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UNITED STATES OF AMERICA
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OFFICE OF THE REGIONAL INSPECTOR GENERAL FOR WEST AFRICA
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RIG/DAKAR RIG/DAKAR
AGENCY FOR INTERNATIONAL C/o AMERICAN EMBASSY

DEVELOPMENT BP. 490 DAKAR SENEGAL
WASHINGTON, D.C. 20523 February 24, 1988 WEST AFRICA

MEMORANDUM FOR Director USAID/Zaire, Dennis

FROM: RIG/A/Dakar, John P. Competell

SUBJECT: Audit of the Applied Agricult;jzy‘Research
and Outreach Project in Zaire, Project No.
660-0091 (Audit Report No. 7-660-88-08)

This report presents the results of audit of the Applied
Agricultural Research and Outreach Project, Zaire. Your
comments to the draft audit report are included as
Appendix 1. Please provide written notice within 30 days of
any additional information related to actions planned or
taken to implement the recommendation. We appreciate the
cooperation and courtesy extended our staff during the audit
and the prompt action on the report recommendation.

Background

The Applied Agricultural Research and Outreach Project was
approved in 1983 as a ten year project, to be implemented in
phases of six and four years. The first phase was scheduled
to end in September 1989.

The project's purpose was to improve the capability of the
Government of Zaire to perform applied agricultural research
activities, and to transfer agricultural technology needed
to increase production of food crops. The project was to
create an efficient and productive organization to conduct
research on three food crops: cassava, legumes and maize.

The project made progress in establishing a sound research

organization. A cadre of Zairian scientists was being
developed and hundreds of experiments were being conducted
at field stations. By September 1987, the project had

produced and released four new varieties of cassava,
reportedly raising crop vyields at least 35 percent over
existing local varieties. Additionally, maize research was
expected to produce seeds resistant to leaf streak virus, a
major cause for reduced cassava yield in Zaire.
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In March 1987, USAID/Zaire analyzed project progress based
upon Mission observations and a September 1986 A.I.D.
project evaluation. The analysis concluded that there had
been progress but three areas needed to be strengthened
before the project could meet its objectives. These were:
(1) management and budget control, (2) operational
efficiency, and (3) sustainability. The analysis found that
the host country organization had increased its technical
competency but was not vyet an efficient, output-oriented
organization with any hope of surviving once donor funding
ended. The analysis also noted that the Government of Zaire
had not fully contributed its share of funds to the project.

The Mission considered the project critical to its overall
agricultural development objectives in Zzaire. Based upon
findings of the 1986 project evaluation and the 1987
analysis, the Mission planned to redesign the project and
address project weaknesses. For example, the Mission wanted
te explore other sources of funding for research and to
reexamine project budgets and management. As of September
1987, the Mission hau. obligated about $12.8 million of $15
million authorized and spent about $5 million.

Project staff assessing the results

of cassava research (Jan. 1988)




Audit Objectives and Scope

The Office of the Regional Inspector General for Audit,
Dakar made a program results audit of the Applied
Agricuitural Research and Outreach Projict in Zaire. Since
USAID/Zaire was planning to redesign the project, the audit
focused on determining whether the (a) Mission's plan
addressed weaknesses identified by the Mission and (b)
Mission had overlooked any factors inhibiting project
performance.

The audit, covering about $5 million of expenditures,
included discussions with USAID/Zaire and project officials
and a review of records and reports at the Mission and
project headquarters in Kinshasa and at project sites in
Shaba and Bas Zaire. In particular, the audit examined
documents relating to Mission plans for redesign and
procurement. The audit of compliarnce and internal controls
was limited to the finding discussed in this report. The
audit, completed in November 1987, was made in accordance
with generally accepted government auditing standards.

Results of Audit

The audit found that USAID/Zaire's project redesign plan
addressed weaknesses identified by the Mission including
management and budget control, operational efficiency and

sustainability. The audit found one additional factor
inhibiting project performance that was overlooked by the
Mission involving the purchase of about $2 million of

project vehicles.

USAID/Zaire Should Justify the Purchase of Project Vehicles -
To ensure the most economical and effective use of project

funds, only essential commedities should be purchased. 1In
June 1987, USAID/Zaire authorized $2 million to buy 42
project vehicles. Information analyzed by the audit cast

doubt about the need for some vehicles. A major reason for
this doubt w23 that the Mission had not justified the
vehicles based on an analysis of project needs.
Consequently, the Mission risked buying nonessential
commodities which could waste resources and adversely affect
the achievement of project objectives.

Discussion - Only essential commodities should be purchased
to ensure the most effective and economical use of funds to
achieve project objectives. A.I.D. Handbook 3 stresses that
decisions to purchase project commodities should be based on
an analysis of project needs, including technical and cost
considerations and the capacity of the implementing agency.
Sound procurement practices include a thorough analysis of
what and how much is needed to meet project needs.



Experience has shown that procurement of nonessential
commodities not only wastes project resources but also
inhibits the achievement of project objectives.

A June 1987 project paper supplement authorized $2 million
to buy 24 passenger vehicles, 6 trucks and 12 farm
tractors. The authorization included the cost of spare
parts, insurance and freight. Twc months later, the Mission
ordered ten passenger vehicles and planned to order the
remaining passenger vehicles, trucks and tractors by the end
of 1987.

Information analyzed by the audit cast doubt about the need
to buy some of the passenger vehicles, trucks and tractors:

== The project's need to spend about $1 million for 24
passenger vehicles was questionable. For example, the
cassava research program had 10 existing passenger vehicles
in good condition, some of which were obtained during a
previous A.I.D. project. A 1985 end of project report on
the prior project concluded that the cassava program hed the
necessary equipment for transport and all normal farm
operations. Nonetheless, two of the ten passenger vehicles
ordered in August 1987 were allocated for cassava research.

Project jeep used to repair and
maintain other project vehicles
(Jan. 1988)



-- The expenditure of about $400,000 to buy six trucks was
also questionable based on the wide range of opinions
expressed by Mission and project officials on how many
trucks were needed. For instance, the 1983 project paper
made no provision to purchase trucks. Four years later, the
Mission decided to buy six 12-ton trucks. Subsequently, the
project's technical assistance team leader told the auditors
that the project probably could get alorig with only five new
trucks, and that a smaller five- or seven-ton capacity might

better serve research needs. Finally, project researchers
in the field said they needed 14 trucks. These opinions
represented substantial differences in investment and
capacity.

Project truck used to haul supplies,
planting material and personnel (Jan. 1988)

-~ Questions were also raised about spending $675,000 to buy

12 tractors. According to the project paper, nine tractors
were to be donated by the host government. When the
donation did not materialize as planned, the Mission



authorized the purchase of 12 tractors, but did not explain
the reason for buying three more tractors than originally
planned.

The project's size and diversity made a comprehensive
assessment of the need for vehicles critical. Each of the
three research programs were unique and their need for

vehicles depended on factcrs such as: the availability of
existing vehicles at research sites; the number and type of
experiments and outreach activities tu be conducted; the

amount of seeds and or plant cuttings to be distributed to
farmers; and the distance from the research stations to

supply sources and onfarm research trials. The six project
research stations were scattered through the southern half
of Zaire, the <closest one a three hour drive from project

headquarters in Kinshasa.

The Mission, however, had not justified the purchase of
vehicles based on an analysis of project needs. The project
paper supplement provided a general statement that the
vehicles were neceded to ensure the conduct of rescarch on

stations, trial plots and farmer plots. The only specific
justification was a statement in the supplement that the
host government had failed to contributc tractors. Neither

the project paper nor its supplement provided information
showing the basis for the number and type of vehicles, where
and when they would be needed, how they would be used to
achieve research results or how rcsults would be affected if
vehicles were not available.

In conclusion, the Mission risked buying nonessential
commodities which could was‘e resources and adversely affect
the achievement of project ubjectives. By analyzing the
need for vehicles, the Mission could minimize procurement
expenditures and better ensure project success.

The Mission said it had strengthened procurement procedures
by recruiting an expert to set up a commodiily management
program and Gto assist project officers in choosing the most

efficient procurement arrangements. According to the
Mission, procedures were being developed to expedite
procurement and to emphasize planning, customs clearance,
insurance claims, end-use checking, host country

procurement, ana compliance with A.I.D. regulations.

Recommendation No. ]

We recommend that the Director, USAID/Zaire, justify the
purchase of vehicles for the Applied Agricultural Research
and Outreach Project based on an analysis of project needs.



The Mission agreed with the recommendation and put all
purchases on hold except the ten passenger vehicles already
ordered. Based on the draft audit report, the Mission
performed a preliminary assessment which concluded that the
purchase of (a) 11 passenger vehicles costing about $450,000

could be postponed, (b) one less truck was needed thereby
saving about $60,C00, and (c) two less tractors were needed
saving about $110,000. The Mission planned to finish the

assessment by March 15, 1988.

Based on the Mission's plan, the recommendation is resolved

and can be closed when RIG/A/Dakar receives a copy of the
final assessment.
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UNITED STATES GOVERNMENT

memorandum

January 26, 1988

'''''

\\ —_
Dennis M. Chandler,‘uitector, USAID/Zaire

Draft Report on Audit of the Applied Agricultural Research and Outreach
Project in Zaire, Project No. 660-0091 (Report No. 7-660-88-XX).

John P. Competello, RIG/A/DAKAR.

USAID/ZAIRE comments tc¢ the subject draft audit report follow:

Overall Mission Comments - Following the oral presentation of the audit
results to the Mission Director, all purchases of vehicles, except the ten
pick ups already ordered, were but on hold pending a needs assessment of all
types of vehicles. As part of the yearly Counterpart Fund oudgeting process,
the project was requested to provide a listing of all vehicles with several
sections of information. This listing is attached as annex 1, and shows
vehicle, Lype, make, year of manufacture, kilometers driven, estimate of
condition and where assigned. It must be ctressed tha' these vehicles operate
nearly full time on extremely poor dirt roads. Most have a high number of
miles of use and are nearly worn out. 'the vehicles are used on a pool basis
by all sections of the research stations, and on any day may have to travel
over 100 Kilometers in any directicn to reach research sites. 1In estimating
additional vehicle needs, the mission views whatever vehicles are purchased to
be replacement vehicles, and not an expansion of the projects vehicle fleet.
In sum, vehicles listed in operable condition require significant effort &
cost in terms of spare parts, fuel & oil to be maintained in this condition
and will shortly wear *o the point were replacement is absolutely essential.,

Particular comments on specific secticns of the audit follow,

P. 5 - Final Paragraph - Though the mission did order 10 vehicles in August
1987, contracting difficulties have prevented their purchase., This order must
be reprocessed. 0Of the remaining fourteen vehicles, none of these have been
ordered, and following discussions with the auditors, their purchase has been
put on hold pending justification. No trucks or tractors have been ordered
either pending assessment of project neecds.

P. 7 - Top of Page - The two vehicles noted in the audit report are part of
the order of ten vehicles planned for August 87, and not a separate order.
They are cto be replacement vehicles for two older vehicles, one having over
84,000 miles and the other almost 60,000 miles, The condition of the vehicles
is such that safety has become a question and spare parts and repairs to
maintain them are becoming prohibitively expensive. Both these vehicles
operate only on dirt roads and need to be in effective operating condition.

OPTIONAL FORM NO. 10
(REV. 1-80)

GSA FPMR (41 CFR) t03-11.8
5010-§14
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The eight other vehicles to be replaced are all in driveable condition, but
have recorded an average use of more than 45,000 miles per vehicle. Though
operable, they too are consuming large amounts of fuel, oil and spare parts
for maintainence. Their replacement will shortly be critical to continuing
field research and extension. The mission's preliminary assessment has
revealed a need to replace approximately 15 vehicles in the short term. The
remaining vehicle purchases will be postponed.

P. 7 - 2nd Paragraph - As noted earlier, the mission has put on hold the
purchase of farm tractors pending a .ull needs assessment, The nine tractors
that were planned as a host country contribution were not provided due to
decreased Government of Zaire funding sources. In short, it became clear to
the Mission that the chronic shortage of host country funding to support
Government of Zaire project activities as well as their debt servicing, would
in deed, prevent the planned procurement of the nine tractors. Given this
situation, the Mission was faced with the dilemma of either funding the
required tractors or witnessing a probable complete breakdown of project
activities. 1In view of the alternatives available, and to enable continuation
of the excellent research, field trials and extension services the project has
conducted, the Mission very reluctantly authorized a project paper amendment
that would permit procurement of the essential tractors from Project funds.
Currently, tractors are stationed and reguired in all six of the projects
research farms. Some of these farms have access to more than 1,000 tillable
acres. The investment already made in these farms, and in equipment,
personnel training and field research needs to be continued to ensure project
success. Without adequate mechanization we believe there is little change of
contiinuing successful project operations. The Mission's preliminary
assessment has revealed a need to replace five tractors. Additionally, at
least five will need to be purchased. This would reduce the planned purchases
of tractor by two.

The project currently operates several rord tractors. The tractors to be
ordered will also be Ford tractors so the project may standardize on one type
of tractor. There is also a local well respected dealership for Ford tractors
in Zaire that <an provide maintenance services,

In regards to the purchase of trucks, the mission has already cut the number
planned from six to five, and is continuing a needs assessment prior to
placing an order. The vehicles planned for purchase by the mission are
American manufactured Mack trucks. A heavier rear axle has been chosen so
that trucks will (1) not be over loaded and (2) be strong enough to withstand
the Zairean road system. Mack trucks were chosen due to American manufacture
and that it is the only brand of truck for which a spare parts system exists
in Zaire, as well as having a training program for drivers and mechanics at
the dealership. The technical assistance team leader believes that 5 or 7 ton
trucks of Japanese manufacture would suffice. The Macks trucks to be ordered
will have only a slightly larger carrying capacity but will be considerably
more durable. They will also be four wheel drive vehicles as compared to the
two wheel drive Japanese vehicles. Considering the poor local rvad
conditions, we believe four wheel drive to be necessary.
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The mission will keep RIG/A/DAKAR advised of the results of the continuing
vehicle assessment and will provide the final vehicle assessment by March 15,
1988, Based upon the assessment being completed by March 15, 1988, the
mission requests that the recommendation be closed upon issuance of the final
report.

The mission provides the following preliminary assessment of vehicle, tractor
and truck requirements for the Project:

PASSENGER/LIGHT TRUCKS

STATION RESEARCH EXTENSION AGRONOMY PATHOLOGY ADMINISTRATION MECHANIC/

GRQUP FSR FARMER MANAGER
M'Vuazi 1 1 1 1 1 1
sandajika 1 1 1 1 1
Lubumbashi 1 1 1 1 1 1
Kiyaka 1 1
Mulungu 1 1
Kaniameshi 1 1
Coordination 1 1 2
Totals 3 7 S 4 5 2
Grand Total 26
Current Vehicles in excellent/good condition 11
Replacement vehicles needed within short time 15
TRACTORS STATION CURRENT CONDITION REQUIRED
M'Vuazi 2 Operable 3
Gandajika 1 Not operable 2
Lubumbashi 1 Excellent 2

1 Not operable

Kiyaka 1
Mulungu 1
Kaniameshi 1

Total Required : 10
Total Current 5



TRUCKS STATION

M'Vuazi

Gandajika

Lubumbashi

Kiyaka

Total Required
Total Current
To purchase

REQUIRED

4

(9]
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COMMENTS

needed to distribute planting
materials, acquire supplies in
Kinshasa.

1l required to distribute
planting materials, one required
to acquire project supplies,
fuel, etc at main town over 100
km away.

Required to distribute materials
and supply research station
located 40 Km from town.

Main secondary station in maize
and manioc zone, truck required
for distribution and supply
purchasing from main town 80 km
away.
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CONDITION OF EXTSTING ANNEX 1
VEHICLES AT PROJECT Page 1
SITES
Maize Research Program

I I | | | ! |
] TYPE | MARK { YEAR | KILOMETERS | CONDITION | STATION |
I I | | | I |
I | [ I I I I
| Station Wagon | Land-Rover 109 | 1984 | 93932 | Operable ! Lubumbashi |
I I I I I | I
| Station Wagon | Land-Rover 109 | 1984 | 072712 | Excellent | Lubumbashi |
| I | [ | I I
| Station Wagon | Land-Rover 109 | 1984 | 033579 | Excellent | Lubumbashi |
| | I I I ! I
| Station Wagon | Land-Rover 110 | 1986 | 46110 | Excellent | Lubumbashi |
| ! ! | ! | !
| Station Wagon | Land-Rover 110 | 1986 | 068572 | Good | Lubumbashi |
I l I | I I |
[ Pick-up | Land-Rover 109 | 1984 | 087909 | Not operable | Lubumbashi |
| | I I [ I I
| Pick-up | Land-Rover 109 | 1984 | 06664 | Operable | Lubumbashi |
I [ I | ! | |
| Pick-up { Land-Rover 109 | 1984 | - | Operable | Gandajika |
[ | | | | | |
| Pick-up | Land~Rover 109 | 1984 | - | Operable | Kaniama |
I I I I I ! |
| Pick-up | Land-Rover 109 | 1984 | - | Operabhle | M'Vuazi [
I I I | | | |
| Pick-up | Peugeot 504 | - | - | Not operable | Lubumbashi |
I | [ | I | |
| Pick-up | Custom | - | - | Not operable | Lubumbashi |
[ I I | | ! I

| Pick-up | Custom | - | - | Not operable | Kaniama
I I | - | | | I
| Pick-up | Customer | - | - | Not operable | Gandajika |
| ! | | I I |
| Pick-up | Land-Rover | - ! - | Not operable | Gandajika |
I I | I I | |
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Page 2
Cassava Research Program

I I I I I I

| TYPE | MARK | YEAR | KILOMETERS | CONDITION | STATION

I | I I ! I

I | I I | |

| Station Wagon | Land-Rover 110 | 1987 | 21380 | Excellent | M'Vuazi

I Station Wagon I Land-Rover 110 I 1986 I 63620 I Good I M'Vuazi

I Station Wagon I Land-Rover 110 I 1986 I 65915 I Good I M'Vuazi

I Station Wagon I Land-Rover 109 I 1984 I 91386 I Operable I M'Vuazi

I Station Wagon I Land-Rover 109 I 1984 I 17925 I Operable I M'Vuazi

I Station Wagon I Land~Rover 109 I 1984 I 96097 I Operable I M'Vuazi

I Pick-up I Land-Rover 109 I 1984 I 70207 I Opzarable I M'vuazi

I Pick-up I Land-Rover 109 I 1984 I 84492 I Operable I M'Vuazi

I Pick-up I Land-Rover 109 I 1984 I 92956 I Operable I M'Vuazi

I Pick-up I Jeep I 1982 I 140000 I Operable I M'Vuazi

I Pick-up I Land-Rover 110 I I I Operable I Kiyaka

I Pick-up I Land--Rover 109 I 1984 I 150000 I Not opearable I Kiyaka

I Pick-up I Land-Rover 109 I 1984 I I Not opearable I Gandajika

I Truck I International I 1985 I 54003 I Good I M'Vuazi

I Truck I International I 1985 I - I Good I Kiyaka

I Truck I International I 1983 I 108000 I Operable I M'Vuazi

I Truck I International I 1983 I 115000 I Operable I M'Vuazi

I Truck I International I 1983 I 120000 I Not operable I Gandajika

I Pick-up I Chevrolet I 1981 I 190000 I Operable I M'Vuazi

I Pick-up I Chevrolet I 1981 I 140800 I Good I M'Vuazi

| | I | | I

\/
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ANNEX 1
Page 3
Legume Research Program
I ! I | [ !
| TYPE | MARK | YEAR | KILOMETERS | CONDITION | STATION
] | | | | 1
| | | I | |
| Station Wagon | Land-Rover | 1985 | 73447 | Good | Gandajika
I I | i | |
| Station Wagon | Land-Rover | 1985 | 70983 | Operable | Gandajika
| | | I J |
| Station Wagon | Land-Rover | 1985 | 47858 | Good | Gandajika
i ! I | | |
| Station Wagon | Land-Recver | 1985 | 68666 | Good | Gandajika
| | I | I !
| Station Wagon | Land-Rover | 1986 | 22495 | Good | Gandajika
| [ I ! | |

v
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ANNEX 1

Page 4

COORDINATION OFFICE

I ! I I | I |
| TYPE | MARK | YEAR | KXILOMETERS | CONDITION | STATION ]
[ I | ! I | J
| | | | | ! |
| Car | Mazda | 1985 | 28477 | Excellent | Lubumbashi |
I I I I I ! |
| Car | Toyota | 1987 [ 72217 | Excellent | Lubumbashi |
I | I | I I I
| Car | R4 | 1987 | 68421 | Operable | Lubumbashi |
| ! I | | | I
| Car | R4 | 1987 | 78271 | Operable | Lubumbashi |
I | | I | I |
| Jeep | Land Rover | 1987 | 4722 | Operable | Lubumbashi |
I I - | | I I |
| Jeep | Land Rover | 1987 ] | Operable ! |
| I | I I ! !
| Pick-up | Chevrolet | | | Not operable ] |
| I | I | [ I
| | I I I I I

=———==_—-====—.====——===——====—-.=====_==—====_.—====-—=====—====——===—=—==——=—==
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Director, USAID/Zaire
AA/AFR

AA/M

AFR/CONT

AFR/PD
AFR/PD/CCWA
AFR/CCWA

AA/XA

XA/PR

LEG

GC

M/FM/ASD

PPC/CDIE

SAA/S&T

IG '

Deputy IG

IG/PPO

IG/ADM

IG/LC

IG/PSA

AIG/I

REDSO/WCA
REDSO/WCA/WAAC
USAID/Burkina Faso
USAID/Cameroon
USAID/Cape Verde
USAID/Chad
USAID/Congo
USAID/Ghana
USAID/Guinea
USAID/Guinea-Bissau
USAID/Liberia
USAID/Mali
USAID/Mauritania
USAID/Morocco
USAID/Niger
USAID/Nigeria
USAID/Senegal
USAID/Sierra Leone
USAID/The Gambia
USAID/Togo
USAID/Tunisia
RIG/I/Dakar
RIG/A/Cairo
RIG/A/Manila
RIG/A/Nairobi
RIG/A/Singapore
RIG/A/Tegucigalpa
RIG/A/Washington
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