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ACTION MEMORANDUM FOR THE ADMINISTRATOR

FROM: AA/AFR, Frank J. Donatell

SUBJECT: Africa Bureau Small Country Program Review

Background: Im the course of the past year, particular attention
nas beem directed ta the issue of the Africa Bureau'’s small country
programs. The concerns with respect tao the small country programs .
repressnt a convergence of different issues impacting on AID's
programs, staffing and management of our small country programs.

Th= different categories of cancerns faised include:-

1. The question of providing aid to countries with
Marxist/Socialist histories and/or unfavorable voting records in the
U.N., e.g., Congo/Brazzaville, Equatorial Guinea, Guinea Bissau,

Cape Verde, Sao Tome/Principe, etc.

Z- Program compositiaon in countries where AID's assistance
is essentially political rather than development in nature and ESF
funded, e.g., Djibouti, Seychelles, Mauritius.

3. The provision of aid to other countries where State
believes that we must maintain a small development assistance
program in response to State's political concerns and/or where the
Program: can legitimately be justified under develcpmen* assistance
criteria. This includes the Central African Republic, Guinea,
Sierra Leone, Comoroes, Madagascar, etc. This group overlaps with
Group I.

The assistance levels for all these groups of countries remains an
on-gaing subject of debate between AID and State as, most recently,
in the case of Guinea Bissau and the Central African Republic.
While we differ to some degree on specific levels for individual
countries, there is a general agreement between AID and State- that
Some program level should be maintained in these small country
programs te be responsive to State/DOD concerns and as well as
development considerations. i
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While we agree that we should maintain some pProgram for these
countries, we also recognize that we need to (1) minimize the cost
to aid in terms of scarce operating expense budget and direct hire
staff, and (2) attempt to achieve the maximum development impact
possible within the program level and staff constraints.

Alternative management approaches have been used to cover the small
countries, e.g., service by REDSOs, support from another Iarger
country mission, reliance on PVOs to manage the program and, in some
cases, resident direct hire staff.

A number of alternate small country program approaches have beemr
proposed to the Bureau. These range from simple cash transfers in
Djibouti and other ESF small countries to basic concentration on
participant training in any or all of the small country programs.

Discussion: Part of the difficulty of grappling with the '"small
country revieuw'" has been the problem of addressing the multiplicity
of Agency corcerns re the small countries. An additionmal problem is
the question of defining, in the Ffirst Instance, what constitutes a
small country program. Our review eventually evolved into an
analysis of all of Africa Bureau's programs from our major programs
down to our smaller country programs. As a result, we have elected
to group Africa Bureau programs into three major country groupings;
Group I covering the ten (10) major programs, Group LI covering the
fifteen (1l5) middle size programs., and Group IIL covering the - -
eighteen (18) smalrl country programs.

Group I covers the 10 major countries including Sudan, Kenya,
Liberia, etc. These key countries account for 67 percent of our
program obligations, forty-seven (47) percent of cur OE
expenditures, and 218 or 47 percent of the Africa Bureau's 460 U.S.
direct lire staff averseas.

The Category II, middle size country grouping, covers 15 country
programs. These programs are essentially below the $20 million
combined DA/ESF/PL 480 level but not small enough to be considered
by the Bureau to be '"a small country". These include Botswana,
Lesotho, Swaziland, a large portion of the Sahelian countries,
Rwand2, Burundi, Malawr, Uganda, etc. This grouping accounts for :
17-2 percent of aur program obligations but a relatively Iarger (31
percent) ratio of OE expenditures and U.S. direct hire staff.

The Category III grouping ‘includes 18 countries that we have
classified as small country programs. In these countries- we have
some degree of program funded either directly on a bilateral basis,
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through S§T support, PL 480 programs, or regional activities. This
grouping includes quite a mix of countries such as the ESF-funded
Indian Ocean countries, the small bilateral Programs of West Africa,
€.g., Sierra Leone, Guinea Bissau, Cape Verde, the Central African
Republic, etc., and the unusual workload problems such as Ethiopia
and Mozambique.

¥e also included a fourth category covering the basic African
regional programs and organizations including the two REDSOs,
Sahelian regional staff and the RFMC in Nairobi.

A review of these three groupings indicates very clearly that the
larger percentage of programs and manpower resources are directed
towards Group Ifs ten major countries. It is im this group that we
have had the most rapid growth of. program levels, the greatest
policy dialogue with the host countries and the most active attempts
at donor coordination on a bilateral basis. It was within this
group of countries that the Wheeler Group has focussed exclusively.
While we have encountered some specific problems in supporting the
staffing and growth of the Sudan Mission, generally we have Leen
able to support the balance of these major programs reasonably
effectively in terms of staffing and OE support.

The Category II countries clearly utilize a much larger percentage
of the Africa Bureau's U.S. direct hire overseas staff and a larger:
- percentage of available OE expenses relative to their program
levels. Correspondingly, the ratio of operating costs to program
obligations and expenditures are much higher than for the major
countries and considerably higher that the small country grouping.
We have already indicated to you in our earlier briefings on our
Bureau management objectives that it is in this Group II category
that greater management attention needs to be directed. This is
especially true with respect to the Sahelianm countries and a
Comprehensive Sahel Management Assessment Team report is in final
draft. It will be discussed in Kigali and ready for review with you
and use in consultations with the Hill by late February.

The third group of 18 "small country' programs account for a
relatively small number of 15 U.S. direct hire staff overseas, plus
support rendered out of the two REDSOs and supporting bilateral

missions in Zaire and Cameroon. Twelve of the I8 countries have no
direct hire resident staff. No additional in-country staff is
contemplated for these countries at this time with the exception of

one agreed upon position in Madagascar under the direction of

REDSO/E. OQur general conclusion is that this group of small

countries does not represent an excessive demand on Bureau staff or
management time, although this year there have beenr special demands
generated by Ethiopia and Mozambique. We do feel that we can .
further reduce our expenditure of staff and OE funds on these small _\‘
programs through concentration of our efforts on a - limited number o
development issues and through elimination/reduction of internal
program documentation requirements.




In an effort to do this,. we have also analyzed, on a Country
specific basis, the number and composition of activities. The 18
countries acccunt for 218 activities or 16.7 percent of the total
Portfolio. This equates to $65 million or 7.6 percent of the
Bureau's FY §3 total obligations. A profile of activities in these
countries indicates that they include: (1) Ambassador's Self-Help
fund; (2) small Projects initiated with the Peace Corps, (3) prL 48Q;
(4) SeT SUpport activities of which a large percentage are '
population initiatjives through S§T; (5) Africa Bureau regional
activities (the African Manpower Development Participant Training
Project is one of the Most widely used)’ and (6) the residual in
specific bilateral Da activities.. .

Managemenp approaches in these countries constitutes & variety of
mcdes. Five of the countries have resident direct hire staff

administering bilateral programs, Djibouti, Cape Verde, Guinez
Bissau, Guinea and Sierrs Leone. One additional direct hire staff
i1s located in Nigeria because of the large and‘growing nature of the
Podulation program in that country. The other countries are
Supported either by the REDSOs (Seychelles, Mauritius, the Comoros,
Madagascar, Sao Tome/Principe, Ethiopia), or adjacent missions,
€.2., Zaire for the Congo, Cameroon for Equatorial Guinea and the
Central Africap Republic, and Toga for residual activitjes in Benin.

Conclusions: Based on our analysis of the eighteen small countfy

management. Moreover, we believe that the package of program
components tapping centrally funded S§T activities, Africa Regional
Affairs activities, PL 48¢Q contributions and bilateral DA® and ESF
activities does, in fFact, make good sense in these countries. WNe
believe, however, that we can improve both the impact of these
2fcgrams zand insure minimal drain on our Bureau management by
developing an agreed upon Bureay and Agency position with respect to
Programming within these small countries. We believe our current
programs generally make sense. Each has been adopted after Agency
approval of a CDSS or other country specific Program strategy;
however, they have evolved without any Agency approval of a general
pProgram strategy for small countries.

As a critical part af a generar strategy, it is essential ta
consider assistance Ppackages to these small countries inp toto, e.g.,
to focus on central activities, PL 430 (including PV0s), Africa
Regional and bilateral activities as a package. The tendency within
the Agency has been to focus predominately on the annual DA or ESF
level and, to some degree, supporting PL 480 inputs. Little
attention has beepn paid to the role of and magnitude of S§T and
Regional inputs. It is particularly important that agreed State and
AID assistance Ievels to this group of small countries, be based on

the combined aid-: 1c els rather t only the bilatqul\progrgg, 1
level? e have Mot been getting full credit From State on— Qﬁﬁ{

assistance coming ErOMZCentraIOand Rpgional,program.sou:ces.



As we indicated to you earlier, we did, in the course of the FY 85
ABS exercise, Specifically Tequest review by the missions of central
and Africa Regional activities within their countries. We asked for
comments on both program importance and management workload. The
Missions tended ¢o rate the Regional ang Central projects high in

program priority and low in terms of management intensity. State,

countries, management Support from REDSOs angd surrounding missions
in seven countries, and resident bilateral missions in five of the
18 countries. We think all three of these management approaches are
sensible options for use in the small countries in Africa. Ip some

be reviewed and approved on a country-by-country basis, we see no
reason for excluding any of the three options from Bureau

In addition, we feel that it continues to be necessary in countries
with a substantial bilateral aid component that we develop an agreed
uponr country development Strategy. The final program approach
should, however, adhere to the operating Principle that we -
concentrate our assistance to the extent posssible while minimizing
direct hire staff management requirements. This requires particular
attention in posts with resident missions, e.g., Cape Verde, Guinea
Bissau, Sierra Leone, Guinea and Djibouti. In the additional
countries, supported either by REDSOs or bilateral posts, the
programs are adlready concentrated either on a commodity assistance

We have also concluded, after reviewing our program and management
experience in these small countries, that AID/Washington itself is
one of the most inefficient components of the AID management
System. We have universally tended to treat these eighteen small
cauntries as tf they were on a par with the medium angd larger size
pragrams within the Africa Bureau and within the Agency as a whole.
ittle, if any, distinction has been made in terms of general
pbrogram guidance on policy and strategy eminating from the
Administrator's office, PPC and the Bureau itself. Because of this,
we have tended to add tao the administrative workload of these small
posts or the responsibile supporting missions and REDSCs. We have
encouaged, to a degree, proliferation of activities, and we have
sent confusing signals to the respansible field posts on what we
Want our programs in these countries to focus on. General cables
¢nCouraging these posts to take dn active role in donor
Coordination, to engage. in an-extensive policy dialogue, to be
Tesponsive to the private sectar Priorities, to more actively engage



in population programs, to intitiate activities ip oral rehydration;
to focus on environmental degradation, etc, all tend to convey to
the field a willingness, if not a desire on the part of
AID/Washington, to support a diversity of activitijes in these -
countries. We clearly need to develop a System of greater
selectivity towarg our field posts ip Africa. We need to draw very
Clear distinctions in this regard between ocur major program )
countries in Group I, the middle level Program countries in Group
II, and the eighteen smal] Program countries being addressed here.

Our basic program documentatiop System is Inappropriate for these
small countrics. Does it make Sénse ta require z Cpss or small

the past. In addition, we shauld reexamipe the ABS documentation
relative to these small countries apd give some thought to the
documentation required in the context of the CP. Far the smaller
pPrograms one program document_submitted annually should he

Basically, we feel that greater selectivity inp terms.of
AID/Washington imposed workload on the small country programs would
do much to both minimize Management requirememts in the field itself
and, to a considerable degree, within AID/Washington. This would

greatly facilitate the Burean giving,gregter attention to the major
country programs within the Bureay. '

Recommendations-: In the context of the above discussions we
recommend thc following as a basis for both Programming and

management of our small country programs.

l. We recommend that W€ support a base core of program
options in tphe small countries that will include the following
Program components as acceptable program activities.

N
X a. Continuation of the Ambassador’s Self-Help Fund;
/A b. continuation of AID support to Peace Corps
activities;

c. continuation of Human Rights activities;

d. continuation of S&T‘S'support to population programs:

€+ Continued access tg the Africa Manpower Development
Program or the Sahelian Manpower Development

Program, as appropriate for participant training;

f. _access to regional projects-supporting Oral
Rehydration.
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We are not recommending that each post be required to have the above
components, but be ivi

1
the field posts believes they make sense in a given country.

Approved: /

Disapproved:

Date: MAR 7 184

Z- In addition toa the components Iisted above, the Bureau
would continue direct bilateral dssistance on a country-by-country
basis drawing om DA or ESF funds as appropriate plus PL 4§0. In
Some cases additional S§T or Regional activities would pe
considered. Programming of these resources would follow an
AID/Washingtaon approved strategy which would require, to the extent
possible, concCentratior on the Iimited number of Program activities
and, to the extent Possible, operation without resident U.S. direct

hire staff.
Approved: }\,,—-———~

4
Disapproved:

Date: MAR 7 1934

3. We recommend that agreed AID/State program levels
established for these small ccuntries, inp response to Scate's
political concerns, include credit for all bilateral DA or ESF
assistance plus Africa Regional activities Plus PL 480 assistance

Plus Centrally funded support activities.
Approved: |~

Disapproved:

Date: = «2d

RAR

_ 4. We recommend that one acceptable approach to programming
in these countries would include essential reliance on a U.S. PVQ as
T primary in-;ountry programming and implementing agent. In these
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cases, the program strategy and the PVO project documentation may be
the same, as is currently proposed in the Comoros.

Approved: /é/\“'-__“”

14
Disapproved:

Date: yar 1 1984

differences in the program importance and staff capabilities of the
different posts. This, in some cases, will require restricted
distribution of actioen cables normally eminating from the
Administrator’s Office, the Bureau and other major Agency units. If
you approve, we will develop, in conjunctiom with SER, PPC, ES, S§T
and FVA, appropriate procedures.

Aﬁproved: ZL”**

Disappfoved:

Date: spp 7 1984

6. We recommend that you aprrove the use of cone program
document, combining the most essential elements of the CDSS, ABS, CP
submissions, that will simplify and, if possible, eliminate
documentatiomn requirements relative to programs in these small
countries. If you approve, we will develop with PPC a cable
revising instructions on these documents that will be sent to the
field with A/AID authorization.

Approved:
c/
A Y ~ Disappraved:
éc“ e .
Date:
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7. We recommend that Guinea Bissau and Cape Verde be )
separated into two individual field posts. This will be done with
no increase in U.S. direct hire staff in the field.

Approved: AQ/\_»"—_—__'_’

Disapproved: '

WAR 7 1984

Date:

The above recommendations provide initial steps toward improving
management and programming within these small countries. We wish to
discuss it at the Mission Directors' Conference next week to obtain
suggestions and comments from the affected field posts and to start
the implementation process of the above recommendations. We note
that we have not fully addressed your stated concerns about
fFurticipant trainirg as a program approach in these small
countries. We cannot do this until completion of the Bureau
Education/Training Conference being conducted this week and the
discussions of this subgect at the Mission Director level in Kigali
next week. We expect that participant training may, in certain
countries, offer potential for a greater claim on program resources
than has been been the case ir the past. If so, it woulgd displace -
competing program activities within the agreed country levels
developed jointly between AID angd State.

ATTACHMENTS ;

A. Africa Burean Program Summary
B. Group III Country Programs (%)
C. Group III Country Program Components

CLEARANCE:
DAA/AFR, J. Johnson{ \ .
STATE/AF/EPS, P. Land ) draft)

fﬂé'f; f/}'/}c’ul’tm g&_ h‘[ﬂ; J\‘}.‘v&’.’_____
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Africa Bureau
Pq;cugtgﬂe Comparison

—_—

Country Categorieg

LI IT . III
"Big "Middle "Smaller

10” 15" 18"

riumbo s o7 AcLivitics 38% . J8% 17%

-

av'y 1‘\'-;’&['-7?_:6.! ')'3-'32 50 . 24
SromTam 0| fgacions - py L9382 g4 L7
Peoe s penditaroy - 1983 67 Ls

Promam Pipeline - 9/30/83 55 24

G Gf)li,'::xt tens Ty 1983 51 34

4
8
4
4
MR 1y 65 L6 6

4
Noas a7 of Yroygram . 8 21 3
USDH Querseas FY 19831 " | 47 33 3
Total Personno] v 1983 “ 43 39 2

Nota Percontapng dy not add arrass o 1007 as balance of
activiting and PEYgrams are unallocated regional --
Seeopage 2 oF "Summary"
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