELP US BALANCE STAFF AKD WORY LOAD. THE TERMS OF
LEFhESEE FOR T'!IS CO,4ULTANT ARE ATTACHF7 1OR YOUR
RFVIIW. .i:BYLIEVE THAT AN It4DEPENDENT REVIEW ADVISING USLOW TO ORG.ANIZE OR prOPGAIZE WITHIN THE GIVEI4 CONSTRAINTSIS MORE PRACTICAL AND MORE COST EFFICIENT THAN A SYSTEMTHAT GENERATES INFORMATION ON HISTORICAL ACTIVITY THAT HASLITTLE OR NO BEARING ON FUTURE EVENTS. OUR ESTIMATE FORTHREE PERSON WEEKS OF EFFORT IN FY-19S8 TO HELP US BALANCE
THIS YEAR'S STAFFING AGAINST THIS 
 YEAR'S BUDGET AND THISYEAR'S WORKLOAD IS $15,00e. 
 WE PROPOSE TO PROCEED WITH
THIS ACTIVITY EVEN THOUGH THE RECOMMENDATION HAS BEEN
ELIMINATED. 
WE HOPE THAT CHANGES ON THE ADMINISTRATIVE
SIDE ARISING FROM THE MANAGEMENT REVIEW WILL HELP US
REDUCE OUR FAAS 
COSTS AND OFFSET THE COST OF THE
CONSULTANCY IN THIS YEAR.
 

RECCMMENDATION, 6A: '."ISSION OPERATIONS MANUAL:
 
AS A DIRECT RESULT OF THE RECORD OF AUDIT FINDINGS AND THEDRAFT AUDIT REPORT, THE MISSION HAS MADE A DETAILEDANALYSIS OF 
ITS OPERATIONS ANt 
ISSUED 14 NEW VISSION
OR LERS. THE IIISSION OPERATIONJ MANUAL WHICHTHESE NE ORDEPS IS ATTA., INCLUDIS 

ED FOR YOUR F.TVIEW. WE PROPOSETHAT NO FURTHER ACTION IN 
THIS AREA B3 REQUIREL IN TEE

FINAL REPORT.
RECOMMENDATION 61: 
 OBTAIN COMPUTER SOFTWARE:
 

AS 
STATED IN THE DRAFT AUDIT REPORT BY MARCH 1987,
USAID/MALI HAS BECOME ONE OF THE LARGEST USERS OF
COMPUTERS IN AFRICA. 
 WHILE THE AUDITORS ARE CORRECT IN
STATING THE MISSION DID NOT HAVE ONE ALL-INCLUSIVE PROJECT
INFORMATION SYSTEM, SEVERAL KEY PROJECTS, OHV, IFAHS AND
LIVESTOCK, WERE ALREADY USING TIMELINE, THE AGENCY'S
APPROVED STANDARD FOR PROJECT MANAGEMENT, TO FOLLOW
PROJECT ACTIVITY. FURTHERMORE, LOTUS 1-2-3 WAS BEING USED
TO PROVIDE A WHOLE RANGE OF 
INFORMATION TO PROJECT
 
OFFICERS.
 

SINCE MARCH 1987, 
THE MISSION HAS CONTINUED TO MOVE
FORWARD WITH OFFICE AUTOMATION AND WE BELIEVE A FORMAL
RECOMMENDATION REQUIRING CLOSEOUT PROCEDURES IS NO LONGER
REQUIRED. 
 USAID/MALI'S ACCOMPLISHMENTS IN DATA PROCESSING
AND INFORMATION MANAGEMENT SINCE THE RAFS WERE ISSUED 
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- HIRED ONE ADDITIONAL FULL TIME COMPUTER EXPERT WHO WAS 
- TRAINED IN FRANCE. 

.
 INS.T.-AL LED..1.,ADLD TIONALMIICRROCOMP-UT-ER-S 
 SEE-ATTACHED
 
- INVENTORY OF COMPUTERS - AND SOFTWARE).

- TRAINED 16 US EM1PLOYEES AND 52 FSN EMPLOYEES IN THE USE
 - OF LOTUS 1-2-3, DBASE III PLUS AND WOP': PROCESS ING.
 

- OFTAINED FM1 AND IRM APPROVAL TO INSTALL MACS AT 
POST
 
- AND ISSUED A PURCHASE ORDE? TO ACQUIRE SOPFISTICATED
 
- WANG VS-e5 EQUIPMENT. EQUIPMENT DELIVFPY IS SCHEDULED 
- FOR i1ECi.!E 1987 (SEE ATTACHED INV NTORY CF COMPUTERS 
- AND SOFT'AARE). 

- RECEIVED A SPECIAL ALLOTMENT OF $12,?0? F?,CM AID/ FOP 
- SYSTEM ADMINISTRAT, TRAINING. SYSTEM ADMINISTRATOp

- BEGAN TRIAINING IN4 U.S. ON OCTOBER 24, 1987
 

RECOMMENDATION 6C 
AND 7: 
 STAFF DEVELOPMENT:
 

USAID/MALI HAS AN 
ACTIVE AND AGGRESSIVE STAFF DEVELOPMrNT
PLAN AND hAS, FOR SOME TIME, ESPOUSED A POLICY OF
UPGRADING THE JOB SKILLS OF ITS PROFESSIONAL AND SUPPORT
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SSTAFF WE 11AVE EXPERIFNCED SIGH MORALF ANONG OUR MALIANSTAFF AS WELL AS CONSIDERABLE IMPROVEMENT IN TEE QUALITYAND QUANTITY OF WORK PRODUCED. THIS IMPROVEMENT CAN BE
ATTRIBUTED TO CONCERTED EFFORT, SINCE 1983, TO SYSTEMATIZE
AND IMPLEMENT A POLICY OF STAFF DEVELOPMENT. THIS POLICY
HAS,,BEEN_LV.IG ORO USL Y-CA.RRI.ED -OUT -DTSP-ITF ANNI'NCREA'S I!NG'IY 

LIMITED LUDGET. THE ACCOMPLISHMENTS DURING THE PAST YEARS 
•-

ARE NOTABLE. 
NFARLY, EVERY EMPLOYEE HAS BENEFITED FROM
SOME TYPE OF TRAINING. 
 THE MISSION'S DEDICATION TO
IPPLEMENTING THIS POLICY IS MOST EVIDENT BY
ACCOMPLISHMENTS DURING THE LAST FISCAL YEAR.
THE
 

DURING THIS PEFIOD, SIX FSN EMPLOYEES HAVE TAKEN THEPROJECT IMPLEMENTATION COURSE. 
 TEN USAID MALI EMPLOYEES,

INCLUDING 5 FSN EtPLOYEES, PARTICIPATED IN THE 
MANAGEMENT
SKILLS WORKSHOPS HELD IN BAMAYO IN SEPTEMBER. FOUR U.S.
EMPLOYEES RECEIVED TRAINING IN THE U.S. 
IN CONJUNCTION
WITH HOME LEAVY OR R&R TRAVEL AND THREE OTHER FSNEMPLOYEES RCYIVED ADDITIONAL TRAINING IN THE U.S. 
 DURING
THIS SAME PERIOD, THE MISSION ARRANGID WITH !RM TO SEND A
FIVE PERSON TEAM Of' SPECIALISTS TO BAMAKO TO CONDUCT
MICROCOMPUTER TRAINING CLASSES. 
 DURING TFE TWO WEEK
PERIOD, 15 US EMPLOYEES AND 52 FSN EMPLOYEES WERE EXCUSED
FROM THEIR REGULAR WORK TO PARTICIPATE IN COURSES IN LOTUS
1-2-3, DBASE IlI 
 PLUS AND WORD PROCESSING. A COMPLETE
LIST OF ALL EMPLOYEES TRAINED IN ALL ACTIVITIES SINCE
MARCH IS ATTACHED. THE MISSION'S PROPOSED TRAINING PLAN
 
FOR FY-1988 IS ALSO ATTACHED.
 

WE RECOMMEND THAT THE MISSION SPECIFIC AUDIT REPORT NOT
REQUIRE ANY ADDITIONAL ACTION BY THE MISSION, BECAUSE THE
MISSION'S ACTIONS SINCE MARCH SHOW THE MISSION HAS STAFF
DEVELOPMENT WELL IN HAND,. 
 THE CONSOLIDATED AUDIT REPORT
ON SABEL MISSION MANAGEMENT SHOULD REQUIRE THE ASSISTANT
ADMINISTRATOR TO PROVIDE THE MISSION WITH FUNDS NECESSARY
TO IMPLEMENT THE 1958 PLAN.
 

RECOMMENDATION 6D: NON-EXPENDABLE. PROPERTY LEDGER: 

THE AUDIT RECOMMENDATION RELATING TO THE ESTABLISHMENTA NON-EXPENDABLE PROPERTY LEDGER HAS BEEN HELPFUL TO THE 
OF 

MISSION EVEN THOUGH THE INFORMATION IN THE REPORT WAS
INCORRECT. 
 IN MARCH 1987, WHEN AUDIT FIELD WORK WAS
PERFORMED THE MISSION DID HAVE A NON-EXPENDABLE PROPERTY
LEDGER WHICH WAS CURRENT THROUGH SEPTEMBER 30, 1986. 
 THE
AUDITORS TOLD THE MISSION CONTROLLER, WHO HAD JUST ARRIVED
AT POST, THAT NO LEDGER EXISTED. SUBSEQUENTJINVESTIGATION

HAS FOUND THAT A LEDGER DOES EXISTS. IT IS NOW CURRENT
AND BEING UPDATED ON A MONTHLY BASIS. 
 HANDBOOK 19,
CHAPTER 15 HAS BEEN REVIEWED IN DETAIL, RESPONSIBLE STAFF
HAVE BEEN TRAINED AND A REVISED RECORD KEEPING SYSTEM
USING A CUSTOM PROGRAM WRITTEN BY'THE MISSION'IN DBASE III
PLUS IS NOW IN THE FINAL DESIGN PHASE TO SPEED UP THE
PREPARATION OF THE ANNUAL U-754/i. 
 A PHOTOCOPY OF THE
MISSION'S NXP LEDGER WHICH HAS BEEN USED SINCE 1978 AND A
NEW MISSION ORDER 01 
 NXP ACCOUNTING IS ATTACHED FOR YOUR
 
REFERENCE.
 
INTERNAL CONTROL: 

UNCLASSFID AMKO0048/0
 

http:Y-CA.RRI.ED
http:AS,,BEEN_LV.IG


____ 

UNLSIiDBMK 
 Appendix 4 
BAMAKO Page 8of 9 

* USAIP/MAL! STRONGLY DISAGREES WIT 
 THE AV2ITORS' COMMENTS
 
ON INTEhNAL CONTROL. 
 THE AMERICAN INSTITUTE 0, CERTIFIED
PU1ILIC ACCOUNTS (AICPA) IN STATEMENT OF AUDIT PROCEDULE
NUMBER 33 HAS DEFINED INTEiNAL CONTROL AS FOLLOWS: 


- THE PLAN OF ORGANIZATION AND ALL OF THE
 
- COORDINATE METHODS AND MFASURFS ADOPTED
-
 WITHIN A BUSI'ESS TO SAFEGUARD ITS ASSETS,
- CHFCi THE ACCURACY AND RELIABILITY OF
 
- ITS ACCOUNTING DATA, 
PROMOTE OPFRATIONAL
 
- EFFICIENCY, AND ENCOURAGE AD!FRENCE TO
 
- PRESCRIBED MANAGERIAL POLICIES.
 
INTERNAL CONTROL IS A COMPLFX WHOLE CONSISTING OF AT LEAST

SEVEN ESSENTIAL ELEMENTS:
 

- 1. ADEUATELY TRAINfED PERSONNEL 
- 2. FIXED RESPONSIBILITY
 
- 3. SEPARATION OF DUTIES 
- 4. WELL DESIGNED ACCOUNTING SYSTEM 
- 5. SAFEGUARDS OVER ASSETS 
- 6. PERIODIC REPORTING 
- 7. INTERNAL AUDIT. 

THE AUDITORS DID NOT EVALUATE EACH OF THESE AREAS
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WERE FOUND TO BE INAPPFOPRIATEI OR WERE NOT OPILATING IN ASATISFACTORY MANNER" 
 IS INACCURATE. 
 FURTHERMORE 
THE
AUDITORS DID NOT DEFINE o'HICH INTERNAL CON',ROLS l'ER ,,INAPPROPRIATE NOR FViN IVHAT THEY MEANT BY INAPPROPRIATE. 

WE BELIEVE THAT THE AUDIT REPORT SHOULD STATE,'"WHILE THE
AUDIT DID INCLUDE A REVIEW OF THE MISSION COMPLIANCE WITH
THE INTERNAL CONTROL REPORTING REQUIREMENTS REQUIRED BY
THE FINANCIAL MANkA3.RS" INTEGRITY ACT OF 1982, THE AULIT

riD NOT EVALUATE USAID/MALI'S I14TERNAL CONTROLS. WASIT 
OBSERVED, HOWEVER, THAT DURING THE COURSE OF THE AUDIT

INTERNAL 
 CONTROLS COULD BE STRENGHTENED IN: 

- 1. INCLUSION OF BETTYR PERFORMANCE HONITCRING 
INDICPTORS IN TPE IIISSION'S PERIOPIC 
REPORTING; 

- 2. ESTABLISHMENT OF A SYSTEM TO BAIANCE R-fOAD 
WITH RESOURCES;
 

3. PREPARATION OF WRITTEN MISSION MANUAL OhDERS.
 

THE AUDITORS SHOULD FURTHER REMEMBER AND REMIND THE
READERS OF MATERIALITY AS SPECIFIED,,BY THE AICPA. WEBELIEVE THE AUDITORS SHOULD STATE, 
WHILE WE BELIEVE
IMPROVEMENTS COULD BE MADE, WE DID NOT WEIGH THE COSTS OFTHE SUPPO.ED IMPROVEMENTS AGAINST THE ANTICIPATED
 
BENEFITS.
 
LEWIS
 
BT
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AUDIT OF USAI D/MAI MIANAGEMENT 

po rrt l b) t i on 

No. of Co1pes
Director, USAID/Mal.i 5 
AA/AFR 2 
AFR/CONT 5 
AIFR/DP 2
I, VP/',.I' 2 
,FR/iPD 2Ai FPI ' "((-¢AA,} P/PD/cc;WAP I>1 

A},Fl-:/,, V.7A 2 

AAi"XA 2 
:A/)R 1 

1 ). ' 1 
AAi"M 2 
M/1'M 2 
t.1i/IM/ASD 3 
bN/sE.RiM1 1 

AA/I PC 2 
11'( /CI) 1E
}ItPC/' B 3

1
 
}PP C/PDIR 
 1
 
SAA/S &T 
 1CI ISS/CIUBi'PAPIS 1 
PEDS0/WCA 1 
10 i)S/1 WCAi;WAAC 1r.. ,>A11/FI ).r k ira 1
 

I .' -]
A ] D/' , 1 

L,S I I)/C : : d1 
U(A 1 ' US,-A l I)/G(Lin a 1
 
US A [1/)n i oa 
 1
 
U SA 1U//lu i ca -- ii. ,;4aU 
 1
 
USA.I 1)/Ti lw:i a 
 1 
LJ A I)/Mau r i t n i a 1 
UA I1/N)j g r 1 
LSA 1 l/Sn -,ga 1 1 
USA I )/S or Ia ,,on e 1U SA.IU/'Togjo 1 
USA I D/7,a i re 1 
JG 
 1 
D/JG 1 
I G/AIDM/C& R 12 
I C'/,C 1 
1 G/PPO 2 
]G/I 1 
R. G/I/Daka r 1 
I G/P SA 3
Other RIG/As 


