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MEMORANDUM FOR AA/AF rlarles ﬁs adson
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SUBJECT: Summary Report on Audit of A.I.D. Management
in the Sahel

The Office of the Regional Inspector General for Audit/Dakar
has complated the subject review. A draft of this report
was provided to you for your review and comment; your
written comments are included as Appendix 2. Five copies of
the audit report are enclosed for your action,

This report contains six recommendations to the Africa
Bdreau, all of wnich are considered as closed upon 1issuance
of this revort. One recemmendation in the report relative
to defining and measuring mission workload will be discussed
with the AA/PPC. We plan to determine the need for
Agency-wide policy In this area.

I appreciate the cooperation and courtesy extended to the
RIG/A/Dakar staff during the review.



EXECUTIVE SUMMARY

In 1978, Congress established the Sahel Development Program
through which A.I.D. would provide economic assistance to
eight Sahelian countries in West Africa. Since then, funds
provided by the Sahel Development, Public Law 480 and
Economic Support Programs have averaged about $145 million
annually. Between 1978-1982 serious A.I.D,. management
weaknesses limited the impact of A.I.D. assistance to these
countries, causing A.I.D., in 1983, to develop a Sahel-wide
strategy to (1) control A.I.D. local currency funds, (2)
strengthen financial and program management capabilities of
Sahelian institutions, and (3) improve A.I.D. administrative
and program management. Concurrently, as part of a
world-wide ecffort, the Agency installed new policies to
improve financial management. Audits by the General
Accounting Office and Inspector General in 1985 and 1986
reported that A.I.D. made progress controlling local
currency tunds. They also reported insufficient progress in
strengthening host government management capability.

In fiscal year 1987, the Office of the Regional Inspector
General/Dakar made program results audits at selected
missions in the Sahel and ot the Africa Bureau in Washington
D.C. to dctermine the progress A.I.D. had made improving its

management  since 1983, Separate audit reports were issued
on four missions. This report summarizes the results of
audit at these four missions as well as audit work done at
several other Sahel missions and the Bureau. The audit

cvaluated  Bureau  and mission (1) systems to measure project
progress, (2) actions to implement selected A.I.D. financial
management  policies, and (3) efforts to balaonce work loads
with staff and budget resources.

Audit results showed that, overall, A.I.D. had made good
progress  improving  its management in the Sahel. A.I.D.
increased  its  use of project cvaluations, improved systems
to track project implementation, established controls to
verify host country accounting for A.I.D. funds, assessed
managcment capacities to better allocate resources, and
cnhanced  staff  cfficiency  through training and use of
computers.,

Although  management  had  improved, further action was needed
te better overscee  and  control A.I.D. assistance to the
Sahelo  ALT.D. needed to (1) better measure project progress
and  cxpand  ivs o reviews  of  internal controls, (2) improve
sceveral  arcas  of  financial  management,  and (3) better
balance work load with stalf and budget resources.

To cnsure  that  AL1.D.  assistance  promotes  the  ceconomic
development  of  recipient  countries, A.I1.D. must measure



project progress. Since 1983, improvement in Africa Bureau
and Sahel mission management systems has resulted in better
tracking of project implementation. However, the cystems
could have better collected, analyzed and reported data on
whether project activities were producing the anticipated

development changes. This weakness persisted, in part,
because it was not identified in Bureau or mission
vulnerability assessments. Improven measuring of project

progress would have enabled A.I.D. to better evaluate and
report on the effectiveness of its assistance to the Sahel.
The report recommends that the Africa Bureau assist Sahel
missions in establishing better project progress measurement
systems, 1improve 1its reporting system, and ensure more
comprehensive vulnerability assessments.

Evaluations and audit reports through 1983 noted that
financial management weaknesses in A.I.D. projects caused

serious problems in  implementing the Sahel Development
Program. Although A.I.D. improved its financial managenent,
further progress was needed in assessing host country
abilities to contract, providing for audit in project
design, and controlling voucher approval and payment
procedures. These weaknesses were not fully addressed
because Africa Burcau gquidance and oversight were not
sufficient to detect the problems Sahel riissions were having
implementing “hesc financial management policies.

Therefore, A.1.D.'s vulnerability and risks were increased.
The report recommends that the Africa Bureau further improve
A.I.D.'s financial management in the Sahel.

To remedy prior problems handling Sahel work loads, the
Africa Burcau ecstablished a strategy to increase staff
efficiency and to reduce the number of projects. Although
staffl efficicency  had  increased, the number of projects
remained about the same in 1986 as  in  1983. Among other
factors, A.I1.D.'s annual budget process and congressional
interests  limited progress  in reducing the number of
projects. As a  result, Sahel missions continued to have
problems handling work loads. The work load of Sahelian
Missions will undoubtedly continue to be influcenced by
broader Agency  and  congressional  interests. However, a
system  to  define  and  mcasure work load would give Sahelian
missions and the Africa  Burcau more information to assess

their ability to manage  A.I.D. programs. Also, more
training, better written quidance, and  enhanced  use of
computers could further increasce staff cfficiency. The
report recommends that the Africa Burcau develop a system  to
better define  and  measure A.I.D. mission work loads, and

makce further progress on improving staff efficiency.

-ii-



Management Comments

The Africa Bureau commented that the report was fair and
balanced and was notable for its even-handled tone which
gave credit to the Bureau and Sahel missions for the
significant prograss in correcting many of the past
problems. The Bureau stated that it had acted on almost ail
of the report issues over the last year or so. As the
subject included in the report was pertinent to good
management in general, the Bureau stated it would issue
resulting guidance to all of its missions, rather than to
only Sahel missions.

The Africa Bureau concurred in five of the six
recommendations included in the draft report and took
positive action to implement them. The Bureau did not

accept a recommendation in the draft report on defining and
measuring workload for wuse in allocating staff resources.
The Burcau believed that any staff-workload assessment
should be developed agency-wide, if done at all. Although
it recognized the importance of workload assessment to

program management, the Bureau doubted whether an
appropriate methodology could be developed which captured
the staff allccation decisions and rapidly changing

riorities in the Agency's work in a realistic way.
i

Office of the Inspector General Comments

Africa Bureau comments and actions taken on the
recommendations  were considered and the six recommendations
were closed upon  report  issuance. The recommendation on
workload asscssment will  be discussed with the Bureau for
Program and Policy Coordination. We concurrved in the Africa
Burcau's opinion that a broader look at werkload analysis
would be preferable to a study based on conditions faced by
a single geographic burecau. In this way, an agency standard
may be developed against which to measure appropriate staff
workload.
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SUMMARY REPORT ON AUDIT OF
A.I.D. MANAGEMENT IN THE SAHEL

PART I - INTRODUCTION

A. Background

In 1978, Congress established the Sahel Development Program
through which A.I.D. would provide economic assistance to
eight Sahelian countries in West Africa 1/ to help increase

food production and economic and political stability. Since
then, the Sahel Development, Public TLaw 480 and Economic
Support Programs have assisted these countries with
development projects, food donations and budgetarg support.
This assistance has totaled about $1.3 billion 2/ or an
average of about $145 million annually as follows:
Sahel Public Economic
Fiscal Development Law 480 Support
Year Program Program Program Total
(In Thousands of Dollars)
1978 549,847 $32,275 $82,122
1979 75,153 24,610 99,763
1980 76,478 40,501 116,979
1981 95,5609 45,665 141,234
1982 93,824 32,047 125,871
1983 85,044 36,837 $10,000 131,881
1984 106,619 62,729 18,000 187,348
1985 103,304 96,259 43,000 242,563
1986 85,213 45,511 42,054 172,778
Total $771,05] v416,434 $113,054 $1,300,539

S XSS ==

Between 1978-82, according  to Inspector General and ULS.
General Accounting  Office audits, A.I.D. cvaluations, and
other  reports,  serious ALI.D. management weaknesses limited
the dmpact of A.1.D. assistance throughout the Sahel. Host
government  financial  records  and procedurecs were deficient,
host  country  supervision and control were lax,  and  A.I.D.

The cight countiics are Burkinag Faso, Cape  Verde, Chad,
The Gambia, Mali, Mauritani a, HNiger and Henegal,

1/

2/ This  awmount  docs  not include centrally funded regional
projects and the transportat ion costs of  public Law 480
conmodit yoeg,



oversight of the program was poor. Sahel institutions
lacked the trained personnel in accounting, financial
management, planning and administration to handle the
various donor projects. A.I.D. management was weakened by
‘nadequate monitoring systems, unrealistic project designs,
toc many projects, and insufficient qualified staff. As a
result, implementation delays, unaccounted for funds and
property, and limited impact were characteristic of mest
projects.

In 1983, 1In response to the reports' findings, A.I.D.
developed a Sahel-wide strategy to (1) control A.I.D. local
currency funds, ({2) strengthen financial and progran
managenment  capabilities of Sahelian institutions, and (3)
improve A.I.D.'s program and administrative management.
Concurrently, as part of a world-wide effort, the Agency
established new policies to improve financial management.

As part of this st{rategy, the Africa Bureau and Sahel
missions have worked to improve oversight of 1local currency
funds and increase the capability of Sahel institutions.
Audits by the General Accounting Office 3/ and Inspector
General 4/ reported that A.I.D. made progress controlling
local currency  funds. They also reported insufficient
progress in strengthening host government management
capability.

The Africa  Burcau and Sahel missions have also worked to
improve management by refining project design,
implementation and monitoring, strengthening financial
management, and  furthering staff efficiency. Jonetheless,
Inspector General  (see  Erhibit 1) and  General Accounting
Office  (see Exhibit 2) audits, A.I1.D. cvaluations, and other
reports  issued  since 1983, have continued to disclose
problems  limiting the effectiveness of A.I.D. assistance to
the Sahel.

3. l\u({__i”t Objectives and Scepe

In fiscal year 1987, the Office of the Regional Inspector
General/bakar made program results audits at selected
missions in the Sahel and at the Africa Burcau  in Washington
D.C. to determine the progress A.1.D. had made improving its
management since 1983, separate audit reports were issued on

3/ Con More be Done to Assist Sahelian Governments  to  Plan
and Manage Their Feonomic Deve lopment ?

NSIAD-85287, Sceptembor 6, 19865

47 Audit of - ALL.D.

i ob o hdt. b, Compliance  with Section 121 (D) of the
Yoreign Assista

7-625-86-5, March 12, 1986.




four missions 2/. As of June 1, 1988 all recommendations in
these reports had been resolved and most had been closed.
This report summarizes the results of audit at these four
missions as well as audit work done at several other Sahel
missions and the Bureau. The audit evaluated Bureau and
mission (1) systems to measure project progress, (2) actions
to implement selected A.I.D. financial management policies,
and (3) cfforts to balance work loads with staff and budget
resources.

The audit scope did not include an evaluation of management
systems beyond Africa  Bureau and mission control, such as

thos~? reclating to A.l.D.'s perscennol s3signment and
management  systeom. Also, the audit did not determine the
adequacy of host country or contractor management. Audit

work was done in Burkina Faso, Mali, Mauritania and Niger.
More limited audiv work was done in The Gambia and Senegal.
Testing of compliance and internal controls was limited to
the conditions discloscd in this rcport.

The audit was conducted in  the countries concerned and
Washington D.C. It included interviews with A.I.D.
officials and the examination 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 A.I.D.'s systems to measure
project/program progress on 22 of 109 Sahel projects and 3
of 8 Public Law 480 programs active in fiscal year 1986 (see
Exhibit 3). Avudit field work was completed in August 1987,
and  a  discussion draft was issued to the Africa Burecau on
December 1, 1987. Africa Burcau comments on the discussion
draft  were received on March 1, 1988, and a draft report was

issucd  on March 3, 1988, Formal Burecau comments were
recelved  on May 21, 1988 (sece Appendix 2). The audit was
made in accordance  with generally accepted government

auditing standards.

5/ 1. Audit of USAID/Niger Management,

Report No. 7-683-88-02, dated October 28, 1987
2. Audit of USAID/Mali Management,

Report No. 7-688-88-03, dated November 12, 1987
3. Audit of UsAlb/Mauritania Management,

Report No. 7-682-88-05, dated January 20, 1988
4. Audit of USAID/Burkina Management,

Report No. 7-686-88-06, dated January 29, 1988



SUMMARY REPORT ON AUDIT OF
A.I.D. MANAGEMENT IN THE SAHEL

PART 11 - RESULTS OF AUDIT

Audit results showed that, cverall, A.I.D. had made good
progress improving its management in the Sahel. A.I.D.
increased its use of project cvaluations. improved systems
to track project implementation, <stablished controls to
verify host  country accounting for A.I.D. funds, assessed
management  capacities to  better allocate resources, and
cnhanced staf cfficiency through training and use of
computers,

Although management had improved, further actiocn was needed
to better oversee gnd control A.I.D. assistance to the

Sahel. A.T.D. neceded to (1) better measurce project progress
and cxpand its  reviews of internal controls, (2) improve
several areas of [financial management, and (3) better

balance work load with staff and budget resources.

The report contains six recommendations to the Africa Bureau
to further improve A.I.D.'s management in the Sahel.



A. Findings and Recommendations

1. The System to Measure Project Progress Could Be Improved

To ensure that A.I.D. assistance promotes the economic
development of recipient countries, A.I.D. must measure
project progress.  Since 1983, improvement in Africa Bureau
and Sahel mission management systems has resulted in better
tracking of project implementation. However, the systems
could have better collected, analyzed and reported data on
whether preject  activities were producing the anticipated

development changes. This weakness persisted, in part,
becausce 1t was not identified in Bureau or mission
vulnerability asscssments. Improved measuring of project

progress would have cnabled A.I.D. to better evaluate and
report on the cffectivencss of its assistance to the Sahel.

Recommendation No. 1

We recomnmend that the Assistant Admiristrator, Bureau for
Africa, require Sahel missions to improve project progress
measurcaent systems, At a minimum, missions should:

a. esutiblish qualitative and guantitative interim
bencimarks to be  met  toward achieving project purpose
indicators;

b. gather, rcport, and verify data on progress in meeting
the project purpose benchmarks and indicators; and

c. analyzce data to determine whether project objectives are
being met, and if not, identify corrective actions.

RecommnndutquMNQi_R

We  recommend  that the Assistant  Administrator, Bureau for
Africa, require  Sahel missions  to periodically report on
progregs in meoeting project purposec benehmarks and
indicators.

Recommendation No. 3

We  vecommend  that the Assistant Administrator, Burcau for

Arica, cnsure that Sahel missions' vulnerability
assessment s include reviews of the project progress

measurcment systoems.,
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Discussion

Audit reports and evaluations made between 1978 and 1983

found serious weaknesses in A.I.D. management in the
Sahel. Weaknesses  included overly OptlmlSth project design
assunptions, objectives, and implementation schedules,
delays in mecting conditions of A.I.D. assistance, lack of
host government support, absence of counterpart staff,
failure to construct project facilities, and poor contractor
performance. A.1.D.  management in the Sahel did not detect

such problems to enable timely corrective action.

These pre-1983  weaknesses  limited the lmpact of A.I1.D.
assistance  in the  Sahel. For ecxample, a 1980 Inspector
General audit &/ of ALT.D. assistance to Mali's 1livestock
scctor reported  that, after four years and the expenditure
of S$13.] mwmillion, AN.1.D. projects achieved little in
improving and  sustaining  livestock becausce of inappropriate
design, Improper accounting for funds and commodities, and
ineffective host  country and A.1.D. management. In 1983, an
audit 7/ of an A.1 . food production project showed that
these  same factors had  causced  the project's failure and
subscquent  termination  after six years' effort and the
expenditure of $9.2 million.

To ensure that  A.l1.D.  assistance promotes  the economic
development  of  recipient  countries, A.I.D. must measure
project progyress, The Toreign Assistance Act requires
A.1.D. to establish o management system  that includes (1)
the definition of objectives and programs, (2) the
development of  quantitative  indicators of progress toward
these objectives, (3) the orderly consideration of
alternative means  for accomplishing such objectives, and (4)
the adoption  of  methods for comparing actual versus

anticipated results.,

The  Africa Burcau developed a  Sahel strateqgy  in 1983 to

remedy prior weaknoesses in mission managenmen . Since  then,
the strateqy has been revised to delegate greater
responsibilitics to missions for authorization and

implementation  of projects  and to hold them accountable for
results.  The Burcau has required certain missions  to submit
annual action  plans  for  impl cmenting  the approved country
strategy.  The Burcan has also  required missions  to report
project  progress to  cnable  the identification  of systemic

6/ Pu>H«up”v‘1n‘w Umdrgynt]nJM“;A.lJL’:. L]antu(P_Jzyﬂxn

Biﬁllﬂﬂfw“" Activi (1<” i Mali ,‘§])~6 7{ Jurio 6,-M'Utu)

1/ The Operation  Milg Mopti Project in Mali was  Poorly

I)('f,Jgnul and "llnp]} mentod, 7-688-83 - 3, May 3, 1983.




problems and corrective actions during periodic program
reviews. The Bureau made these changes to better ensure the
effectiveness of A.I.D. assistance.

Despite such action, the Africa Bureau and Sahel missions
have not adequately determined whether project activities

helped  to  achieve  the project purpose. The Burecau and
missions could have better assessed the Sahel program's
effectiveness through (1) project progress measurement

objectives, (2) data collection and reporting, and (3) data
analysigs.

Project Progress HMeasurement  Objectives - Although project
papers  provided the specific objectives upon which to
measure - progress,  the Africa  Bureau and Sanel missions did
not include cnough of these objectives in  project progress
measurement SYs tens.,

A.1.D. project  papers present specific objectives upon which
performance is to be measured.  The project paper states  the
input /resources that are planned to  produce gpecific
outputs/productes, The  project  paper sets out measurable
indicators on how the inputs and outputs are expected  to
solve o development problem (project purpose) and under what
assumptions. By cstablishing interim  benchmarks Lo measure
progroess against  these  indicators, A.I.D. 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 assumptions.

The Africa Brreau required  Sahel missions to  report  some,
but not  cnough, of this data. To better assess progress and
identify  systemic  problems and solutions, the Bureau
required  Sahel  missions to scemiannually report (1) financial
obligations, commitments  and expenditures,  and  indications
of Inadequat e budgets, (2) progress  and  problems  in
achiceving implementation plans, (3) instances where  the  host
countiy Was not mweoet ing it commitments,  (4)  other
significant implementation problems, and (%) the causes  of
problems  and  proposceda solutions. However,  the Burcau did
not require missions (o measule pregress  against approved
project purposce indicators.

The  audit found that  Sahel  missions  had not consiot ently
established  project  purpose  benchmarks  ond indicat O1rsoin
progress neasuroment cystems, An creeption to this
condition war found in a review of four projects in Sencgal
where the Micsion gqenerally  measured  progress  against such
benchian ke and indicators ae part of periodic internal or

joint reviews with the host country., et [or intrequent
cevaluat tong, o the remaining 21 projects/programs roviewed
in 5 other Sahelian countries, only 1 project  in Mali  wag

subject 1o purpose level measurement,
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example, the Bureau pointed out that in the Niger Rural
Health development project, measurement of the achievement
of project purposes, i.e., decrease rreventable illness by
15 percent, etc. would probably not be possible during the
life of the project. Thus, the Mission would have to use
other interim indicators or a different system that was able
to identify or create the data base necessary for measuring
progress.

We agree  that Missions should have the flexibility to
determine the most effective way to measure project
progress, including ways to measure development change at
the project's purpose level. We also agree that benchmarks
or interim indicators can be useful to Mission management,
particularly in those cases where full accomplishment of
project objectives may occur after the project has been
complected.

Data Collection and Peporting - Although A.I.D. collected a
lot of data about the Sahel program and projects, Sahel
missions and the Africa Bureau could have better ensured
that data was collected and reported on the effectiveness of
project activities, problems, and proposed solutions.

Sahel missions obtained a lot of data on project
activitics. In  some missions, such as Niger, particular
emphasis was placed on developing data collection systems
within host government institutions. In such missions, data
was primarily obtained from host country and technical
advisors' progress reports. Mission management relied on
project officers' site visits, meetings, special studies and
evaluations to validate reported data. In all missions,
project officers were responsible for organizing and
presenting the data to senior mission officials for review
and preparation of periodic project implementation reports
to the Africa Burcau.

Although A.1.D. collected data, it did not have fully
effective systems to ensure that data was used to cvaluate

the cffectiveness of project activitics, problems and
proposed  solutions or to communicate to cenior agency
officials. Five of the six missions reviewed had not

comparcd the progress of project activitices with planned and
past performance,

For cxample, started in September 1978, the $18.4 million
Operation Haute Vallcee project  was  to  increase  food crop
productivity, production and marketing for one cighth of the
Haute Vallee farm  fomilics. USAID/Mali was  to measure
project  effcctivenecss by increases in food crop production,
productivity and marketing caused by (1) the use of improved
technology, and  (2)  better support systems for agriculture,



functional literacy, health and transport services and
facilities.

After a 1982 Inspector General audit B8/ and a 1984
evaluation, 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 prcject
objectives appeared likely, and there were no significant
implementation problens.

The audit found that data collection problems in the
Operation Haute Vallee project limited the reliability of
information available to confirm or deny the achievement of
the project's 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 wverified during site visits. Therefore, the
results of project activities were not readily determined or
used to guide management  decisions. As a result, the
Mission had little assurance  that general  increases in
cereals production  were  brought  about by  the project's

activities.

Data Analysis - Sahel missions and  the Africa  Bureau have
reviewed and  analyzed  project progress through a variety of
means.  Although ¢loscely monitoring and acting on certain
data, other data  should have received more management
attention,

For cxample, the audit found that USAID/Mali  had placed

particula cnphansis on reviews by  project  committees.
USAID/Niger and USATD/Scnegal  used joint reviews with the
host country to Cnsure consensus on the resulting
decisions, A1l missions  used scemiannual Implementation
reports  and/or  internal  reviews Lo analyze project progress
and problems, and to  decide on  actions to be  taken., In

Washington, as  part  of  program week  or the annual budget
submission  reviews,  progress  was o roevicewed by the Africa
Burcau and miscions.  The basis for these  reviews were  the
project tmplementation  reports,  evaluations and,  in some
inctances, actions plans,

Basead on the analysis of  data presented in these revioews,
AT.D. hasg adjuast ed inputs and outputs, changed

8/ The  Operation  Haute  Vallee  Project  in  Mali is
Experiencing Serious Problems, 7-688-82-01,

Seprember 20,

19872




implementation plans, extended project completion dates, or
decided to undertake studies or evaluations leading to
redesign. The analysis has also facilitated decisions on
the appropriate development strategy and has often resulted
in project modification, redesign or extensions. The
reviews have not, however, consistently examined (1)
progress in mecting approved project purpose indicators and
(2) the continued validity of design assumptions. Only
USAID/Senegal had systematized its reviews to ensure
coverage of  project purposes and assumptions. The other
missions reviewed had not done so.

The 5$2.6 million Grain Marketing Development Project in
Burkina Faso illustrates that further analysis of project
assumptions should bce made. Commenced in 1980, the project
was designed under the assumptions that the host government:
(1) had the political courage to reduce dependence on food
aid; and (2) desired cost effective results, and would
concur on  realistic food policy goals and the most economic
means of achieving them.

A 1985 project evaluation reported that the project was not
achieving  its  purpose, and  that there were invalid design
assumptions, as demonstrated by the following:

Purpose Indicator Contained Progress as Reported

in 1980 A.1.D. Project Document in 1985 A.I.D. Evaluation

1. Crceate a rolling fund to 1. The rolling fund was
support. the creation of established, but it had
grain stock rescrves for beceme decapitalized by
influencing rural grain 32 percent over the two
market price structures. scasons in use.

2. Establish sufficient stocks 2. Most c¢f the warchouses
of grain t¢ relicve food visited were empty of
shortages in rural areas. grain.

3. Increase grain poroducer 3. The degrece of the
prices to provide project's contribution
incentives for increased to increased grain
production. producer prices was

unclear,
4. Provide the host government 4. The host government

agencey with enouqgh trained agency was overstaffed.
staff for grain marketing.

-11-
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Management Comments

The Africa Bureau agreed with the recomuendation and stated
that it would reinforce to its missions existing guidance in
terms of project design and implementation and would
reemphasize the need to test voucher payment approval
procedures.

Office of the Inspector General Comments

The Bureau response and action is responsive to the
recommendation which is considered as closed upon issuance
of this report.



3. Need to Develop A System to Define and Measure Work Load
and to Further Increase Staff Efficiency

To remedy prior problems handling Sahel work loads, the

Africa Burcau ecstablished a strategy +to increase staff
efficiency ond to reduce the rnumber of projects. Although
staff efficiency had increased, the number of projects

remained  about the same in 1986 as in 1983. Among other
factors, A.I1.D.'s annual budget process and congressional
intercsts limited progress in reducing the number of
projects. As a result, Sahel missions continued to have
problems handling work loads. The work 1load of Sahelian
missions will undoubtedly continue to be influenced by
broadcr Agency  and  congressional  interests. However, a
system to define and measure work load would give Sahelian
missions and the Africa Bureau more information to assess
their ability to manage A.I.D. programs. Also, more
training, better written gquidance, and enhanced use of
computers could further increase staff efficiency.

Recommendation No. 5

We recommend that the Assistant Administrator, Bureau for
Africa:

a. develop a system to better define and measure Sahel
mission work loads; and

b, develop policy and procedures to use work load data in
Assessing Sahel wiscion program management capability.

Recommendation No. 6

We  ywecommend  that  the Assistant Administrator, Bureau for
Africa, further increase the staff cfficiency of Sahel
missions by:

a. requiring missions  to  establish development plans for
forcign national  staff which include the actions,
funding, antd timetables required to meet staff
development objectives;

b. requiring missions to maintain  a system  for internal
issuances of policics, procedures anfd notices to mission
personnel; and

c. developing  plins  to  ensure  that missions are provided

the computer sof tware programs and training to organize
project management information systems and reporting,
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Discussion

Between 1978 and 1983, A.I.D. had increased its assistance
levels and the number of projects in the Sahel, but
decreased the number of USAID direct hire staff. As shown
below, total assistance increased from about $66 million in
1978 to about $100 miilion in 1983, while U.S. direct hire
staff declined to 112 in 1983 from 117 in 1978.

Sahel Public Econom. No. of No. of
Fiscal Developm. Law 480 Support Active &/ "D.H.
Year Program &/ Program B/ Program Total Projects Staff
(In Millions of Dollars)

1978 33.5 32.3 65.8 57 117
1979 59.8 24.6 84.4 70 131
1980 54.8 40.5 95.3 70 140
1981 74.2 45.7 119.9 79 122
1982 61.0 32.0 93.0 82 133
1983 53.5 36.8 10.0 100.3 80 112

2/ Does not include regional projects.

b/ Does not include the transportation costs of Public Law
480 commodities.

During this time, Inspector General audits, A.I.D.
assessments and evaluations reported that A.I.D. missions
did not have sufficient qualified staff to administer the
assistance program. The lack of staff was a major reason
for the significant program problems which limited the
impact of A.I.D. assistance and led the Congress to consider
reducing the amount of assistance provided to the Sahel.

In 1983, in response to the audit reports and congressional

concerns, the Africa Bureau established a strategy to
increase staff efficiency in the Sahel. The strategy
included assigning more experienced  officers, revising and
strengthening training courses for project officers and

using accounting firms to assist management.

In 1984, A.I.D. supplcmented this strategy with plans to
reducce the number of projects. 'This occurred when in August
1984, a congressional committee expressed  its  concern  over
A.I.D.'s ability to manage further planned increases in
Sahel  funding levels while lowering still further the number
of USAIL dircct hire staff. JFor cxample, bilateral project
obligations were planned to  increase from $53.5 milliion in
1983 to %79 million in 1986, and U.S. direct hire staff was
planncd  to bLe  reduced  from 112 Lo 9§. In response, A.ILD,
submitted a plan to the congressional committece for reducing
the number of projects in the Sahel.
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By the end of fiscal vyear 1986, Africa Bureau and Sahel
mission actions had increased staff efficiency. Actions
were taken to assign  experienced officers, revise and
strengthen training courses, and utilize accounting firms.
Other actions had also improved staff cfficiency. For
example, USAID/Burkina replaced the loss of five U.S. direct
hire staff with host country nationals as a result of its
training cfforts. USAID/Nicer hired more contractors to
help compensate for reductions in U.S. direct hire
positions. All missions had obtained and used computers.,

A.I.D. did not, howecver, mect its objectives to reduce the
number  of  bilateral projects  and obligations in the Sahel.
Comparcd to the plan submitted to the congressional
committece in 1984, bilateral projects remained about the
same rather than being reduced, and obligations rose more

than planned. At  the same time, the number of U.S. direct
hire staff had declined more than planned. This 1is shown
below:

Bilateral Projects, Project Obligations,
and Direct Hire Staff in the Sahel
IFiscal Years 1983-806

Bilatcral Projects &/

_Planned b/ Actual &/
Amount of Amount of Direct Hire Staff

Fiscal Obligations Obligations Planned B/ Actual £/
Year No. (S millions) No. ($ millions) No. No.
1983 80 $53.5 112
1984 89 $66.5 83 84.4 123 120
1985 72 77.7 83 123.4 111 103
1986 49 79.0 82 106.2 98 93

a/ Does not include regional projects or the Public Law 480
program includcd in Sahel mission work loads for whichn
no work load measurcement objcectives were established.

b/  These  obijectives - planned numbers of projects, amount
of planned obligations, planned and direct hire  staff  —--
were established  in the  Agency's 1984 response to the

congresnional committec's inquiry on AL1.D. 's ability to
handle proposed funding levols,

¢/ Data obtained f1om Congressional Presentationgs,
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New projects and project extensions were factors in not
reducing the number of projects. Between 1984 and 1986,
A.I.D. terminated some bilateral projects. However, as
shown below, new projects and project extensions offset
reductions fror terminating projects.

Projects Terminated, Started
and Extended in the Sahel
Fiscal Years 1984-86

1984 1885 1986
Projects Terminated 8 17 8
Projects Started 11 17 7
Projects Extended 46 30 11
Total Bilateral Projects 83 83 82

The Africa Burcau initially questioned some of the auditors'
data on the number of active projects in the Sahel, opining
that the numbers of projects in  the 1983-3o timeframe had
been  reducced. e met  with Burecau officials in March 1988
and discussced the  methodology used  in the  audit and  the
basis  for the numbers  of projects. While there were still
some minor unreconciled  differences,  the . umbers shown in
the audit report  for  the period 1983-86 were considered
reasonable,  Burcau officials commented  that  the numboer of
projects had since been roduced.

The audit  identificd some  factors which  limited A.1.D.'s
progress an reducing  the  number  of projects. Burcou and
mission  officials  stated that A.I1.D.'s annual budget process
places high priority  on cnsuring  that  establishoed funding
Joevels are et thus making it more difficult to cut
projecto. The fwpact of meet ing  funding levels on mission
work load was described in oa staff paper as follows:

"1 id o aare for mission Directors to submit ABSs [ Annual
Budget Submicsions ] or other documents and say  that  thov
don't  have  the horses to do the Jjob. In our development
profession, we want to do more.  Therefore,  there  is an
in-huilt  tendency  of  people to rationalize that the
challenging  tack  Taid out can in fact bhe handled one way
or the other. This helps to explain why  our cyes  are

froqguent ly bigger than our stomachs., Weltre  in the
| LY 1

'potentials' basiness and o we o hate to 1o anything

drop. FCoas s admrable trait, and at the same time a

dangerous one, "
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established which better

meet agency conditions., Because

this matter is important and not applicable only to Sahel
missions, we plan to discuss this issue with the Bureau for
Policy and Program Coordination. No further action by the

Africa Burecau i1s necded on

Africa Burcau action on
with training, mission
is responsive  to  the
considered as closed upon

this recommendat 1omn.

recommendation  number  six dealing
procedures, and the use of computers
report recommendation which is
issuc of this report.
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B. Compliance and Internal Control

Compliance

The audit disclosed the following compliance exceptions.
Finding ! discusses the nced 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.ILD. financial management
policices. Other than the reported instances of
non-compliance, nothing came to the auditors' attention
which indicatced that untested items were not in compliance.

Internal Controil

Several internal control weaknesses were identified.
Finding 1 discusses wecaknesses in project progress
measurement  systems, and  the lack of sufficient emphasis on
administrative controls when performing vulnerability
assessments. Pinding 2 discusses weaknesses in  internal
controlg in selected financial management functions.

Finding 3 discloses a lack of a good system to balance work
loads with stafr and budget resources, and incomplete staff
development  plans  and  written procedures. The review of
internal controls was limited to the findings in this report.
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Inspector General Audit Reports on

A.I.D. Projects and Programs in the Sahel

Report No. Date
80-67 6/6/80
80-75 €/25/80
81-6 10/14/80
81-22 12/15/80
81-35 1/29/81
81-44 2/13/81
0-685-81-50 3/6/81
0-625-81-52 3/10/81
0-635-81-61 3/27/81
0-000-81-112 7/28/81

Title
Problems in Implementing
A.I.D.'s Livestock Sector

Projects' Activities in Mali

Improvements are Needed in
A.1.D.'s Assistance Program in
Cape Verde

In Assessment of Africare's
Activities

Audit of Local Currency Ex-—
penditures - OMVS Agronomic
Resecarch Project

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

Review of Scelected A.I.D.-
Financed Activities in Upper
Volta

Memorandum on  Reviow of the

Sencqgal Rural decalth Services
Development Project and the
Cerecals Production Projects

Improvements Must  be Made in
the Sahel  Regional  Development
Program

Memorandum on  Audit of Local
Currency Expenditures - Food
Crop Protection & Integrated
Pest  Managements Projects in

The Gambia

The YMCA Vocational ‘fTraining
Project in  Senegal  Needs Im-
proved  Management  and  Adminig-
tration



Report No.

0-688-81-139

0~-635-82-09

0-669-82-60

7-688-82-1

7-698-83-1

7-683-83-2

0-688-83-59

7-688-83-3

7-685-84-~1

0-698-84-16

84-20

7-685-84-4

Date

9/24/81

10/30/81

3/25/82

9/20/82

11/16/62

2/10/83

4/20/83

5/3/83

11/17/83

12/21/83

1/31/44

7/20/84

Exhibit 1
Page 2 of 5
Title
Major Implementation Problems

Confront Project Action Ble in
Mali

P.L. 480 Food tor Peace  in The
Gambia

A Report on A.I.D.'s Oncho
Freed Arcas Village Development
Fund Project in Upper Volta

The Opurat ton Haute Vallee
Project 1n mMalvi g Expericncing
Serious PFroblemg;

Tha Administrative  and 'inan-
cial Practices; ot the  SAVYGRAD
Project Need o ISR Inproved

The  Niamey  Department Develop-
ment  Project in Higor Needs
More Management AMtention

Managcenent of USAID/Mali
Operating Exponges

The Operaton Milg Mopti
Projcect in Mali W Poorly

Designed and Tnplemen Ced

The  Casamance Regicenal Develop-
meat Project jp senegal o has o Bxe
pericned nplement at ion Con -
Straintg

Heed  to Tuprove  (he Desagn and
Implementat ton of Agricultural
Credit Programe in the Satiel

Inadeguat Desiion and Mon i -
toring  Impede Results  in Hahel
Food Product jon Project

bt e ternal  Controls  Could
Have Twproved AL 1.n, Management
Ot thie Livest ook Program  {n

Seneqgal



Report No.

7-625-84~-5

7-698-85-2

7-682-85-3

7-683-85-4

7-688-85-~5

7-682-85-9

7-688-86~-1

7-686-86-2

7-625-86~3

7-625-86~5

7-698-86-6

Date

8/20/84

12/31/84

1/4/85

2/28/85

3/27/85

7/12/85

10/9/85

10/9/85

10/17/85

3/12/86

3/12/86

Exhibit 1
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Title

Need to Reassess A.I.D.'s
Strategy for Food Crop Protec-
tion in West Africa

Strengthening Health Delivery
Systems in  Sub-Saharan Africa
-- Neced for Better Evaluations
and Financial Management Con-
trols

USAID/Mauritania Local Currency
Accountability; Rural Medical
Assistance Project

Need to Redesign the Niger
Integrated  Livestock Production
Project

Progress and Problems in
Managing the Mali Livestock
Sector 11 Project

Mauritania Rural Reads Im-
provement Project -- Funding
Elfectively Reduced but

Significant Problems Remain

Memorandum Report on the Mali
Rencewable Inergy Project --
Accountability for A.I1.D. Funds

Memorandum Keport on Government
of  Burkina  Fano Compliance with
Polio 480 Title 11 Agreemcnts

Hunimnary Heport o A.T.D.
Astintaonce to Develop  Livestock
in the Salie)

Audit ot AL1.b. Conpliance with
Scection Fol () O tne  Toreign
Aot ance Act

Menmor andum Audid Report Of Use
of Public  Accomting  Firms by
Aoy, O icen in West  and
Central Atrica
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Title

Report No. Date
7-685-86-02~-N 3/19/86
7-686-86-7 4/18/86
7-625-86-8 5/14/86
7-688-86-10 9/23/86
7-688-86-03~N 9/26/86
86-09 9/30/86
7-682-87~2 11/7/86
7-635-87-3 11/21/86
7-683-87-N1-N 11/28/86
7-686-87-02-N 12/11/86
7-625-87-4 12/31/86
7-683-87-03-N 1/28/87
7-698-87-5 3/16/87

Nonfederal Audit of Senegal's
Casamance Regional Development
Project

Audit of Rural Water Supply
Project Burkina Faso

Audit of the Sahel Regional
Integrated Pest Management
Project

Audit of the Manantali Re-
settlement Project in Mali

Nonfederal Audit of the Mali
Renewable Energy Project

Audit of Catholic Relief
Services Administration of P.L.
480, Title 1I Programs in

Burkina Faso and Kenya and at
New York Headgquarters

Aud:t of the P.L. 480 7Title II
Scction 206 Program - Mauritania

Audit  of P.J. 480 Title I1
Programs - The Gambia

Nonfcoederal Audit of The 1985
Niger P.l.. 140 Title II
Emergency Drought Relief Program

Honfederal  Audit  of The Burkina
I'aso Foundation seed  Production
Project

Audit of A.1.D. Participation
in Sahel River Basin Development

Nonfederal  Audit  of  The Niger
Rural Health Imwprovewent Project

Summary  Report on Audits of
Regional Projects

J
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Title

Report No. Date
7-677-87-04-N 3/30/87
7-685-87-11 9/30/87
7-677-87-08~N 9/30/87
7-683-88-02 10/28/87
7-688-88-03 11/12/87
7-677-88-01-N 1/14/88
7-682-88-05 1/20/88
7-686-88-06 1/29/88
7-686-88-02-N 2/16/88
7-683-88-10 3/21/88

Audit of Chad Budgetary Support
to Development Ministries

Audit of A.I.D.'s Assistance to
Family Planning in Senegal

Nonfederal Audit of Chad
Private Enterprise Development

Audit of USAID/Niger Management
Audit of USAID/Mali Management

Audit of Chad Support to De-

velopment Ministries, Third
Tranche
Audit of USAID/Mauritania

Management

Audit of USAID/Burkina Manage-
ment

Audit of Burkina Faso Acricul-
tural Human Resources  Develop-
ment Project

Audit of rundg Provided for
Planning, Management and Re-
scarch in Niger
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General Accounting Office Audi* Reports on

A.I1.D. Projects and Programs in the Sahel

Report No. Date Title

ID-78-18 3/29,78 The Sahel  Development Program =--
Progress and Constraints

ID~-79~9 3/29/79 U.S. Development Assistance to
the Sancl -- Progress and Problems

I1D-81-32 6/23/81 Food for Development Program
Constrained by Unresolved
Management and Policy Questions

ID-82-29 6/3/82 Food Coenservation  Should  Receive
Greater Attention in A.T.D.
Agricultural Assistance  Policies
and Program;

ID-82-36 6/15/82 Experience  -- A Potential Tool
for Improving U. s, Assistance
Abiroant

ID-82-50 9/16/82 Changes  Heeded  in ULS. Assistance
to Deter Deforestat ion in
Developing Countrics

ID-83-43 4/18/83 Polirtical andd Feonomice  Pactors
Intfluencing Economic  Support  Fund
Program:

NSIAD-83-36 9/8/83 Africa’s  Aqricultural  DPolicies —-
A More Concerted Bffort wWill  Be
Needed of Retorm in Bxpeected

NSIAD-85-19 11/5/84 Finoncral  Manogement  Problems  in
Developing Countrices keduce the
Impact ot Anoistance

SIAD-85-105 8/7/85 Findnocial andd Matagoement
Inprovementn Necded  an the  Food
tor Developnent Frogr am

NSIAD-85-87 9/6/85 Can ot Voo Dones to  Aunlnt

Sahelion Governmenta to Plan and
Manaqge Their 0 conomie Development ?



Report No.

NSIAD-86-36

NSIAD-86-25

NSIAD-86-56

NSIAD-86-103 BR

Date

1/86

3/86

4/86

4/86

Exhibit 2
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Title

A.I.D. Management -- Efforts to
Improve Cash Management  and  the
Payment Process at ALT.D.

Famine in Africa -- Improving
Emcergency Food Relietf Programs

Famince 1n Atrica --  Improving
U.S5. Response  Time  for Emergency
Relief

Forceign  Arvd  --  Agency tor Inter-
national  Development's 1974 and
1986 Programs  for Jamaica, Kenya,
and Scenegal
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Report Recommendations

Recommendation No. 1

We recommend that the Assistant Administrator, Burcau
for Africa, rcequire Sahel missions to improve project
progress  mcasurement  systems. At o minimum, missions
should:

a. cestablysh  qualitative and quantitative interim
benchmarks to  be met  toward achieving project
purposce indicators;

b. gather, report,  and verify data on progress  in
meeting thie project purpose benchmarks and
indicators; and

C. analyve data to determine whether project
objectives are being  met,  and  if not, identify
corrective actions,

Recommendat iun No., 2

We  recomsend that the Assistant Administrator, Burcau
tor Atrica, require Sahel missions to periodically
report o progress in meeting project purposc
benchimarkn and indicators.

Hecoomendat son No. 3

We  pecommend  that  the Assistant Adminintrator, Nurcau
for Arica, ennure that  Sahel minsiong vulnerability
arboensments anclude reviews of  the project progreyag
meativt clieay Lyntens,

Recommendat son No, 4

Woe tecotpend that the  Aunfatant Aminintrator, Hureay
Lor  Rayvea,  parovide quidance  and overoaignt neceniary
Yo ennure that o Sahel  mdentons comply  with hqency
financial  matiagement potictien,  including tequisement g
that
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a. project papers assess host country contracting

agencics' abilities to advertise, award and
negotiate contracts, monitor contract
implementation, eXamine invoices, and audit

contractor records and reports;

b. project papers assess the need to build financial
and/or  program audits inmto the implementation
schedule Of projects  and  include  fund ing, as
approprrate;

C. missions  conduct annual tests  of thelr voucher
payment and approval procedures; and

d. project otficers submit voucher approval
checkligts,

Recommendat ion No. S

We recommend that the Assistant Administrator, Burcau
for Africa:

a. develop a0 system to better  define  and measure
Sahel naaoron work Joads ;o oand

b. develop policy  and procedures  to usce work load
data an ancenning Sahel mission program management
Capabalrty.

Recommendat 1on No, 6

Wo o recommend  that the Annistant Administrator, Burcau
Loy Araca, turther ncreane the ntaff etticiency of
Sahel minoion: by

dedequirang o mnnionn to o establainh development plang
Yor foreygn national  ntatll wh 10l itne dude the
actychn, Punding,  and  tanet ab e requited to et
Btat! development ol ject yverns

be requiring misnionn to waantain " LY ttem for
Internal lestances ol policten,  proceduren and
noticen to minnion Jrernonnel s and

Pagc
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developing plans to ensure that missions are
provided the computer software programs  and
training to organize project management

information systems and reporting.
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Appendix 2

AFR BUFFAU HAS [NSTITUTED SERTES UF MISSIUN MANAGFEMENT
SURVEYS (NCT 10 =t CONFUSED BY AGENCY MISSION MANAGEMENT
ASSESSMENT ) WHICH LIOK AT THi ADMINISTRATIVE AND FISCAL
PEOCEDURES AND SYSTEMS [N UK MISSIGNS.  THESE SURVEYS
HAVE TDENTIRTED THE NFED b9 THY PREPARATIUN OF MISSTON
OPERATIONS AND PROCEDIDRES HANDSOOKS IN MANY CASES, NR THE
NEED T0 ATHERE T Tht CONTENTS OF SUCH HANDBUOKS WHERE
THEY ALKREADY Y197, Wb WILL CONTINUE TO CONDUCT THESE
PEVIEWS ANL TA<E ACTION 17 HAVE HANDBIOKS PKEPARED AS THE
NEEDS DICTAT =,

THERCESES DTN KESEONSE 10 TATS RECOMMENDATION WE FEEL THAT
WE HAVE ACTION ~iLL UNDERWAY IN FACH AKREA COVERED AND WILL
CONTTNUE TP STRFSS THE TMPORTANCE 7OF THESE MATTERS.

SHULT?

BT

UNCLASSIFIED STATE 163483/03

Paqge
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AA/AFR

AA/M

AFR/CONT

AFR/PD

AFR/SWA

AA/XA

LEG

GC

XA/PR

M/FM

M/SER/MO
PPC/CDIE

SAA/Su'T

I1G

Deputy IG

IG/PPo

IG/ADM

I1L/LC

1G6/Psh

AIG/1

REDSO/WCA
REDSO/WCA/WAAC
USAID/Botswana
USKAID/D rkina Faso
USAID/Burundi
USATD/Cameroon
USAID/Cape Verde
USATID/Chad
USAID/Congo
USAID/Djibouti
USAID/Ethiopia
USALID/The Gambia
USAID/Ghana
USATD/Guinea
USAID/Guinca-Bissau
USATD/Kenya
USAID/Lenotho
USATD/Liberia
USALID/NMadagascar
USATD/Milawi
USATDH/Mali
USAID/Maur itania
USATD/Mauritiug
USATD/Moraeeo
USAID/Mozambique
USAID/Niger
ULBATD/Niqgoria

Report Distribution

Appendix 3
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No. of

Copies
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No. of
Copies
USAID/Rwanda
USAID/Senegal
USAID/Seychelles
USAID/Sierra Loone
USAID/Somalia

USAID/Republic of South Africa
USAID/The Sudan
USAID/Swaziland
USAID/Tanzania
USAID/Togo
USAID/unisia
USAID/Uganda
USAID/Zaire
USAID/Z%ambia
USAID/Yimbabwe
RIG/I/Dakar
P1IG/A/Cairo
RIG/A/Manila
RIG/A/Nairobi
RIG/A/Singapore
RIG/A/Tequcigalpa
RIG/A/Washington
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