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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 to
1983, 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 effort, the Agency installed new policies to
 
improve financial management. Audits by the General
 
Accounting Office and Inspector in and
General 1985 
 1986
 
reported 
 that A.I.D. made progress controlling local
 
currency funds. 
 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 at the Africa Bureau in 
Washington

D.C. to determine the progress A.I.D. had made 
 improving its
 
management since Separate
1983. 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
 
severa] 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) 
efforts to balance 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 evaluations, improved systems

to track project implementation, established controls to
 
verify host country accounting 
 for A.I.D. funds, assessed
 
management capacities better resources,
to allocate 
 and 
enhanced staff efficiency through training and use of 
compu t e r . 

Alt:hough mal ,gcment- had improved, further action was needed 
to bett er ovrv(s and control A. I.D. assistance to the
Sahel. A. I M. needed to ( ) bet:ter measure project progress
and expadI05 revi ews o in ternal controls, (2) improve 
sever a 1 iT ()f f inanc i lI management, and (3) better 
ba]aance wom k load wit h st;aff an(d ludget resources. 

To ensu ' that A. .D. assistance promotes the economic 
d(Ve lopmetI. of rec.i pi en t coun tries, A.1.I). must measure 
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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. 
 Impvove. measuring of project

progress would have enabled A.I.D. better
to 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, improve its reporting system, and ensure more
 
comprehensive vulnerability assessments.
 

Evaluations and audit reports through 1983 noted that
 
financial management weaknesses A.I.D.
in projects caused
 
serious problems in implemenring the Sahel Development

Program. Although A.I.D. improved its 
 financial management,

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 Bureau 
guidance and oversight were not
 
sufficient to 
detect the problems Sahel missions were having

implementing these financial management policies.

Therefore, A.I.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 hand] ing Sahel work loads, the
 
Africa Bureau established a strategy to increase staff
 
efficiency and to reduce the number of projects. 
 Although

staff efficiency hod increased, 
 the number of projects

remained about the same in 1986 as 1983.
in Among other
 
factors, 
 A.I .D. 's annual budget process and congressional

interests limi ted progress in 
 reducing the number of
 
project s. 
 As a result, Sahel missions continued to have
 
problems handiling work loads. 
 The work load of Sahelian
 
missions will undoubtedly continue to be influenced by

broader Agency and congressional interests. However, 
 a 
system to define and measure work load would give Sahelian 
mission s and the Af~rica Bureau more information to assess 
their abli to
Iity manage A.I.D. programs. Also, more
 
trainuing, hett er written guidance, and 
 enhanced use of
 
comput. I; (ruJII further inct-ease staff efficiency. The 
report Yecouiireni; that the Africa Bureau develop a system to 
better (td.ine, an( measure A.].I). mission work loads, and 
make I -her progress on improving staff efficiency. 
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Management Comments
 

The Africa Bureau conunented 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 progress in correcting many of the past
problems. The Bureau stated 
that it had acted on almost all
of the report issues over the last year or so. 
 As the
subject included in the rtport 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 andmeasuring workload for use in 
 allocating staff resources.

The Bureau 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 anaDpropriate methodology could be developed which capturedthe staff allocation decisions and rapidly changing

priorities in the Agency's work in a realistic way.
 

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
work] oad a;sesJ;ient will be discussed with the Bureau forProgram and Po.licy Coordination. We concurred in the Africa
Bureau's opinion that a broader look at workload analysiswould be preferable to a study based on conditions faced by
a single geographic bureau. 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 przvide economic assistance to
eight Sahelian countries 
 in West Africa I/ to help increase 
food production and economic and political 
stability. Since
then, the Sahel Development, 
Public Law 480 and Economic

Support 
 Programs have assisted these countries with
development projects, donations and budgetar
food 
 support.

This assistance has totaled about $1.3 billion _ 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 $49,847 $32,275 
 $82,122

1979 75,153 24,610 
 99,763

1980 76,478 4(,501 
 116,979

1981 95,569 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 10(3,304 96,259 43,000 242,563

1986 85,213 45,511 
 42,054 172,778
 

Total $77.1,051 $416,434 $113,054 $1,300,539 

Between 1 97H-- H2 , according to In spe ct.or Gen era and U.S.
General Account inq (0 ff ico audits , A. 1. 1). eva luati on s, and
other reip)ol. I;(, rYi oil:; A. I .ID. managcmen t wa;lknes;ses I i imited
the i mpact of A. I.). a';.;tance throughout th(2 Sah(]. Hostgoveramlni'l I inan1cil ] rc(,ord; and proceduro,; Were d(eficient,
host coun tIy [Ij,-rv i:; ion and cont.lo] w(e-e lax, and A.I.D. 

1/ Ihe (K l,;o, 

The (;,f1lL ia, a'lI i , !1;anr-itnii~l,a1, Nia(n; and e gal .
 

cout i:; w ar lurk ma aseill ('ape1)e Verde, Chad, 
gel w 

2/ T) I iimmij t d() not i nc-Iiide cenit ra]i I y funided regional
ptO) j(.Lt s an Iil1 . t. ,,:s'ol tit i on, co.t; of 1)u)lic l,aw 480 
c( l111(1 it I1 ;. 

-1 



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,

too many projects, and insufficient qualified staif. As a
result, implementation delays, unaccounted for funds and
 
property, 
 and limited impact were characteristic of most
 
projects.
 

In 1983, in 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 program

management 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 strategy, the Africa Bureau and Sahel
 
missions have worked to improve oversight of local currency

funds and increase the 
 capability of Sahel institutions. 
Audits by the General Accounting Office 2/ 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 Bureau 
and Sahel missions have also worked to
 
improve managemcnt by refining project 
 design,

implementation 
 and monitoring, strengthening financial
 
management , and furthering 
 staff efficiency. Nonetheless,

Inspector General] 
 (see E:hibit 1 ) and General Accounting

Of fice (; hxhi it: 2) audits, A.I.D. evaluations, and other
 
reports 
 i ss;ued since 1983, have continued to disclose
 
problem:s imitilng the effectiveness of A.I.D. assistance to
 
the Sa ..
 

B3. Audi t (j 'rt ives and Scope 

In fiscal year 1987, the 
 Office of the Regional Inspector

General/Dakatr made program results audits at selected
 
mission s in the Sahl and( at the AfricanBureau in Washington
).C. t( "(intmin, the progres; A.].D. had made improving its 

manIagenwt sinu, 19J83. Spya rat e audi t reports were issued on 

/ C(--aian .it f 1w, Done t , Assis; t Sah(,]ian Governnent: s to Plan 

151 AI-8'---/ 7, l;,elomhr 6 , ]9H5. 

4/ Aud it - ..... ... C.m!iaic, with ,Section 121 (D) of the 
_-.rejn, Assin Ei Act:, 7-62 -86-5, March 12, 1986. 
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four missions 5/. 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) efforts 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 
thoso relating to A.I.D.'s personrl signment and 
managemellnt system. 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 audit work was done in The Gambia and Senegal.
 
Testing of compliance and internal controls was limited to
 
the conditions disclosed in this rcport.
 

The au di t 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, assessment , project papers, action plans, 
project impl mentation 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
Exhii)it 3). Audit field work was completed in August 1987,
an(d a 	 discussion draft was issued to the Africa Bureau on 
December ], 1987. Africa Bureau comments on the discussion 
draft wer: received on March 1, 1988, and a draft report was 
issued oi M.ach 3, 1988. Formal Bureau comments were 
received on May 21 , 1988 (see Appendix 2). The audit was 
made in accordance with generally accepted government 
au(]iting standards. 

5/ 1. 	Audit of USAID/Niger Management, 
Report No. 7-683-88-02, dated October 28, 1987 

2. Audit ofI IUhAI1)/Ma] i Management, 
ojport H(o. 7-688-88-03, dated November 12, 1.987 

AI 
Pepor t Ho. 7-682-88-05, dated January 20, 1988 

3. Au di 	t ()F ]11 )/Maur itania Manageoment, 

4. 	 Audit oI US;AID/Pu rkina Mnagement, 
. poi-t, No. 7-686-88-06, dated Januaty 29, 1988 
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SUMMARY REPORT ON AUDIT OF
 
A.I.D. MANAGEMENT IN THE SAHEL 

PART II - RESULTS OF AUDIT 

Audit 
 results showed that, overall, A.I.D. had made good
progress imreproving its management 
 in the Sahel. A.I.D.
 
increased its 
use of project evaluations. improved systems

to track project implementation, established controls toverify host country accounting [or A.I.D. funds, assessed 
management capacities to better allocate resources, and
enhanced staff efficiency through training and use of 
computers. 

Although management had improved, further action was needed 
to better oversee qnd control A.I.D. assistance to the
Sahel . A.J.D. needed to (1) better measure project progressand expand its reviews of internal controls, (2) improve
severa l areas of financial management, and (3 ) better 
balance work load with staff and budget resources. 

The rtiport contLains Six recommendations to the Africa Bureau 
to further improve A.I.D. 's management in the Sahel. 
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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 Sahe] mission management systems has resulted in better
tracking of project implementation. However, the systems
could have better collected, analyzed and reported data onwhether preject activities were producing the anticipated
developmen t changes. This weakness persisted, in part,
because it was not identified in Bureau or mission 
vulnerability assessments. Improved measuring of project
progress wou]d have enabled A.I.D. to better evaluate and
report on the effectiveness of its assistance to the Sahel. 

Recommendation No. I 

We recommuend that Assistantthe Administrator, Bureau for
Africa, require Sahcl missions to improve project progress
measu reent sy:tems. At a minimum, missions should: 

a. esvblbi.sh qualitative and quantitative interim
beU1omarkS to be met toward achieving project purpose 
indica tors; 

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

c. analyzu data to determine whether project objectives are 

being met , and if not, identify corrective actions. 

Recommen d a Lion No. 

We rec MWMI.I l t Iia t the Assistant Administ rator, Bureau for
Afri(a, 1ia !;,ihol mi ssions to periodically report, on 
progress in meet ing project purpose benchmarks and 
in icat s. 

Rccoiic-1 en dat ion No. 3 

We IpCoIf11IlI d tlat the Assistant Administrator, Bureau for
Afri ca, "usorp that Sahel missions ' vulnerability 
a ss.sm fnt s include reviews of the project progress 

ea s reln t ystems 

http:esvblbi.sh


Discussion
 

Audit reports and evaluations made between 1978 and 1983
 
found serious weaknesses in A.I.D.'s 
management in the

Sahel. Weaknesses included overly optimistic project design
assumptions, objectives, and implementation schedules,
delays in meeting conditions of A.I.D. assistance, lack of
host government support, of
absence counterpart staff,

failure to construct project facilities, and poor 
 contractor

performance. A.i.D. management in the Sahel did not detect
such problems to enable timely corrective action.
 

These pre-] 983 weaknesses limited tho impact of A.I.D.
assistance in the Sahel . For example, a 1980 Inspector
General audit 6!/ of A.I.D. assistance to Mali's livestock
sector rl-Ported that, after four years and the expenditure
of $13.1 mill ion, A.] .D. projects achieved little in
improving and sustaining livestock because of inappropriate
dOesign , ]mpro[w)cr accounting for funds and commodities,
ineffective host country 

and 
and A.].D. management. In 1983, an

audit J/ of an A.1 D. food production project showed that
these qanml factors had caused the project's failure and
subsequent terim in at:i en six effortafter years' and the 
expendituye of $9.2 milIion. 

To ("I Is Uesuf that A.1.D. assistance promotes the economic 
develo!,men t: oi reci pien t countries, A. I.D. must measure 
projec:t proyress. The Foreign Assistance Act requiresA.1 .l). to stabl is h a management system that includes (1)

tle (fi I i t in o I hj ec t iyves and programs, (2) the
d(PvO lopiiiri t of quantitativ e indicators progressof toward

these object i ves, (3 ) the orderly consideration of
altern ative means for accomplishing such objectives, and (4)
the ad(op t.ion of met hods for comparing actual versus 
dnt-ici 'atudi rs u] t:. 

The Africa Bureau deve]o;p)ed a Sahel strategy in 1.983 to
remedy prior w(akitn ;s in mi. ssi on management. Since then,
the stratoqy has been revised 
 to delegate greater

fcsponsi hi lit i s to mi ssi ons for authorization 
implmn tai t 1 icts 

and 
ion ctr and to hold theiim accountable for resut It:;. 'The Bureau has requ.ired certa in no ssions to submit

annutal act. i i] )lan; for imp,] oment:ing the approved country
strategy. 'Tih Hureau has also required missions to report
Iroject progress to unableo the idon tification of systemic 

6/---- i- fi n . in ... r,i iniij A. I .1). ,iv ,,f ,Ok h, to)Projoet .;' Act i viI t l',iv iit Ni]Mal- ], 
, 

- - . 
, 

7/ 'ha( at ion hils i[ti roj ,'et in Mali was Poorly
l)eLjj__ antddnjpi(w nt .d, 7-68 8 -83--3 , May 3, 1983. 
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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 missionshave not adequately determined whether project activities
helped to achieve the project purpose. The Bureau andmissions could have better assessed the Sahel program's
effectiveness through (]) project progress measurementobjectives, (2) data collection and reporting, and (3) data 
analys i s. 

Proj ct l)(lr 1-eSs eaSuremen t Objectives - Although project
papers prFovi doCd the specific objectives upon which to measure progress, the Africa Bureau and Sanel missions didnot incliude enough of these objectives in project 
 progress

iiiea1 UI' fi ! i, s, y s C jlls. 

A..I.D. ,rouj :t palpers present: specific objectives upon which 
p[erfoilranc, :is to be measured. The project paper states theinput,/r sourcs that: are planned to produce specific
output s/p roducts. The projeoct paper sets out measurableindicators; on how the inputs and outputs are expected tosolve a dlov ]opmunt problem (project purpose) and under whatassumtptions. By establishing interim benchmarks to measure progress aga inist these indi cators, A.I.IP. can determinewhother the inp!uts or outputs need to be modified to achieve
the project lurpose, or if a project should be redesigned or
terminatu(.d becauseoCf)I , Ic) r oxalImIle] , in val]i(1 as;umpt i-ons. 

The Af ria Bu reau requ ird Sahel missions t:o report- some,but not neough , of this; data. 'To better assess progress andi den t i ify ystemi c problems and so] utions, the Bureaureguired ]hel isnio ns to semiannually report (1.) financial
obligat.ions, Coliiiiii tiiiLients and expl nditures, and in(icat ionsof inad1 a tu budgets;, (2 ) progress and prol) ems in
achi cvig implemen tat ion plans, (3) instances; where 
 Lhe host coun try wAS not. he t i g t s; coiLm]. tiio1i t: s , (4 ) othersign ii ILcant iml oion tation prob lems;, and (5) the causes

prob 'lems; al propos(q 1slu]tions. Hioweveir, 

of
 
the Bureau did 

rte 
 meas uruiot tet uirf 1 i;,; i s; to I pr(qres;s; Arga irns;t a pp"oved
project plm rpos;f itidi( ,ntol . 

'II -i a ) i t oi ( t I I, It S II(,l I II ; s i (r ;, a I ri t consis ent.y
o, Cai is J pu s b c; "r 1j,*cn Ir (An:d, 1iS;tn ill 
[I()(J i f :;:;.lt , I SI II hIt : yY!; t, ('11;• Ar ("x: (2(1 t i ()n t () ' ,l t ht i,5Con 'i WI(].it if ' I (III II ill A rev I w of I Iour pr[ ( -I :; ill f;t'l IiI 1 
w h U I nS ii (C (Pf I rPV I I y UN~"Inii IrM oap (J r~Cf, ; ; Aga In:; t S~UCh 

joint i,.vi.wa:; with th Iimst coun ty. Exe'fpt lot inl I roguont
rio;, (el 1,othf- rI lu, inling 21 ,1)1)Jf('/l ;/p ioq ;m-mi reviewe(din ) "t lima it li nl '1 .i I i 5;, (r ly 1 pi ()j1 in1 Mil i wis 

sIlject t (t lmtll msw(2; level oII, i;ui , I it.La( 

-- 7 
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Yhey Africa Bureau and Sahel missions largely, 'epoe~'<4benchmarks and indicators to ,'measure progress;
~"implementing ~,the,, 'project'Is 

in 
activities. Dut not <in~<accomplishing project purposes for, which- A.I.'. 
 :deve1pen


wreprbidd.
generally dudged effectiveness- by analyzing planned , input,4 

~ fnd Threore, the, Bureau and missins 

and 'output levels' rather -than 
 whether, the 'projects were

solving, development problems. 

The.$l6.3 million. Niger Rural 
Health44'Improvem~ent Project,begun, inc 1978 4 illustrates 4Pro6gress to0' 
"4 

wias have- beenV~
4measured by howA 11l the project-wa helping-t' (l':decres
preventable. illness 4by'4'l5 'perc nt' 

6-<
 
(2) inicrease medicin'econsumption 20
,by 
 percent, .(3). provide-' preventive and
cuirative health'> se'rvices. to4 3,500 villages or-39 percent of 

- the rural popu.lation ,,'and' (4)..establish~ a- supezrvised~and

~supplied health delvr system.4 

" 

Rahrthan' using thesel 'indicators tobencbmarks 4 and> esabis interim 4~-, '44-V4m-easure .progress, USAID/Niger measured,
 
4progress by gains :in :such 'areas' 
as -nuihber fe~es.n 4" 

agents atteninggtraining,u nubers of facilities construce
 or renovated,:. and, amounts 
 $'of' vehicles:,.'n equpmetd+-*
provided. '4.After 'eight<6 yas5 and,, the expenditure of -$12 ~-"million, USIDNier 
was, nbe to,'show. n eaual

decrase in'illness,~ incease distibtioniof redicines to 
 >~4'th'e 'opula'tion, increase in preventive'i1l atie't, o


sufficient,- supervision and- ',supply'Of' health,7 extehsio'n 
-workers. 
 Inrvalid dsig
4'44 assumptins,, ~in'adequate-,..: host
 
governmrent' , support, insuffi'cient~ supervision,~ and
res'istance of 'the host goverrment to 

the
 
allow,,AOI.D.. to >monitor *the delivery system impaired-4A.I.D.'.S ability to demonstrate i 

444 progress. 
4444- 44 44-

44 
 When A.I.D. has utilized purpose level idctost 
maure.


44progress, 
 it -has ~been in,. ~ inde~p'itiorstoesr thaseffectiveness of its as'sistance. -ior"":,example,,
F the i$15A3---
4 million 'Mali Cereals>"Market Restru~ct'uring


4 '4-~approved 4in . June ibrlie 
Project was1984, ;to' 'crel miaketingl' -4--44444increase, fo'od
44 production- incentives,'.7an4a reduce4 market 
 4-444
 

-4subsidies. The project, 
paper proidd45. Indicator, an~d
 numerous monbiitoring benichmiarks .,to renabl'6 nina~ 
-,analyze progress.---Il4 t to'~'nUADMl 


successfully inc'orporated 

im1mn maagme -- . 

,the prjc ppr' indicators and i ' 

sing th sytm nalyze,'proj et prges-44 th&: 'Mission 4~44'

".9based :on ,faulty -assumptions. Mission'4 was' t~hus in 'aposition totake-timely action to 
-The 

reesign the project.~ 44
 

Af iica, Bureau officials stated ~that 
 a timefrane for~--measurement of the purpose level was4 
444 
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example, the Bureau 
 pointed out in the
that Niger Rural
Health development 
project, measurement 
 of the achievement
of project purposes, i.e., decrease preventable 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 todetermine 
 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 full
whare accomplishment of
project objectives may occur after the project has been
 
completed. 

Data Collection and Reporting 
- Although A.I.D. 
collected
lot a
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 ofproject activities, problems, and proposed solutions. 

Sahel missions obtained a lot of data on projectactivities, 
 in some missions, such as 
 Niger, particular
emphasis was placed on developing data collection systemswithin host government institutions. In such missions, datawas primarily obtained from host country and technical
advisors' progress reports. Mission management relied onproject officers' site visits, meetings, special studies andevaluations to validate reported data. allIn missions,
project officers were responsible for organizing andpresenting the data to senior mission officials for reviewand preparation of periodic project implementation reports

to the Africa Bureau.
 

Although A.I.D. collected data, it did not have fullyefffective systems to ensure that data was used to evaluatethe effecti veness of project activitics, probl.ems andproposed solutions or to commun icate to senior agency
off' i cia] s .
 Five of th(2 six missions revie(wed had notcompared theII (v)1 ress of )ro j, t acti vi ti s wi th planned andpa stL re r-O rlma; 0 C'( 

For , ;tat:aflIJit-(,d in S.t1ember 1 978, the $]8.4 millionOpera t i en ,u to Va ] I (,(, l)roj(-ct was; t-o i n cr(,ae;0 food crop
product I vi Ly, producti on -lnd maik(,t.i nqg for one ( eighth of theHaute" Val ICe IlI is.I arm1 folli USAID/Ma ]i was te measureproj e t-, ef I'(!c t .ve1 ( ;; 1by increases in food crop production,prodluctivity and marketing caused by (.1) the use of improvedtechnology, and (2) better support systems for agriculture, 
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functional literacy, 
 health and transport services and
 
facilities.
 

After a 1982 Inspector General audit 
 8/ 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 project
objectives appeared likely, and there were no significant
imp lementation problems. 

The audi t 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 proj(ct 's purpose. Since neither the project nor 
USAID/Mali had a system to measure the effects of project
activities, Mi.ssion personnel had difficulty in identifying

data to be2 ver ified during site visits. Therefore, the 
results of piroject activities were not readily determined or
used t o gu i dc mia agexmiri t dec i s i on s. As a result, the 
Mis siIon)IaIt I it t .Issurance that general increases in 

h)xnuct wer(-, about thecerc,a 1:; 1 in brought by project's 
,Ict-jvJ t i , 

DataAay. - Iaiel mi.;sions and the Africa Bureau have
revi ew(,i andi ana ]yzc!d project progress through a variety of 
means.. A.] thoul c I o., I y mon i toring and act.in g on certain 
data , othe1w r da ta s;hou ]d have received more management
a t I:enl t ] Ofl-

Foi 	 ,xaij , II Ioundt h aU iIt that: USA.ID/Ma] i had placed
parti cu 1 1i h i1,; on revi ews by project committees. 
USAII/r~igJerini UdAl)/;,wga] u;ed joint rev iews with the
host cu()n t.Iy t o *nsur consnss on the resulting
(IC i ol;. A]1 mi ;:;i ot ; us.ed Cmi annual i mtp] men ta tion 
r1e)olt : ,-1 lit 	 11,11 v w; to analyze project progress
and 	1Iohf] Ito ( I (0 , tod(, d oil actiol ns.o be taken. In 
Wash in(It on, as ,I t I pl(orill Week or th( anual budget
sub i ; o I)rIsVPvi, . ,illi on 	 wa; )-.v i o!wed by th( Africa 
Buraull ,(Id 11i :,! on;. 'i' basi . r t he;e rv e W.; weore the 
projt impl]ox'1 tt o,01 I k,IVa] and, inen ito 1 ) 	 Lit- iol; some 
in £ ta11 ,

'
"
, aloct iins ;,l, I 

l.i 	t ]1(Bil S ( i ,11, 1y :;i; of (fati )rp 111 t( i inI thIe(,:; revi ews,
A, 1 	1). 11,1.; ad J11 I,d in u s; and ou t 1)Ut ;, changed 

8/ 	 TIhe (2i1r,fs _u. ut.e Vallee Project in MaII is 
! rUncin2 her, ouS Prollems, 7-688-82-01,
Z3('ft[ 	 lri'rd , 20, 1 982 
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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 
meeting approved project purpose indicators and
 
(2) the ccntinued validity of design assumptions. Only

USAID/Senegal had systematized its 
 reviews to ensure 
coverage of project purposes and assumptions. The other 
missio ns reviewed had noL done so. 

The $2.6 mill ion Grain Marketing Development Project in 
Burkina Faso illustrates that further analysis of project
assumptions should he 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 then. 

A 1985 [I-j(t eva ua tion reported that the project was not 
achiev in It; r ose , and that) p there were invalid design
assumpt on ;, a; demonstrated by the following: 

Purp o); Indd ca(tr Con tIained Progress as Reported

in 19U() A.]I . I'ro~jjct Document in 1,985 A.I.D. Evaluation
 

I. 	Create 
a rol. ing fund to 1. The rolling fund was 
support the cre(a,tion of established, but it had 
grain ,;tock r(e-v(.1,V,;for become decapitalized by
iri Iiuen(lill rural grain 	 32 percent over the two 
market, price. ,;tructures. season!; in use. 

2. 	Lstd)IJ!;tsi f i(cjnt. ,;tocks 2. Most of the warehouses 
of (3air, ti , r eliev food vi sited were empty of 
shlort, age; inl ra] areas, grain. 

3. 	Incra;, (Jin j, ()dncr 3. The (legree of the 
t)1 ',vi(l.
pri((s.I v( 	 project'.; contribution

incenni v.'; Ior increased to increased grain
product ion. producer prices was 

unc I I r. 

4. 	Provi (- I 1- (:w t (joV(-i*nmen t 4. The ho;t government 
agency wit ('nL(gl traJined agency was overstaffed. 
staf-f ()r (Iain ma1rketing. 
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officials 
 stated that the reviews focused, on ,progress.

implementing activities,. including 
 the', 	rate of 'financial
obligations, commitments and expenditures. Similar -views.
 
were given inWashington, although officials stated, that, the
reviews~~ also, included, emphasis Qfl developm'ent'.strategy.

However, except for Senegal, missions and the,.Africa>,Bureau
did 	not 'review 'progressain attaining project purpose levels
 ........
the potential, impact of 'invalid design assiumptions'-.on.
 
attaining project objectives.
 

The 	problems discussed above inmeasuring project progress#
collecting daa n 	 were,reporting, adm-Lnistrative: control
assessments.' Internal control includes. both 
 accounting andadministrative controls. While accounting contro Jl
........ concerned with safeguarding 	 and reliability are;.
 *assets 
 the 	 of. ......	 financial records, administrative controls' are concerned
with operational efficiency and adherence to 	 managerial
policies. 	

.... 

Sahel missions provided periodic reports .to Lthe Africa.
Bureau on the status of their internal, controls. The
reports were to 
 show 	missions' assessments of vulnerability.,

* and to provide assurances: on the adequacyof internal;
controls. Where material weaknesses were identified,.planned corrective actions were to be reported So that the,
* 
Bureau could Lmonitor progress in implementing them.
 

Although in some instances, missions reported deficiencies.
in certain accounting controls, most missions assessed
projects as having 
 acceptable progress measurement systems.
Examples from Mission reports included. statements, that:....
 
progress reportswere timely, accurate, and us'efull....
 

progress reports 4showed comparisons with planned and, past

performance;
 

- records were maintained on the activities and results

achieved;
 

poet'aCtivities would attain theirL 
objectives within
budgeted costs; and
 

-no corrective ac tiOns were needed or planned.A 
AThese statemen to were not consistent, With,, the Conditions

disclosed by the audits. ExcepItfor 'USA1D/Sonegal, 'missionsdid, not....... have reports' providing Ldata on progress inL achieving
 ....
project purposes. tNei or: the.AfriCAL Bureau, nor Lmissions
could 

missions had -progress reportswhc sytmialy hoe
 

..... attest to~the. accuracy of reported information. !LeW
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implementation reports, and in3 r~'eportingA on 3 action plans.
Also, in recognition of the impor~taace of purpose level

reporting, the Africa BureaU, Yin. Mi.4rch 1988, issued

formats for field mission 

new
 
reportingA which specifically

requires reporting at the brbader project purpose A level. 

In regards to the vulnerability assessment, the Bureau

stated that it would work with A.I.D.'s~ Office of Financial3 
~Management to modify the vulnerabilityasseasment to include
reviews of the project progress measurement Systems. 
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2. Financial Management Needs To Be Further Improved 
 -

Evaluations and audit reports through 1983 
 noted that

financial managemlent weaknesses in 'A.I.D. projects caused

serious problems in implementing the Sahel Development
Program. Although A.I.D. improved its financial management,
further progress was needed in assessing host country
 

41abilities 
 to contract, providing for audit in. project,
design, and controlling voucher approval and payment

procedures. These weaknesses were not fully 
 addressed.
because Africa Bureau guidance and oversight were' not.:
sufficient to detect the problems Sahel missions 
were havingI
implementing these financial management 
 policies.
Therefore, A.I.D.'s vulnerability and risks were increased..
 

Recommendation No. 4 

* 

We recommend that the Assistant Administrator, Bureau .1for 


Africa, provide guidance and oversight necessary to ensure
that Sahel missions comply with Agency financial management ~ policies, including requirements that:
 

a. project papers' assess host country contracting agencies'.
abilities to advertise, award and negotiate contracts;j "~'~ monitor contract implementation; examine Invoices;, and.,

audit contractor records and reportsi
 

b. project papers assess the need to build, financial and/or
program, audits into the implementation schedule of
projects and include funding, as appropriate;
 
c. missiLons conduct imnnual tests 
 of* thoir voucher paymentI


and appr~oval 'procelures; and
 

d. project officers submit voucher approval checklists. 
 I,
 

Discussion,"'
 

Evaluations and audit reports through 1903 noted .that 
 2financial management weaknesses caused; serious problems, in
 
II 
 implementing the Sahel program.. For example, 
 the 09.9 Imillion Opex-ation Mile Mopti Project was: approved' 
in'April...
 
111980 
 despite, an ,evaluation which noted unsatisfactory


management in a preceding projec.,l, Mission 
reviews-and 
.a~
1983 Inspector General audit 'L/ f the new Iproject.found
that inadequate USIBAD/t44l oversight allowed improper 
'~ 

financial management practices to' continue. As areul~t,
 

-le footnoE;76 page 6
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with millions of dollars 
of A.I.D. assistance unaccounted
for and few results achieved, the Africa Bureau terminated
 
the project.
 

A.I.D. made significant improvements over the past several
 
years strengthening financial management. For 
 instance,
Sahel missions have implemented procedures to verify host
government records and reports accounting for A.I.D.' local
 currency funds. In certain missions, such as USAID/Mali,computer capability has used to
been improve internal'

control over voucher payments and. bills for collection.,
Also, missions. such as USAID/Senegal have used public~
accounting firms to assist 
management., Throughout the
Sahel, 
 A.I.D. has provided assistance to ,.develop host 
country, accounting and financial managemjent practices. As aresult, a 1986 Inspector General, audit 12/found 
 that~A.I.D.
had significantly reduced its level 

A'A
 

of vulnerability in

providing local currency to the Sahel.
 

A, Further efforts were needed to (1) assess 'host country
capabilities to contract, (2)plan for audits when designing

projects, and (3) control voucher approval and payment
procedures.A'
 

Host Country Contracting - Where host country contracting is,
proposed as a means of implementations, missions:, must'A 2~
systematically assess the prospective agencies 
 abilities to
-(1) advertise, award and negotiate contracts, and, (2) audit
contractor performance, records and reports. The results of.
 
S these assessments are to be incorporated, in project designs
so that A.I.D. can plan oversight in vulnerable areas.,
 

Since 1983, Sahel missions have-informally assessed some of
the host country's abilities to 'contract..~ For example#.
judgments made of host government capability~to contract for
technical assistance caused' several 
.Sahel,'missions,
:;A | to*establish policies of AoX.D, direct contracting for A7th''ee> ;AAA'.?services.~ Also, reflecting missions' awareness .andconcernover the abilities 
of the, host country to contract.-for
construction, -missions 
have increased' their provisions~for
 
., supervision and control# either by supplementing: mission A4A 

staffing with engineers or contracting :for'adtoa 
Nonetheless, Sahel missions. were 'not providing, formal
assessme1nts of host country contracting 

''< 

capabilities- in 
Aroec 
 papers asrequired. In Burkina Faso,. fort exa'ii le,'the mission had not made formal 'assessments

'A~'- ''country's ability to' contract in an of of, the host~four p~roject papers.'rA~ 

12/ See footnote 4, page 2. 
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or project paper supplements approved since 1983.' For

Iexample, a $2,230,000 project§ paper supplement to the

Agricultural Human Resources Development Project, approved

in March 1986, proposed host country contracting for an

additional $575,000 for construction and $150,000 for

operating costs. 
 The supplement contained no assessments or

justification of this method of implementation as required.
 

Rather than assessing host country contracting ability Sahel

missions described their own monitoring procedures, such as

for reviewing and approving construction or for certifying

the accounting 
 system used for. operating costs.. Information~
 
was not provided regarding (1) the specific ,contracting


procedures used~ by host governments, (2) >the internal7'

controls employed to ensure 
 that, approved procedures were

followed, or (3) the identification of ,the, specitfic
weaknesses to enable missions to plan appropriate oversight.
 

Without describing and assessing the specific host
government contracting procedures and internal controls inproject papers, missions were unable ,to sufficiently
identify weaknesses. Identifying weaknesses 'could <have
helped ensure that oversight plans were sufficient, enough' to

avoid bottleneckE. 'For example, a> 1986 Inspector Generals

audit 13/ of the 
 $18.3 million Manantali Resettlement

Project found that host country contracting contributed to >

significant implementation problems. The project paper didnot focus sufficiently on host country contracting
procedures. Consequently, project implementation was
considerably delayed during the project's early stages.
 

AuditCoverage - missions must 'assess the neeod for audits
 
'en designngprojects and describe planned contract and.
project audit coverage by the host government, 'A.9D. and/or,
independent public accountantso Where the need for audit;N
has been identified, project funds should be budgeted for <<
independent audits. 

1.

* Some Sahel, missions have informally assessed the need for
audit and have ;taken action to provide audit -coverage@ Forexample,. USAID/Niger has worked~with tha InspeotorGeneralon several occasions to provide nonfederal. audit. coverago of :Siprojects and programs. Alsoo the Mission has used local auditing. firms to> provide coverage of host government <>counterpart funds. > * 

Notwithstanding significant progress in providing! audit
 
coverage by certain missions, all'missionst. except for
 

13 uditof the 'Manatali Resettlement Project.-n Ma1li# 

7-8-8-0 September~ 23fu 1986.1
 



- - -

USAID/The Gambia, needed to better plan for audits in

project design schedules. The review of one project paper

in The Gambia found that the Mission had assessed the need
for audit and had taken appropriate steps to provide,
coverage. However,, the other 
 missions reviewed needed,
 

..
 further 'progress. Since 1983 USAID/Mauritania, for example, ',
had not evaluated the need nor budgeted, fund for 'audit in'
project papers. None of the Mission's project papers
adequately described audit' coverage 
by 'stating timeframes,
who was' to do the audits, or the amount of' funds needed.. 
 ' 

Voucher Examination and 'Approval Procedures Missions must

annually assess 

'-

their voucher approval and' examination,
procedures to determine any weaknesses, and to determine if

staff are following' the procedures. The assessments "must. 

' 

verify supporting 'documents submitted with contractor

invoices, and the ability of project 
officers to match
 contractor performance with contractor invoices. The~
assessments must 'involve randomly 

, 

a selected~ sample, of,
vouchers. Weaknesses that indicate high vulInerability

should be highlighted for further action.
 

Sahel missions were 
 found to have assessed their voucher

approval and examination procedures on the basis of 
 daily
oversight rather than 'by using the 'systematic'approach of
sampling. Based on audit tests at four missions. of vouchers,

totaling about $10 
 million "of' about $53.1 million processed
 

* ' in fiscal year 1986, a more formal approach was needed.
 

Audit testing of 183 vouchers,: selected on the,: basis of-,
auditors' judgment, found'that 70 vouchers or 38 percent had,
insufficient'documentation'to show 
the basis, for. approval,o

The' most frequently cited deficiencies were that (1)project
'officer approval' checklists were not' inclded' with. vouchers,

'although they' were required" 
to enable A.I.D. managemeht'to

decide the vouchers' vulnerability to~ improper 'payment, ',A2)

'advances were made' in excess 
 the recipients immnediate

disbursing needs, 

.of 


'and (3)'other' supporting documentationt
 
'contractor
including 'certificates of performance. wer'enot ' < 

"Inadequate "host'' country contracting, capabilities,
insufficient, "audit,'coverage, 
 and' the need-tolimprove'voucher+,'W.

approval, and' 'payment""procedures ,hav' been :world-widej
problems "which' the'-'Agency has "bee""t'ryiiig to address. In 

"''4 

April 1982g"'the'A. 1.D'."Admini'strator" nmed 'a ,task, "force to'review 'these problems.'''The, reView resulted' 4-16 plceon (1) methods of' project 'implementation-"and" financing,'. (2)'"auditing# verification,' and other monitoring practic-es,

(3' other 'accountaility Ipractices. 

and 
"'The" '"Bureau "for.Management' 'sent "implementing 'guidanc"' to the missions in'December 1983.'" The'guid""a"" acknowledged'that it, would take
 

* ' ' several years to fully implenient'the policies'
 



These weaknesses were not fully addressed 
 because Africa
Blureau guidance and oversight were not sufficient to detect
the problems missionp 
 were, having implemnenting these
policies. Factors most~often cited by mission 
 officials' as
limiting their 
progress included (1) insufficient controller ,office resources to handle all 
 that was required of. these'
offices, 
 (2) the absence of detailed written guidance within
the missions, and (3)insufficient Afri~a Bureau oversight.
 
4:.According 
 to Sahel mission officials,, the poIlicy, statIement
 

assessments called 
 for more resourceIsthan were available.
Mission controllers did not have the 
resources 'to mIake 
 the
comprehensive assessments 
 required, by 'the policies.
Generally, staff did not have the training 
or, capaijility'to'.

make the assessments, and coul'd 
'not handle any, more
responsibility.
 

Another factor limiting progress was the lack '2of ,detailed
written guidance within the missions.: Guidance was either'~
restricted to a requirement for ,submission of' th rje
officer~ checklist, or not present at all. 
 MNissions had not,
sufficiently emphasized 
 the* need for 2project~ officer
checklists in assessing vulnerability.- Also,. officials~
indicated that designers waited :until 
project papers ~were~
completed before 
 consulting controllers on financial
aspects. Consequently,. ' 

it was too late to arrange for,
external assistance to conduct the assessments.
 

The third factor limiting the missions' progress was that
A.I.D. did not identify instances of mission noncompliance'r.~
because the criteria were not includedl: in%the' Burea':r "2
review system to identify mission 
'progress and problems."
Better oversight could have led ,to'solutions'to the staffing-'
and financial problems being experienced 'by'missions.,<
 

To lower A.I.D.'s vulnerability, the Africa Bureau need ,edtoensure that Sahel missions better assess: host- conr 
' 

contracting, capabilities, Iplan for, audits and improve
voucher approval and payment procedures. :The Bureau needed.K+
to ensure that Sahel missions make ' ssesernents 'of-h~st
Country contracting' agencies' 
 abilities to advertise, award
and negotiate, contracts,. monitor 
 contract" implementation,
examine invoicest,and audit-contractorcords 
and. repor~ts. :>'The 
Bureau' [also needed to-ensureltkiat'pzoject papersprovide~"i"
an evaluation~of the need for auitt asWell~ as, 
budget, 'and~ jK"~
that Sahel' missions annually test ~theirvouc amn napproval procedures. hrpa enad 42 

4 "" . --.  '' 
3,," 
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p 
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Management Comments 

The Africa Bureau agreed with the reconudendation 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 
reconunendation which is considered as closed upon issuance 
of this report.
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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 Bureau established a strategy to increase staff
 
efficiency and t.o reduce the number of projects. Although
staff efficiency had increased, the number of projects
remained about the same in 1986 as in 1983. Among other

factors, A.I.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 load of Sahelian
missions w l], undoubtedly continue to be influenced by

broader Agency and congressional interests. However, a 
system to define and 	measure work load would give Sahelian
mission. and the Africa Bureau more information to assess
their ability to manage A.I.D. programs. Also, more
training, better written guidance, and enhanced use of 
computer;s could further increase staff efficiency. 

Recomm(--ndati on No. 5 

We recommend that the Assistant Administrator, Bureau for 
Africa: 

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

b. 	 develop io1icy ind procedures to use work load data in
assess-iIg ;lahe] lis:Jon program management capability. 

Recormu nda tIo No . 6 

We recol1:1Id tha(t the Assistant Administrator, Bureau for 
Africa, ILu tuw I nJIIcrease the staf f efficiency of Sahel 
missioll'; ly: 

a . requ .Ir i 
for"i(gn 
fundilg, 

( i ol:; t o 
t1,Ii 0n a 1 t-a11 

Id( tiniletil 

es tab]i sh development plans for
wli ch include the actions, 

e.; required t o meet staff 
develor unI,l j't.t ivyes 

b. reclul ring iii ];:;Jn; 
i snnic,(:; olIi] 
I)ers;onnl ] ; n dl~ 

., 
to maintain 

Pciproc(-dure; 
a 

and 
system 
notice; 

for 
to 

internal 
mission 

c. 	 deve I op i I ]-,anI to( 	 ensure that in ssi.ons are provided
the 	 co;of)tJ. : Lwo programstwa r e and train.i ng to organize
project. mana('men t in format i on sy ,;tems 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 million 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 a/ D.H.

Year Program a/ 
Program b/ Proqgra 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
 

a/ Does not include regional projects.
 

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

Du!:ing 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 estoblihed a strategy to

increase staff efficiency in 
 the Sahel. The strategy

included assigning more experienced officers, revising and

strengthening training for
courses 
 project officers and

using accounting firm; to assist management. 

In 1984, A.I.D. supplemented this strategy with plans toreduce the number of projects. This occurred when in August

1984, a congressional committee expressed its concern overA. 1. 1. 's abi] i ty to manage further planned increases inSahel f (dig1 (J levels while lowering still further the number
of USAID i ir(,ct hire staff. 1.'or example, bilateral projecto)ligal ion ; we r( p] ann(,d to increase from $53.5 mIn]ion
1983 to 79 mil]ion in 1986, and 

in 
U.S. direct hire ;taff was 

panIe tL0 1 ( -' 11educ2( from 112 to 98. In respon se, A.I.D.;uhmmi .e a-p.ln to} t~h,. conlgl s.i;ona 1 commit.tee for reducing
the. aumlI111)r o ploj,.,cf,; ill thle Sal .e] 
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By the end of fiscal year 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 efficiency. For
 
example, USAID/Burkina replaced the loss of five U.S. direct
 
hire staff with host country nationals as a result of its
 
training efforts. USAID/Niger hired more contractors 

help compensate for reductions 

to
 
in U.S. direct hire
 

positions. All missions had 	obtained and used computers.
 

A.I.D. did not, however, meet its objectives to reduce the 
number of biateral projects and obligations in the Sahel. 
Compared to the plan submitted to the congressional

committee 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 is shown
 
below:
 

Bilateral Projects, Project Obligations,
 
and Direct Hire Staff in the Sahel
 

Fiscal Years 1983-86
 

Bilateral Projects a/ 
Planned I- Actual c/ 
Amount of Amount of Direct Hire Staff 

Fiscal 
Year No. 

Obligations 
($ millions) No. 

Obligations 
($ millions) 

Planned bi Actual S/ 
No. No. 

1983 80 $53.5 112 
1984 
1985 
1986 

89 
72 
49 

$66.5 
77.7 
79.0 

83 
83 
82 

84.4 
123.4 
106.2 

123 
il 
98 

120 
103 
93 

a/ 	 Does not 
 include regional projects or the Public Law 480
 
program included in Sahel] mission work .oads for whicn 
no work load meilsurem.nt objectives were established. 

b/ 	 T'he,(l (1J .:1 iv, .; l I IIII '(lII tiiill ' ; (df p1(1 Jj CtI , ,lllulnt 
of d.pIlI ,d (AWtli g1) ihins;, pldlln,.i .nd dii 'cl hire stail ff -We-lo ,'11,11,1KIIII'( inl t ,w A~tqw (W '5; .M 4 rosl, nw,, to the(. 

C,lol,ll{ll ".:.i 1 A . I.)).'' ; , i I it-y toc' lt~ltl t ' ':; il'.{~i y 


C/ 	 I)htI o1)1tille f rm (Xngr 0551"10'11 Ieselt otA on. 
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New projects and project extensions were factors in not

reducing the numb3r 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 1985 
 1986
 

Projects Terminated 
 8 17 8

Projects Started 
 11 17 7
Projects Extended 
 46 30 
 11
 

Total Bilateral Projects 
 83 83 
 82
 

The Africa Bureau initially questioned some of the auditors'
data on the number of active projects in the Sahel, opining
that- the numbers of projects in the 1983-6t) timeframe
been reduced. V'We met with 

had 
Bureau officials in March 1988


and ( i 5cII5;:;ed t Ih mthodology used in the audit and thelas.; f)r the nu1whrs1 oftprojects. While werethere still

some' loi us von,, ] e. (i ierfelences, the . umbers shown in

th aIul i 
 rep!ort Ior trh period 1983-86 were considered 
r e as -lk ) I( . 1 s11 , of ficia]s colimlented tlat the number oftproj,'('t :; jll c( '])nc(-n I(edlu c(:'d .
 

'I- ,audi t i (if t-i fI (_'d so me factors which limit-ed A.I.D. 's 
i reducig t 11n Iumber of projects. Bureau andmi;ssi (e)i i l . iha]-; :;tated th1ai1 A. I . 1). ' aa5] uailIbudget process

ac : p] ( y (liAoY I;r i21(1ur tt, ! ta 1) dity fi' ;] Cd1 unding
]C.w. S a li.', , t lti]:; mlk ig .i t more (difficult to cut
Ihroj, t 2. 'Jil, im,,il t of im -,et ing I ( ilnq ]tv,]. on iii ssion
work l,,d was iI'' i led il I, ;tlt I plper ,,;to] low:: 

iion. t.o 
hll(y(t L:ii2 IIoOY lns oculnt-n they 

"'It is , em mist )i ect r,; suimiSt A I [Annual
i r her ; ind s;iy that 

(]()l'I I t' , 1 ,v, l itrse:; to do th( j()l. in our i(d v lopment 
W' topl01 '5:JOi , Wlllt (do Ilo el(. ''h el(ore, t.lh(ir( . an 

in -btl iI t t f i)(1i cy ()I )('opl( t o I ii olla] .izoe that the 
cliiI ]fliJ 'liq t a,:sk laid (0.,t (.,Illii I ,ctil, , Il,ll ( wilye(l 1()l 
O I1w i e l,'i . l 'T i:; I1 .Ips to( 'Xl)Ilill wlyg, Il,'ly giji t ll olur ,ye r(I ' I ii 1 11.11 11 st:t nii(i]:;. We '' . in 

ia
the: 

'(0,lli t 1 ' l,h il,,:;" 1, 1 ha, 1tIwe.- to ,llyt.liinq(1I0, . II 1; a11 l l ab1,le,.- t I ai t., I'1d It t he ,ame tIille a 
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'Congressional interests also'influenced A.I.D.'s 4 ability. to
reduce projects. An. Office of Technology Assessment'report
14/ issued ini 
 1986 stated that" over the years, Congress phad

added new priorities and'mandates through policy'.directives.

and earmarked funds for certain, purposes,' However', -CongresI 
 A
had rarely removed previous man'dates nor,'ranked- the~
 

4. importance of existing, ones., 
' These actions' increased 
pressure to expand ' rather than reduce-, the 'number-of
projects. Again, a staff paper highlighted -the' influen.ce ,of

this factor on mission work load by stating: .~ " 

"...there are all ithe normal problems'of egos' invested Is"
in projects, the political need to be'responsive-jto host
country, embassy, bureau, 
 'agency and congressional
 
4~;policy 
 and program emphases. There 'are a number. of.
*recent cases 'which ,demonstrate the problems'. :of
management rationality in a' democratic. system. T.heinterest groups which have earmarked funding~ for ' 'ertain

objectives such. as family planning.,or child survival 
' 

have forced the creation of 4new projects' just';'at thetime that AID/W was 'also 'emphasizing "the..need to out
down on' the number *of projects :,in our' portfolios, to
concentrate our resources-
. 

on',only, one ~or_:tw~oi.major

constraints, and to cut one's cloth to fit-,the' pocket


44' * book. And there is probably no way, of, resoblvinig such 
"'" 

dilemmas in a democracy." 9' j.4i:" 

Audits 'made at Sahel missions disclosed that' reductions in 
.i.U.S. 'direct hire staff and budgets 'continued ,to pose


prcobleT!/handling work loads. example,- the audit in'
'For


Niger -rported that 'aheavy work load, had-limited -the
number of project site visits, more staff were needed-tof
conduct the assessments required by A.I.D. "".financial 


management policies, and additional funds, were needed for,
undertaking further act ~gns to' increase staff efficiency.In Mali, the audit IV reported that 'the Mission had.difficulty devoting enough staff time 
to bilateral-. projects 
'"~ 

because of the work load involved with emergency drought and 
' 

insect relief programs, 
4

an'd congressional' and' . Agency '7' 
. . pressure to implement additional regional projects in~ 

1'. 7 ontinuingl th C ommitment: Agricultu Iral Development 'in ~ the Sahel, Office o7f Technology AssessmentVO'TA-p-308o "4/'"

August 1986.
 

15/ Audit ofUSAID4iger Management, 7-683-88-02,t

October 281 1987.

16/ Audit of UBAID/Mali Managemento 7-688-88-03,'1

'-Rvemer12119.w
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cer'a" fieds Also?, beas of buge :redutions
 

sad
officials thtthyweeno bl'o ie oo
 

tht s 

ofias soagaite that be btotre 

cnertanfds lsdco because nfumbuetpredctiaone 4 

they loedwit barlanced 
tat~ r to' huelp anag theion program.te sstm o. 

dehie,audtosuesand thatsthek-or.Aloa,mofe Srahin 
missien wilte undoube adl cntincue tofbeoinfutensculdb
buroader incys saf congreinalitret.yrte*w 

undersmetan th/oftaf utins the Saumbere ain ofpoets alne 
plan
prgrabudeetan resources. However,h audstehwed
 

no salishe thatwod lad wie brges beter blanced 
tatmae the lrBureau abetheanrosneie sstaeto.
def l
~ 98 n meaurgetandmassesns orload ilsormtoe trin th, 

missions'hv asssnst o dho easureand 't'assess ate
 
stffn levelsmo npr 984ctthe Buoraus Hosed an , A,,D

assessments mad staf proilsion o indthec tahe to ohep

wolanPoam lctls c and esores.n yseewa
proevertha, ad 

nothestlishfod thratod mesurefian follo-p
proresande 
wauied AotemadntAso nuroa required the fiscal yeare thre 

19889nn budget submissionst rvd norain o h 

Taffng foeer o proect andlysiswams.emhowieern thee
 
assessmentsmadeenomprovsons or inctirest tie orsesmethes7
woratld fhatwor such anextenisnreets tha hansdebeenthe 
schieulmeotriaosinicantafued
for levetand tainicop
andc comped amog projec, o stnmbf ftimeavisitsble. 

The nseedsormettecorknlod thtwr odanalysis nte
mpasiz 


easily quantified since projects an'd program activities
 
differed in size, complexity,' implementing agents, 'and 
capabilities of project personnel. Nevertheless, the entir'e 

' 

mission work load needed' to' be cons Idered to avoid potential 
' imbalances. 

"'4' 

. 

'Of the Sahel missions audited, only Mali had attempted to
establish a work load measurement system,. In 1984 'and 1985. 7 
the Mission con'ducted work load assessments to help justify
its needs presented; 'in the "fiscal year 1986 "and "1987 annual4 

Utlzto ntDih nk, Novembe 1984 

http:program.te
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--

4,-4~~t 4,' '4,- '*44 '4'4I44444V4 -"'4 '4-" ,44*4S'444 -__________ 

buge sumisins 
 The4 Mission 
 fondtes 
 sssmet
 
useful~~4
faiiaigjdget in 


n ht 
 okla-ws
 

eac disisionlstin the Missonet
b fonwicthe psessontws
 
respfeasible,nd whtin roadescwereire 
to hieande itale on
 

-projects, 
 making a 
high, medium or low estimate' of
management intensity of each project, and 
 listing the major
tasks/outputs which faced the project.
 

USAID/M4al4. recognized that its effort-was only a start in,

-4defining 
 and measuring work load, and 
 that further action
 was- needed. -In fiscal year 1988, USAID/Mali-planned anindependent review of- their currenit -work 
 'load. IOfficials
said that -such -a would
review advise the Mission how to
organize or reorganize within given. constraints,.,an- that.
the expected -changes 
 in
-efficiency 
 would offset the.-estimated $15,000 cost.---


We recognize the difficulty in developing a-system tordefine, measure and assess 
mission work load. '--:cevr,we-believe further efforts should 
be made to 'better allocate
 scarce budget and staff resources. In this,,regard,
-while
judgment will, undoubtedly remain; a k~ey feature, to any.

- - - -measurement system, 
 there is good potential to supplementthis judgment with more precise 
and objective, work load
indicators.
 

Host Country Employee -Development -A key element ofA.I.D.Is -strategyto cope with work-loads has been to relyon host country' nationals to compensate for the reducednumber of direct hires. Host country nationals (1) enable '4 
--

- reduction 
 in operating costs, (2)understand the culture andthe language, and (3) prevent, gaps in program 
continuity 

4caused by U.S. direct hire assignment changes.
 

Sahel missions generally established staff development plans
4 to identify employee needs, provide necessary -traininy , and 

-44  enable career advancement. 
 The -plans placed particular 


emphasis on developing the skills and 
 increasing :,the.
 
- responsibilities of 
-host 
 country nationals. .To
-develop 


- -foreign national capabilities, missions provided ,formal and 


on-the-job 'training, Through -such training, Sahel,missions -4~4had achieved-some success in replacing 
A.I.D., direct~hire 
-positions. Between 1983 and 1986 USAID/Mali,' for example,, 
- added six host country nationals to its professional staff,'of which three replaced direct hire 

--

positions.
 

Although missions had increased the use of host country
nationals, missions indicated that these 
employees generally

4 did not have the capability to effectively replace direct
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hire poiin.Employees needed further development. in (1)English language proficieuiy, (2) comiputer operations, (3)program, financial, land administrative management skills,
and (4)secretarial skills.
 

Sahel missions also cited budget limitations as a limiting
* factor. However, in our view better staff development plans
could ensure the development of, employee skills 
 and ensure
that funds are available for training.
 

The audit disclosed that personnel development plans lacke'd
specific objectives. The objectives did 
not -consistently
specify which 
people were to move.nto managerial pos-itionsi
* what actions were 
required to meet- staff ,development
objectives; and timefram,
in what weresuch actions to be
completed. Therefore, missions 
 did not use development
objectives 
 and time tables to 'determine and justify thelevel of funding needed for training programs. I, 
Written Guidance - A.I.D. Handbooks 18 and 23 stress tamissions establish 
 and maintain a system, for internal
issuances of policies, procedures and notices 'to mission 

* 

personnel. missions are also responoible for ensuring that <their internal directives are consistent :with~ A.I.
policies and procedures. -Written procedures, help *to
establish effective and consistent management systems and to~
train and guide less experienced staff. 
-> ~ ~ ~ 

Recognizing the need for and of
,usefulness 
 written
procedures in operating and training, all missions .had>,>
established either a mission operations, manual or other - ~written directives. The Burkina Paso, The Gambia, Niger and
Senegal missions established operations manuals' while the
remaining missions' systems consisted of mission orders.
 
However, the audit 
 found that every mission had not
maintained the systems, and therefore the systems 
 of writtenguidance had 
 fallen into disuse. Xmportant ares suoh as
changed, development strategies, mission
new . operatin'g
procedures, mission reorganizatiofl, now- delegations: of,~
authority, and other procedures were not included 
in mission
guidance.
 

Corn uters - Since 1984, A.X.O. has placed particular~emphasis on 
obtaining computer equipment for Sahel missions 
.to more efficiently administer the program. Because of.these efforts, by 1987 mloot missions' needs for computerhardware had been met. To train 
 staff on computers,
A D/Washington has provided assistance. Also, in larger

mission staffin has been augmented with comiter
spoialsts to help train secretarial. and profess onal :.~
 
staff. 
 Those efforts resulted in more efficient financial
 

I 
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maaemn andr~ aconig project, plnnn and budgtin 

among~,>- misins Patclrueocmuesfrwr
 

prcssn had als imrveffceny
 

manafueme and accounng project mnigandbuetiangd
 

anmoncmisions. theAricarBue solcdevuerop fasytewod
 
possin Ado alofutimprovesaf
efficiency.',h
 
Boneauhess anudithia almissions dabiscoehensive
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and economi statistca 
in codnclusioep, the Arcamedtin Bureauh ass~livedbhuddeee ." 

-. ' btte andetfinkmeasue andsssest meahodlogymisiold boeU >

dlosd also,-wdeto firhe imre taff effienyl Thle'~-
Bureau asoubldesue at Bea-id assessente
ahl-ideior 
staffrd degeoant phians,meae taff sysklems.owite 
gh uau anobtaincomprotarce ofwrkloand anyisg,tod ploranizet proeat management infotn systes andy~
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Thn Bread toncardrafwthrer recommendation o dncealoingworaloa eaureent stemug butre ,taterntrarica, tal,
itmuncdidonaccpttes anecommtendto use Bcmue. bele 

4.S 

thra anye sffworloa assesnsmpaen methdologyn inhoudn ae
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woreul bomeconterp troducteca theadreswoul notsbe adeqa 
Sstkandrsaantiht 
 measuremn haobonstaffm odre. We agre

thet Burea re beniee imortnier wossuoa ananit ofi 
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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 CoordinaLion. No furtler action by the 
Africa Bureau is uedtd on this recommendation. 

Africa Bu reau a:tion on recommendat:ion numtber six dealing
with training, mlssion proce(ures, and t h use of computers
is respons iv e to the report reconmuenda t ion which is 
considered as closed upon issue of this report. 
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B. Compliance and Internal Control 

Compliance 

The audit disclosed the following compliance exceptions.

Finding 1 discusses the need to better comply with A.I.D. 
regulations requiring measurement of project progress, and 
expanding vulnerability assessments to include 
admini1s t ive controls. Finding 2 discusses the need for 
better compliance with selected A.I.D. financial management
policies. Ot:hier than the reported instances of 
non-compi iance, nothing came to the auditors' attention 
which indicatncd that untested items were not in compliance. 

Interna l Cont ro1 

Several internal control weaknesses were identified. 
Finding I discusses weaknesses in project progress 
measurement systems, and the lack of sufficient emphasis on 
administrative controls when performing vulnerability 
assessmnts. Finding 2 discusses weaknesses in internal 
controls in selected financial management functions. 
Finding 3 di 5scIoses a lack of a good system to balance work 
loads withi stafif and budget resources, and incomplete staff 
developliment 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 6/25/80 


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.I.D. 's Assistance Program in
 
Cape Verde
 

An Assessment of Africare's
 
Activities
 

Audit of Local Currency Ex
penditures - OMVS Agronomic
 
Research Project
 

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

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

Memorandum on Review of the 
Senegal Rural lealth Services 
Development Project zand the 
Cereals Production Projects 

Pest 


Improvemlen ts Must h) Made in 
the &aheio R( Iona 1 1)pvelopmen t 
Proqraiji1 

Memorandum on1 AudI. t of Local 
Currency Expen d i tu res - Food 
Crop lProt ect i oil 1 In tegrated 

Manll ;lei:n ts Projects in 
The GI11.i ,ba 

11he, YMCA Vocational Training 
Project in n eqa . Needs Im
proved M,Ii agemen t and Admin is
tra t-ion 

q7(
 



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 

11/16/82 

2/10/83 

4/20/83 

5/3/83 

11/17/83 

12/21/83 

1 /3 1,/8 4 

7/20/84 
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T it 1 e
 

Major ImpIellientlt i on 
 Problems 
ConfronL Project. Action le in 
Mali 

P. L. 480 lood for Peace in The 
Gambi a
 

A Report 'n 
 A. I.D. 's Oicho 
Freed Areas; Vil laqe Development
Fund P ioj(,ct: ill Uppr Volta
 

The )(O,*, t io 
 1,1 tl(2 VlIIce 
Project. il 1M, .i i :; l.:xt,,,r. n cin iqS e l - i OLI! ; l ' o l , ' i 

Th.e Adiii i :t t iv,,y . Fl innd-
Cia] l-il-ct i (',#.:; oit I-)ii ,A. ,'G ADProjeci (- ( i , b . I ,ll , V1 d
 

The Ni 
 f,y D)(.pl I t nll(i1t- 1) v e oep
nell t Pr1o je0ct ill 1; i qI Needs 
Note Ma ,ii t At t (,1 t i or,
 
Manliil 
 t of IJ.;A ID/Ma l iOpera-t i nqEg l: iw ,( 

The Op., t loll Mi I:; tMofpti
 
Project ill !,l 1 i 
 we; Poorly
Des.;igne i ,,-! ( I11,I ] 1 t 1.d 

i1c C,1:;,11n, ! 7I( PO('(] i CIna ] D velop
er t 1)1o lj ((:t 1I1 ,:f .11,- 1!, ; Ex p1:11e I- i d I Jill, I--l t 11 1 ( o l
 

8 t r) ilt 8;
 

N,',d t H Ifil1, ()Ve  t 0, (':,iadl(]1 ll 
I8ll) 1 11/ 1C (' -d i t 4, I 'I (d; A ( l i .I Mon1' , tI l: il11 i ]1w, " 
j l). 1d(.ql II,":' 1 1.'t111 111(,1 Moll i 
t o r 1i lml""0,( P,':;U ]II'; ill :;,ilh(!]
F o o d,( Ill ()I]1m{'I i ('1 Il, f) J ','f-t 

I;,'t t ,. Il1 ,,l,),II I '.1) f (I : (outIld 
lit lV I, IIl ,i ,v ,'i-d A . I . 1). 1-1,!11.1(jllill t

)1 w l i v ,,,:;I oc'k l ()(l l u i Il 
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Report No. Date Title 

7-625-84-5 8/20/84 Need to Reassess A.I.D.'s 
Strategy for Food Crop Protec
tion in rest Africa 

7-698-85-2 12/31/84 Strengthening Health Delivery 
Systems in Sub-Saharan Africa 
-- Need for Better Evaluations 
and Financial Management Con
trols 

7-682-85-3 1/4/85 USAID/Mauritania Local Currency 
Accountability; Rural Medical 
Assistance Project 

7-683-85-4 2/28/85 Need to Redesign the Niger 
In tegrated 
Pro jec:t 

Livestock Production 

7-688-85-5 3/27/85 lroqreI; ,ind Problems in 
Managing tli, Ma i Livestock 
Sector Ii l roject 

7-682-85-9 7/12/85 Mauri t an i a Pura I Roads Im
plrove1Cf,1' t 
I.,tf ct IV( I' 

'roject --
Reduced 

Funding 
but 

S)i gn i I i (-III tf'xl Remain 

7-688-86-1 10/9/85 Meiolj. 1i1i(11 I, i*p(ort oil the Mali 
E0Iflfqy 1>VoJeCt --

Accouzi laihJ Iity f or A. I . I). Funds 
7-686-86-2 10/9/85 Me:mol ,iridlm Il,p()i t 

of i urk i 1, I-*,1:.(. 
l ( (;)v(-,rnmen t 
Co ip] a c, with 

1'. L. 4 t 'Ti t 1] 1 1 Aq ieeiwii t.; 

7-625-86-3 10/17/85 :;ulwiol y .' t o, A. .1). 

in I I'I 

7-625-86-5 3/12/86 Au i t ,, A. 1.I). (T(,1!hI ilnle with 
!;8cc i(,n ,I (,I) (I t I '( .1eign 
Assi :t iiw- Ac 

7-698-86-6 3/12/86 ,,:W,:ii i'learoAudI O.j(rl of U.; o 
of Ili,li " Ae(-(, 
A. I. 1I. 1 I i cO 
(?'-ll ljo ] A l i -, 

iiiIt1 ; 

, 
Jfli; 

Willt 
by 

and 
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Report No. Date Title 

7-685-86-02-N 3/19/86 Nonfederal Audit of Senegal's 
Casamance 
Project 

Regional Development 

7-686-86-7 4/18/86 Audit of Rural Water Supply 
Project Burkina Faso 

7-625-86-8 5/14/86 Audit of the Sahel Regional 
Integrated 
Project 

Pest Management 

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

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

86-09 9/30/86 Audit of Catholic Relief 
Services Administration of P.L. 
480, Title II Programs in 
Burkina Faso and Kenya and at 
New York Headquarters 

7-682-87-2 11/7/86 Audit of the P.,. 480 Title II 
Section 206 Program - Mauritania 

7-635-87-3 11/21/86 Audit of iP.1.. 480 Title II 
Programs - The Gambi a 

7-683-87-01-N 11/28/86 Non fedra] Audit of The 1985 
Niger P.L. 480 Title II 
'mergency Drought Re]ief Program 

7-686-87-02-N 12/11/86 Nonfdral Audit of The Burkina 
[aso Foundat i on sued Production 
Pro ject 

7-625-87-4 12/31/86 Audit. of A. 1.D. Participation 
in ah"I] Riv-er Bas in D(eveli opment 

7 -683-87-03-N 1/28/87 Non 1edol I Aud it of 'The Niger 
Rura HeathI mplrln/ov'me nt Project 

7-698-87-5 3/16/87 Stumma y Rlopor I on Audits of 
Region alI ProjecL; 
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Report No. Date Title 

7-677-87-04-N 3/30/87 Audit of Chad Budgetary Support 
to Development Ministries 

7-685-87-11 9/30/87 Audit of A.I.D. 's Assistance to 
Family Planning in Senegal 

7-677-87-08-N 9/30/87 Nonfederal Audit of Chad 
Private Enterprise Development 

7-683-88-02 10/28/87 Audit of USAID/Niger Management 

7-688-88-03 11/12/87 Audit of USAID/Mali Management 

7-677-88-01-N 1/14/88 Audit of Chad Support to De
velopment Ministries, Third 
Tranche 

7-682-88-05 1/20/88 Audit of USAID/Mauritania 
Managemen t

7-686-88-06 1/29/88 Audit of USAID/Burkina Manage
iien t 

7 -686-88-02-N 2/16/88 Audit of Burkina Faso Agricul
tura HHuman Resou rces Develop
ment Project 

7-683-88-10 3/21/88 Audit of Funds Provided for 
Planning, Management and Re
search in Niger 
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General Accounting Office Audit Reports on
 
A.I.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. Dovelomon t Assistance to 
the Sanl -- Prog res.;; and Problems 

ID-81-32 6/23/81 Food Ifr D),ov, I (Ptln V Program 
Cons t 1ra i In )y Un resolved 
Manaln l, n t ld l ) icy Que;tions 

ID-82-29 6/3/82 
 Food Cel iO Irvot. o11 M OUl 1d eceive 
Great er At t nt ion in A. I.I). 
Agricultuial As ; tance Policies 
dl (1 1' , (AJ liiil 

ID-82-36 6/15/82 Experi ence - A Potent iala Tool 
for I VI1(inq U.S. Assi stance 

ID-82-50 9/16/82 CholcliqP, Ne'ded in UI. S. An;i stance 
to let a, l)(orevtat ion in 
Ievo.l(,l)in (3(YuInItri (5 

ID-83-43 4/18/83 Iol itical mid Ecno ."1>7013012 1ctors 

P10 1 k -I, InI:; 

NSIAD-83-36 9/8/83 Afric' S A'm illurll Policies --
A More V m 11 Ef fo rt Will Be 
Nee('t if zAis Ki.o lt , i 

NSIAD-85-19 11/5/84 linilulol .,1nv,,, ,i I t l l, : in 
I'vI-l'] p in t (",,)ilil it ;i4h!] I : lenthe 

NSIAD-85-1 05 8/7/05 !"in,,l"i0 ,, .,101t tii ill- t 
Iml"l (N o.o wn I!:. ,W ti !I,, l(((A,,,,l 
I()I I)#,'V ,. l ) 'm,. It ] I ()IlI 1 111 

NSIAD-85-87 9/6/85 ("ai t' I,. ,, ^,; ii llti 

"47111,1ii1. 'i' ' i V,.,I li. 0(' )'1 i(t( efl . "' 
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Report No. Date Title 

NSIAD-86-36 1/86 A.I.D. 
Improve 
Payment 

Management -- Efforts 
Cash Managemien t and 

Proce,; at A.I.1). 

to 
the 

NSIAD-86-25 3/86 Famine in Af r ica -- Improving 
Emerg:ncy lod I(,] iUlf Program:; 

NSIAD-86-56 4/86 Famine in, 
U. S. H lmne 
PcI ief 

Af rica 
Time 

--
for 

lIroving 
Emrge(Jncy 

NSIAD-86-103 BR 4/86 Foreign Ai d -- Agency for inter
nat i onal I hm-vl] opmen t ' n 197H and 
19H W(qiman for Jamaica , Kenya, 
and vnva I 
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Project/Program Progress Measurement Systems Tested
 

Project

MisionNumber 


USAID/Burkina 686-0221 


686-0228 

686-0243 

686-0251 


625-0911 


USAID/The Gambia 635-0219 


635-0934 

635-0202 

P.L. 480 


USAID/tali 	 688-0210 

688-0232 


* 

688-0240 


r*r 


P,. 400 


USAID/Mauritania 682-0214 

682-0230 

662-0233 

P.L. 480 


USAID/Nigor 	 683-0208 

683:023P 

683-0234 


683-0240 


USAI/Sengal 685-0248 

685-0256 

685-0260 


625-0057 


Project/Program Title
 

Agricultural Human Resources
 
Development
 
Rural Water Supply

Grain Marketing Development
 
Strenqthening Health Planning
 
capacity
 
Sahel Regional Aid
 
Coordination and Planning
 

Agricultural Research and
 
Diversification
 

CR8 Oilseeds Promotion
 
Soil and Water Management
 
Public Law 480 Title IU,
 
Section 206
 

Operation Haute Vallee
 
Farming Systems Research and
 
Extension
 
Economic Policy Reform Program

Cereals Market Restructuring
 

Public Law 480 Title ZIP
 
Section 206
 

Rural Roads Improvement
Rural Health Services 
Human Resources Development 
Public Law 4 0 Title II 

Rural Health improvement

Forestry and Land 	Use Planning
Agricultural Production
 
support


Niame~y Department 	Development
 

Family Health and 	Population

ENZA Rural Management Training
Community and Enterprise 
Development

OHYS Agricultural Research 11
 

Total Projects/Programso including P.L. 4801 
 25
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Report Recommendations
 

Page
 
Recommendation No. 1 5 

We recommend that the Assistant Admini.strator, Bureau

for Africa, require Sahel missions to improve project

progress measurmlLn t 
 syst ems. At: a,minIlmum, mi Ions
 
should:
 

a. esta)l :h qual it.at ive and quantitative interim
benchlmal ks t ( 1b," met toward ach i v ing tproject
pur[os(' i i i ator :;; 

b. gather, ii t , and verify data o": progress*; in 
meet inq fc; w. pro ject purpose benchma r k s and 
indicat (t ,; and 

c. anly; ,. dat,, to det ezinin1 whether project
ob .c vv : 11,. 1 )c IIq met,, and if not, identify

CoU' Zect V ct ions. 

i ec inmm.P., it .,n No . 2 5
 

we r"' (:" Ii, -II t hat t he An iistant Admininitrator, Bu reau
 
fot AfIca, equi ri. 
 Sahel mi Ililona to periodically
ruiuort (ii [ oqi e,5 inf mi(eet inq project purpose

hernchlma.,rka anl |(1 (Ic tidt r;.
 

Wu ImV1.111m I that t he Ainuiintiant Admini trator, |uzr,,nu

for Afr iai,, twou thit Onn'n;l 
 Sahel laaimilnJ vulnerability 
GGIliarbi' I 'vl'v'wn of the p'roject prov(remin 

416
 

W" ,'' mp .me.] I I.n I t ie Asm.n .int t Adm I t IIatM , enu 
Mt ll i vo lq~td qudaa v and o : ih nvvvI!h~~lin ,'/:]l;li~',y i~l ;(nl, r ('ijl#I I I (i t,'tl '11Uyt
th n"Ut" i!pa t 1minna1i' 1ith Aq-nvy 
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Page
 
a. project papers assess 
 host 	 country contracting


agencies' abilities to advertise, award and
negotiate contracts, monitor 
 contract
impl efm.ent t tion, (xAdminn invoice;, and audit 
contract or nr;ortVtcoi1q 	 ant 

b. projtct I, S vvi, th, nt'ed to build finiancial 
and/or 	 1 (Inoq inUt o 	 theram aulit 	 s impl.men aat ionschedo 	Itu1II( S), I , , . i UC] ut,(t ,mI 	 fund i aS 

approi I 	 at &

c. mi 	;;sio,:,; ('(4In uCt anntl 1 t.t t thcioi voucher 
pdyeit n .1tid *|l[p oval p)oceduLres ; and] 

d. project officers submit voucher approval 
check] i st s. 

Recolltm, icon No. 5 

We rccom:rnd that the Assistant Administrator, Bureau
 
for AI c:
 

l ,a. dv. 	 vl, :,y't tcaU to better define and measure 
Saihvl 	 '1 5;ito work loads; 	 and 

b. d(Jve 	I(q, 14)l y aisutjprocedures to work loaduse 

dat a 11 i ; e prgri
ui ,1q:,w s M1.1e] mti J)roqriamII management 
Capal 1 I t y. 

----- ... 	.. . .1". *.. ..
Eu 2 2 

We I e't'wtl!, aI hat h. A;ist ani Adm1nintira sat or, Blureau

fori Af r ica, I,
1usth 	 isnacl,,ai, t. taff lncy ofhe ufI I 
:4111"] In 	5 St Us by: 

d3. 'vqtu5 	Si l it,| 	 .!.'tia. 4t1A ll dI.I t 

to! 11'01101 Ntt"!iI isaaI I 


Io(14 h " p'V"]',Iii,'5 p1411 
whii Includ,. tht 

aiCt iOnaS llin mid ., fu , I in ! ahl5,- evt i ; Pd rowtit 
h~t al I d, vVit lqMS.ja (Td, j,., I ,,:.;t 

h. r'vquoi5 Slat; 5n iO,,5 Iin S. 1 , lt, 1'' S?. la1 N,yN'5, otf()I
nolsti''Ia, i inn' :. 	 olt ;-tu1i,,,l n'Sud,, J tdt/ti 5 ill! 

22 
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c. deVeloping pIans to ensure that 
provided the computer software 
training to organ ize project 
information systems and reporting. 

miss ions ar1 
pr.og rams " nd 

IIIalnagemen t 
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ACTION: RIG-2
: ZN UU U ZH - INFO: 0CM r7 :4 "1" Appendi~x 2G IDYcH 


VZCZCDK0164,

00 RUEHOK 
 21 MAY 88
DE RUEHC #3183/01 l120038 
 CN: 23891
ZNR UUUUU ZZH 
 CHRG: AID
o R 210033Z MAY 88 
 0ST: RIG
 
FM SECSTATE WASHOC
 
TO RUEHOK/AMEMBASSY DAKAR IMMEDIArE 0339
 
INFO RUTABK/AMEMBASSY 5AMAKO 1976
 
RUTANK/AMEMBASSY NOUAKCHOTT 4658
 
RUEHNM/AMEMBASSY NIAMEY 0760
 
RUFHPR/AMEMBASSY PRAIA 6854
 
RUTANO/AMEMBASSY NDJAMENA 7616
 
RUFHOC/AMEMBASSY OUAGADOUGOU 2873
 
RUFHJL/AEMBASSY BANJUL 1801
 
RUEHAB/AMEMBASSY ABIDJAN 4566
 
RUFHFR/AMEMBASSY PARIS 2003
 
BT
 
UNCLAS SECTION 01 OF 03 STATE 163183
 

AIDAC DAKAR FOR RIG/WAJCO0IPETELLO, ABIDJAN FOR REDSO/WCA,
 

E.0. 1?3 6: N/A
 

SUBJECT: 
 AFR COMMENTS ON DRAFT AUDIT OF A10 MANAGEMENT

IN THE SAHEL (7-625-88-XX) 
PARIS FOR LAMBACHER/USOECD
 

REF: STATE 78879
 

I* BACKGROUND: 

-A. AFR HAS REVIEWED SUBJECT DRAFT, WHICH SUMMARIZES

THE RESULTS OF FOUR INDIVIDUAL- MISSION AUDITS (BURKINA

FASO, MALI, MAURITANIA, NIOER~t AS WELL AS AUDIT'WORK

DONE AT OTHER MISSIONS AND WITH THE BUREAU. AS NOTED BY
THE OPAFT, ALL REPORT RECOMMENDATIONS ADDRESSED TO THE

INDIVIDUAL MISSIONS HAVE BEEN RESOLVED AND SEVERAL ':AVE

BEEN CLOSED* THIS CABLE GIVES APR'S COMMENTS ON THE
AUDIT AND IS CIRCULATEDTO CONCERNED MISSIONS FOR THEIR
INFORMATION AND/OR OBSERVATIONS.
 

-go THIS AUDIT RIUPORT ON AID MANAGEMENT IN THE SAHEL
 w 
 WAS UNDERTAKEN BECAUSE OF THE SERIOUS MANAGEMENT WEAK

NESSES NOTED DURING THE 1978-1982 PERIOD WHICK LIMITED
THE IMPACT OF THf SAHFL DEVELOPMENT PROOAM. THESE WERE
 

DEAIE I NUMBER OFHGL RTCLAUIS# A
RESULT SWA UNDERTOOK TO IMPROVE LOCAL CURRENCY CONTROLS,
STRENOIHEN FINANCIAL AND PROGRAM MANAGEMENT CAPABILITIES
OF SA$ELIAN INSTITUTIONS AND IMPROVE AsIoD.'S ADMINIS- A-a LA
 
TRATIVE AND PROGRAM MANAaENENT. THIS PROGRAM RESULTS.~
AUDIT WAS CONDUCTED IN FY 87 TO DETERMINE WHAT PROGRESS.
HAD BEEN MADE IN MANAGEMENT SINCE 1982.
 

ULASSIFIED 
 STATE 163483/01 .A 
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Appndix2
-C. AUDIT FINDINGS. THE AUDIT EVALUATED BUREAU AND pa-",2 i• 

MISSION (1) SYSTEMS TO MEASURE PROJECT PROGRESS, (2)
ACTIONS TO IMPLEMENT SELECTED A.I.O. FINANCIAL MANAGEMENT
 
POLICIES, AND (3) EFFORTS TO 
 BALANCE WORK- LOADS WITH
 
STAFF AND BUDGET RESOURCES-
 THE AUDIT RESULTS SHOWED

THAT A.I.D. HAD MADE GOOD OVERALL PROGRESS IN IMPROVING
 
ITS MANAGEMENT IN THE 
SAHEL. A.I.D. INCREASED ITS USE OFPROJECT EVALUATIONS, IMPROVED SYSTEMS TO TRACK PROJECT
 
IMPLEMENTATION, ESTABLISHED CONTROLS TO VERIFY HOST

COUNTRY ACCOUNTING FOR A.I.D. 
 FUNDS, ASSESSED MANAGEMENT
 
CAPACITIES TO ALLOCATE RESOURCES BETTER, AND ENHANCED
 
STAFF EFFICIENCY THROUGH TRAINING AND USE 
OF COMPUTERS.
 
THE AUDIT TEXT CITES POSITIVE EXAMPLES OF IMPROVEMENTS
MADE. ALTHOUGH MANAGEMENT HAS IMPROVEDt THE AUDIT 
FINDS

THAT FURTHER %CTION IS NEEDED TO BETTER OVERSEE AND.
CONTROL A.I.D. ASSISTANCE TO THE SAHEL. THE AUDIT MAKES

RECOMMENDATIONS TO: 
 (1) BETTER MEASURE PROJECT PROGRESS

AND EXPAND ITS REVIEWS OF INTERNAL CONTROLS, (2) IMPROVE
 
SEVERAL AREAS OF FINANCIAL MANAGEMENT, AND (3) BETTER
 
BALANCE WORK LOAD WITH STAFF AND BUDGET RESOURCES.
 

2. GENERAL REACTION TO SUBJECT AUDIT:
 

THE DRAFT AUDIT 
REPORT IS A FAIR AND BALANCED
 
DOCUMENT, AND THE RECOMMENDATIONS 
FOLLOW LOGICALLY FROM
THE FINDINGS. 
 THE REPORT IS NOTABLE FOR ITS EVEN-HANDED
 
TONE WHICH GIVES CREDIT TO THE BUREAU AND MISSIONS FOR
 
THESIGNIFICANT PROGRESS MADE TO DATE. 
 THE AUDIT IS
THEREBY LIKELY TO ENCOURAGE CONTINUED MANAGEMENT

IMPROVEMENTS IN BOTH AID/W AND THE 
FIELD. IT IS A GOOD

EXAMPLE OF HOW THE AUDIT FUNCTION CAN PLAY A USEFUL ROLE

IN ORGANIZATIONAL STRENGTHENING. 
 THE BUREAU HAS IN FACT
BEEN TAKING ACTION ON ALMOST ALL OF THE ISSUES 
RAISED
 
OVER THE LAST YEAR OR 
SO. AS THE SUBJECTS COVERED ARE
PERTINENT TO IMPROVED MANAGEMENT IN GENERAL, THE BUREAU
WILL ISSUE THE RESULTING GUIDANCE TO ALL MISSIONS.
 

3. 
SPECIFIC COMMENTS ON RECOMMENDATIONS: THE FOLLOWING
PARAGRAPHS wILL REPEAT THE RECOMMENDATIONS, FOLLOWED BY
 
THE BUREAU'S COMMENTS. 

A, RECOMMENDATION NO. I-
 WE RECOMMEND THAT THE
ASSISTANT ADMINISTRATOR, BUREAU FOR AFRICA REQUIRE SAHEL

MISSIONS TO 
IMPROVE PROJECT PROGRESS MEASU..EMENT

SYSTEMS. AT A MINIMUM., MISSIONS SHOULD: 

ESTABLISH QUALITATIVE AND QUANTITATIVE INTERIM
BENCHMAFKS TO BE 
MET TOWARD ACHIEVING PROJECT PURPOSE
 
INDICATORS;
 
BT
 

UNCLASSIFIED 
 STATE 1W383/01, 
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GATHER, REPORT, AND VERIFY DATA ON PROGRESS MEETING A, end±x 

THE PROJECT PURPOSE BENCHMARKS AND INDICATORS; AND Page3 

-
 ANALYZE DATA TO DETERMINE WHETHER PROJECT OBJECTIVES
 
ARE BEING MET, AND IF NOT, 
IDENTIFY CORRECTIVE ACTIONS.
 

COMMENTS ON NO. 
1. THE BUREAU ACCEPTS THE

RECOMMENDATION. 
 AID/W WILL ADVISE FIELD MISSIONS BY
CABLE TO REVIEW THEIR PORTFOLIOS DURING THE NEXT PIR
CYCLE IN 
ORDER TO: (A ) EXAMINE THE NEED TO SHARPEN

PROGRESS INDICATORS AS A PART 
OF MONITORING AND
 
EVALUATION PLANS, (8) MAKE PLANS TO IMPROVE DATA

COLLECTION AND MONITORING ACTIVITIES, AND (C) UTILIZE THE
RESULTS IN INTERNAL REVIEWS, IN SEMI-ANNUAL PROJECT

IMPLEMENTATION REPORT SUBMISSIONS 
(PIRS), AND IN
REPORTING IN ACTION PLANS. 
 MISSIONS WILL ALSO BE ADVISED

TO TAKE APPROPRIATE ACTION NO 
LATER THAN PIR SUBMISSIONS
 
OF 11//89, AND TO REPORT ON THEM 
IN THE ACCOMPANYING
MISSION OVERVIEW STATEMENT AT THAT TIME. 
 CONSULTATIONS
 
WITH DP AND PD WILL 
BE HELD TO ENSURE CONSISTENCY IN
 
GUIDANCES ISSUED.
 

IN RECOGNITION OF THE IMPORTANCE OF PURPOSE LEVEL
REPORTING, AFR/PD HAS ALREADY ISSUED NEW'PIR FORMAT
 
GUIDANCE TO MISSIONS IN REF A WHICH FOCUSES CLEARLY ON
ISSUES RAISED IN THE 
AUDIT. (THE AFRIC% BUREAU'S

EVALUATION WORKING GROUP CHAIRED BY AFR/OP HAS A SUB-
GROUP WORKING ON THIS 
ISSUE.) THE SUGGESTED RESPONSE IS
BELIEVED TO BE 
IN FULL ACCORD WITH THE ACHIEVEMENT
 
MEASURES SUB-GROUP.
 

-B. RECOMMENDATION NO. 2. 
WE RECOMMEND THAT THE
ASSISTANT ADMINISTRATOR, BUREAU FOR AFRICA, REQUIRE SAHEL

MISSIONS TO PERIODICALLY REPORT ON 
PROGRESS IN MEETING
 
PROJECT PURPOSE BENCHMARKS AND INDICATORS.
 

- COMMENT ON NO. 2. THE 
BUREAU ACCEPTS THE RECOMMFNDA-
TION. 
 THE RECENTLY ISSUED AFR/PO GUIDANCE ON PIRS (REF A
NOTED ABOVE) 
RESPONDS ADEQUATELY TO THIS RECOMMENDATION.
 

C. RECOMMENDATION NO. 3. 
WE RECOMMEND THAT THE

ASSISTANT ADMINISTRATOR, BUREAU FOR AFRICA, ENSURE THAT

SAHEL MISSIONS' VULNERABILITY ASSESSMENTS INCLUDE REVIEWS
OF THE PROJECT PROGRESS MEASUREMENT SYSTEMSO
 

- COMMENT ON NO. 3. THE 
BUREAU ACCEPTS' THE RECOMMENDA-
TION. VULNERABILITY ASSESSMENT FORMATS WILL BE 
EXAMINED
AND ALTERED TO RESPOND APPROPRIATELY TO 
THIS AUDIT

RECOMMENDATION. AFR/CONT WILL WORK WITH FM TO MODIFY THE

FORMATS F1R APPLICATION TO AFRICA BUREAU MISSIONS.
 

-D. RECOMMENDATION NOo 
i. W.E RECOMMEND THAT THE
ASSISTANT ADMINISTRATOR, BUREAU FOR AFRICA, PROVIDE
GUIDANCE AND OVERSIGHT NECESSARY TO ENSURE THAT 
SAHEL

MISSIONS COMPLY WITH AGENCYFINANCIAL MANAGEMENT
 
POLICIES, INCLUDING REQUIREMENTS THAT 
 '
 

PROJECT PAPERS 
ASSESS HOST COUNTRY CONTRACTING
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AGENCIES' ABILITIES TO ADVERTISE, AWARD AND NEGOTIATE 
 A endix 2
CONTRACTS, MONITOR CONTRACT IMPLEMENTATION, EXAMINE 
 page 4 0£ 6UINVOICES, AND AUDIT CONTRACTOR RECORDS AND REPORTS:
 
- PROJECT PAPERS ASSESS THE NEED TO BUILD FINANCIAL
AND/OR PROGRAM AUDITS INTO THE IMPLEMENTATION SCHEDULE OF
PROJECTS AND 
INCLUDE FUNDING, AS APPROPRIATE;
 

- MISSIONS CONDUCT ANNUAL TESTS OF THEIR VOUCHER PAYMENT
AND APPROVAL PROCEDURES; AND
 

PROJECT OFFICERS SUBMIT VOUCHER APPROVAL CHECKLISTS.
 
COMMENT ON NO. 
4. THE BUREAU ACCEPTS RECOMMENDATION. 
 -
AFR/CONT WILL COORDINATE WITH PD TO DRAFT A CABLE TO
MISSIONS WHICH WILL REINFORCE EXISTING GUIDANCE 
IN TERMS
OF PROJECT DESIGN AND 
IMPLEMENTATION; 
AND AFR/CONT WILL
COORDINATE WITH FM TO ISSUE CABLE TO 
REEMPHASIZE
NECESSITY OF REGULAR TESTS OF VOUCHER PAYMENT APPROVAL
PROCEDURES. 
 THESE RECOMMENDATIONS CONFORM WITH THE
AGENCY'S PAYMENT VERIFICATION POLICY STATEMENT OF
DECEMBER 1983, AND THE 
NORMAL INTERNAL CONTROL REVIEW


REQUIREMENTS.
 

RECOMMENDATION NO. 
5. WE RECOMMEND THAT THE ASSISTANT
ADMINISTRATOR, BUREAU FOR AFRICA:
 

- A. DEVELOP A SYSTEM TO BETTER DEFINE AND MEASURESAHEL MISSION WORK LOADS; AND
 
BT
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B. DEVELOP POLICY AND PROCEDURES TO USE WORK LOAD Appendix 2 

DATA IN ASSESSING MISSION PROGRAM MANAGEMENT CAPABILITY.
 

COMMENT ON NO. 5. THE BUREAU DOES NOT ACCEPT THIS
RECOMMENDATION. ANY STAFF-WORKLOAD ASSESSMENT METHODOLOGY
 
SHOULD BE DEVELOPED AGENCY WIDE, IF 
IT WERE TO BE DONE AT
ALL. IN THE ABSENCE OF 
AN AGENCY WIDE ASSESSMENT, A
BUREAUWIDE OR SAHEL-WIDE WORK LOAD ASSESSMENT WOULD BE
COUNTERPRODUCTIVE AS 
THERE WOULD NOT BE ADEQUATE STANDARDS

AGAINST WHICH TO MEASURE APPROPRIATE STAFF WORKLOADS.
 

WHILE THE IMPORTANCE OF 
THE SUBJECT TO PROGRAM MANAGEMENT
 
IS FULLY APPRECIATED, THE BUREAU DOUBTS WHETHER ANY
PARTICULAR ASSESSMENT METHODOLOGY COULD REALISTICALLY
 
CAPTURE THE STAFF ALLOCATION OECISIONS AND RAPIDLY CHANG
 
ING PRIORITIES IN THE AGENCY'S WORK IN A SYSTEMATIC WAY.
 
RECOMMENDATION NO. 
6. WE RECOMMEND THAT THE ASSISTANT

ADMINISTRATOR, BUREAU FOR AFRICA, FURTHER INCREASE THE
 
STAFF EFFICIENCY OF SAHEL MISSIONS BY:
 

- A. REQUIRING MISSIONS TO ESTABLISH DEVELOPMENT PLANS
FOP FOREIGN NATIONAL STAFF WHICH INCLUDE THE ACTIONS,

FUNDING, AND TIMETABLES REQUIRED TO MEET 
STAFF DEVELOPMENT
 
OBJECTIVES;
 

B. REQUIRING MISSIONS TO MAINTAIN A SYSTEM FOR INTERNAL
ISSUANCES OF POLICIES, PROCEDURES AND NOTICES TO MISSION
 
PERSONNEL; AND
 

C. DEVELOPING PLANS TO ENSURE THAT MISSIONS ARE
PROVIDED THE COMPUTER SOFTWARE PROGRAMS AND TRAINING TO.
ORGANIZE PROJECT MANAGEMENT INFORMATION SYSTEMS AND
 
REPORTING.
 

COMMENT ON NO. 61 
 MOST OF OUR MISSIONS HAVE PREPARED AND
SUBMITTED TO WASHINGTON PLANS FOR THE DEVELOPMENT OF THEIR
FSN STAFF$ THESE 
PLANS ARE NOT SPECIFIC AS TO FUNDING
LEVELS AND TI'4ING. 
 GIVEN THE SEVERE SHORTAGE OF OPERATING
EXPENSE FUNDS AND UNPREDICTABLE STAFFING GAPS, THE

MISSIONS CANNOT 6E SPECIFIC WITH REGARD TO THE 
TIMETABLE

FOR COMPLETION OF THEIR PLANS. 
 THEY ARE HOWEVER WELL
SEIZED WITH THE 
NEED TO GIVE HIGH PRIORITY TO THIS
 
OBJECTIVE#
 

ON THE SUBJECT OF AUTOMATION, OUR MISSIONS HAVE BEEN
 
EXTREMELY AGGRESSIVE AT PROCURING STATE OF THE 
 ARTEQUIPMENT RELEVANT TO THEIR NEEUS AND I1/IRM HAS KEPT THEMABREAST OF DEVELOPMENTS WITH REGARDTO NEW AND IMPROVED
SOFTWARE PACKATES AND PROVIDED THEM 10 THE FILO ASn
 

REQUESTED. 
 MANY TRAINING PROORAMS ARE AVAILABLE AND THE

MISSIONS HAVE AVAILED THEMSELVES OF THESE TO THE 
EXTENT
THAT TRAVEL FUNDS HAVE PERMITTED# IN JUNE, M/IRM IS
HOSTING A REGION.IIDE TRAINING CaNFERENCE ON AUTOMATION IN.

ABID JAN WHICH WILL BE ATTENDED BY OUR MHSSION STAFF.
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"Y MANAGFMENTSURVFYS (NCT f,- i ,": IA.4r,f i) U.Y ACE "N I SSI )N 
A ESF HErST -) WHI('I AN) FISCAL4 L, K f.T [VAi A11MINISIRATIV[ 

-
P PnC "U I ,"V '-)YT ". (IlkF ' IgSINS. rH[S[ SURVEYS 
HAV E I D[,T Ff T P O 1'rl IH PFEPARATIUN OF MISSION 
OP -,4TiU. 1 f" - iA ) [J1)k.S IN MANY (CASFS, lR THE1 )1F 
NEED T : A!'Hl !4,I I 'r] ti .I r[[[ TS c SJCH HAN"UH.IiOfS WHi:RL 
THEY ALiFtD[LY " c T ,ql WILL CrNTI ,,UE T9 CONDUCT THESE 
PEVI kS tK T 4 ACT 11); , 1" HAVC HA'4DBr]PhS PFE PARED AS THE 
NEEDS PIcIAl. 

THF -F0 ,I ' FGNSr TITS RECnMMLNDATION WE
-, r FEEL THAT, 
WE i"AV[ AL(-.T I 4;LLL UND;fkWAY IN EACH AREA COVERED AND WILL 
COT Nt' TI STkR SS THr IMPOr,TANCE O]F THESE MATTERS. 
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