
NIGER CLOSEOUT MEETING ISSUES
ISSUES

1. Is it feasible to begin new DIG Activities in Niger

The restoration of democracy in Niger is one of our primary
interests and of special concern. to the Administrator. After
extensive negotiations with State and NSC, it was agreed that a
team could go out to explore possibilities for D/G activities.
Assuming that the team goes out in January and recommends support
of specific new activities, is it realistic to assume that such
activities can be designed, implemented, and closed out by December
1998. Are there possibilities for continuation, without U.S.
funding, past closeout; and could steps be undertaken by the
Mission to help ensure their success.

2. How do the current problems in the north affect continuation of
our program in Niger.

Two of the U. S. national interests in Niger set out in the
memorandum approved by the Administrator on March 19, 1997, are the
maintenance of regional peace and stability (support of-the GON
Tuareg Peace Accord), and mitigation of the effects of disease and
drought. At the present time, the banditry in the north has caused
the CARE and AFRICARE programs to be suspended. The programs-"
involving mitigation of disease and drought continue. Would a i

_.~ ---; possible termination of programs in the North affect both funding
~levels and the planned closeout date .

.3. I s the residual program in Niger within the U. S. manageable
interest?

The residual program in Niger is composed of 13 units in the areas
of child survivC!l, democracy/governance and disaster mitigation. It
will be managed by a staff of one USDH and five FSNs, three of whom
are primarily administrative. Can the remaining staff, with the
assistance of_~G,_BHR,REDSO and the Embassy, adequately manage this

--program.

4. Can the Mission manage the programs and administrative actions
until the end, or should the program activities be terminated prior
to December 31, 1998?

~e Mission's small size and relatively large portfolio may make it
difficult for it to both implement activities and close the Mission
by December 1998. Could· any of the program activities be
terminated or transferred prior to that date. "Lessons Learned"
suggest, whenever possible, termination or transfer of all program
actions prior to the onset of administrative actions to close the
Mission. Is this appropriate in the case of Niger, where many of
the necessary administrative actions have already been implemented
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CONCERNS

1. How will the Agency monitor the activities continuing in Niger
beyond the closeout date?

A few activities (BHR projects and the DHRF and Self Help) are
expected to continue in Niger beyond the closeout date. Will the
responsibility for monitoring these activities reside in the
"twinned" Mission (Mali). The assigned responsibility should be
explicitly noted in the closeout documentation and memorandum.
There should be assurance that the responsible management units
have the capacity to provide the monitoring and evaluation support
necessary to assure that the objectives will be achieved.

2. Should the Closeout Plan describe the results
achieve and discuss the accomplishments under
Assistance (NPA) ?

it seeks to
Non Project

The Closeout Plan briefly describes the activities that are to be
continued after June 1997 and the justification for their
continuation. The Mission should discuss in greater detail the
results impact, either in a revised Closeout Plan, the Annex (to be
submi t ted) or as part of the R4 review. The final report on
USAID's programs in Niger should include this discussion.

The Closeout Plan does not include a discussion of what has been
accomplished under NPA (all of which was terminated before June
1997). There should be a discussion, either in the Closeout Plan
or the final report, of the NPA activities, including their
programmatic impacts and a tracking of their generation. USAID
needs an accurate and complete report on the use of these funds.

3. Are the resource requirements in the Closeout Plan consistent
with Bureau availabilities?

The Closeout Plan includes a proposed NOA request for $1.87 million
as follows: DHRF-$200,OOO, Self Help-$100,OOO, D/G-$700,OOO, CARE
North-$750,OOO, Peace Corps Child Survival-$120,OOO. An additional
$630,000 is requested in Africa regional funds for the Quality
Assurance/BASICS CS program. All these funds are available, with
the total considerably smaller than the AFR control figure of $3.5
million. Some of the D/G money was from the Women in Politics
Program which was not implemented.

4. How will the planned. closeout of REDSO affect program
implementation?

The REDSO/WCA is scheduled to close September 30, 1998, with some
transfer of functions prior to that date. Niger is expected to be
"twined" with Mali. It is important that the Mission work closely
with REDSO and USAID/Mali to ensure proper assistance and
monitoring. The Closeout Plan should be revised to reflect the new
division of responsibilities.
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SUBJECT: NIGER CLOSEOUT PLAN

REF: A) STATE 198217 B) NIAMEY 004036

A MEETING WAS HELD ON JAN 5, 1998 TO REVIEW THE NIGER
PROGRAMMATIC AND OPERATIONAL CLOSEOUT PLANS. THE MEETING
WAS CHAIRED BY A-AA/AFR CAROL PEASLEY. ALSO ATTENDING
WERE REPRESENTATIVES FROM M/B/PA (DON HARRISON), M/MPI
(LARRY LAIRD) AFR/SD (MIKE MCGAHUEY, MARY HARVEY, ALICIA

DINERSTEIN), BHR (MARION PRATT), G/DG (MELISSA BROWN, DANA
PETERSON), G/PDSP (LORI DOBBINS) AFR/DP (TIM ANDERSON,
AFR/WA (HARRY LIGHTFOOT, CAROL GRIGSBY, LOUISE WERLIN,
NEIL WOODRUFF, RAVI AULAKH,. DORAL WATTS) AFR/AM (BETTY
RYNER), GC/AFR (MICHELLE GODETTE) AND STATE (NATALIE
BROWN). USAID REPRESENTATIVE LINDA GREGORY REPRESENTED
THE MISSION.

CAROL PEASLEY OPENED THE MEETING AND LOUISE WERLIN GAVE
SOME BACKGROUND ON THE NIGER CLOSEOUT. LINDA GREGORY



DESCRIBED OUR OBJECTIVES IN NIGER AND THE CURRENT
SITUATION (POLITICAL PROBLEMS AND THE UNREST IN THE
NORTH) .

THE FIRST ISSUE WAS THAT OF THE D/G PROGRAM. GREGORY
DISCUSSED THE DELAYS IN THE APPROVAL "FOR THE ASSESSMENT
TEAM. BROWN (D/G) SAID THAT THE TEAM WOULD GO OUT FEB 3.
IN RESPONSE TO A QUESTION BY PEASLEY ABOUT THE TIME FRAME
FOR ANY D/G ACTIVITIES, BROWN SAID THAT THE TEAM'S SOW
DOES NOT INCLUDE POST-CLOSEOUT (DEC 98) ACTIVITIES, BUT
THAT THE ADMINISTRATOR WANTS US TO LOOK AT POSSIBILITIES
FOR ACTIVITIES AFTER THAT DATE. GREGORY SAID THAT IN
MAKING RECOMMENDATIONS FOR A DEMOCRACY/GOVERNANCE PROGRAM
THE TEAM WOULD LOOK AT ACTIVITIES WITHIN THREE TIME
FRAMES: 1) ACTIVITIES ENDING BY 12/98 WITH RESULTS
APPARENT BY THAT TIME, 2) ACTIVITIES ENDING 12/98 WITH
LATER RESULTS, AND 3) ACTIVITIES EXTENDING BEYOND 12/98.
THE FOUR MAJOR AREAS AND·HER VIEW OF POSSIBILITIES FOR
ACTIVITIES ARE AS FOLLOWS: 1) TRADE UNIONS-UNLIKELY; 2)
POLITICAL PARTIES-THE OPPOSITION IS STRONG, BUT HAS BEEN
BOYCOTTING THE POLITICAL PROCESS; 3) NGO GRASSROOTS
ORGANIZATIONS-REAL POTENTIAL. THERE MIGHT BE A
POSSIBILITY OF EXPANDING 116(E) ACTIVITIES; AND 4) MEDIA
THERE MIGHT BE POSSIBILITIES FOR INTER-AGENCY AGREEMENTS
WITH USIA. SHE ALSO SAID THAT IF THE TEAM RECOMMENDED
AGAINST A USAID ACTIVITY, THERE MIGHT BE POSSIBILITIES FOR
ACTIVITIES TO BE IMPLEMENTED BY USIS OR THE EMBASSY.
BROWN SAID THAT IN REGARD TO NGOS THE TEAM WOULD BE
CONCENTRATING PRIMARILY ON HUMAN RIGHTS AND ADVOCACY
GROUPS. MCGAHUEY SAID THE TEAM SHOULD ALSO LOOK AT OTHER
NGOS.
PEASLEY SAID THAT THE 116(E) ACTIVITIES WERE IN THE
CLOSEOUT PLAN. THE OTHER DIG ACTIVITIES WERE. DEPENDENT ON
THE RECOMMENDATIONS OF THE ASSESSMENT TEAM AND THEIR
APPROVAL. WE CAN APPROVE THE CLOSEOUT PLAN EVEN IF THEY
ARE STILL OPEN. BROWN SAID THAT THE PLAN MUST HAVE
LANGUAGE WHICH MAKES THIS CLEAR.

IN THIS CONTEXT, LAIRD BROUGHT UP THE ISSUE OF THE FORMAT
OF THE CLOSEOUT PLAN. HE SUGGESTED THAT IT MORE CLOSELY
MATCH THE ADMINISTRATOR'S 508 DETERMINATIONS. GREGORY
AGREED TO REFORMAT THE PLAN. PEASLEY SUMMARIZED THE
AGREEMENT REACHED: 1) GREGORY WILL REFORMAT THE PLAN TO
MATCH THE ADMINISTRATOR'S DETERMINATION AND 2) THE SECTION
ON DIG WOULD BE REFORMULATED TO AVOID ANY AMBIGUITIES.
GREGORY WOULD ADDRESS MANY OR ALL OF THE CHANGES SUGGESTED
BY BROWN.

ANDERSON RAISED THE QUESTION OF HOW POST-98 D/G ACTIVITIES
WOULD BE HANDLED. ·"G" WOULD HANDLE ANY NEW PROGRAM AND
THE DHRF COMMITTEE WILL HANDLE 116(E) ISSUES. HARRISON
ALSO ASKED ABOUT MANAGEMENT OF THESE ACTIVITIES, POSSIBLY
POST-98. PEASLEY SAID THAT WE ARE ASSUMING THAT WE ARE
LEAVING IN DEC 98.

THE SITUATION IN THE NORTH.
A DETERMINATION BY THE PVOS THAT
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THEY COULD NOT WORK IN THE NORTH WOULD AFFECT OUR PROGRAM.
GREGORY SAID THAT IN THAT EVENT WE WOULD NOT OBLIGATE THE
$750,000 EARMARKED FOR CARE AND MIGHT DEOBLIGATE OTHER
FUNDS. THE DECISION SHOULD BE MADE IN EARLY FEBRUARY.
THIS SHOULD NOT AFFECT ANY OF OUR OTHER ACTIVITIES, WHICH
ARE NOT IN THE NORTH. THE DECISION IS THE PVOS, NOT OURS.

THE DISCUSSIQN THEN TURNED TO THE NUMBER OF ACTIVITIES AND
THE MANAGEMENT BURDEN. AFTER RECEIVING CLARIFICATION THAT
THE CLOSEOUT DATE WAS DEC 31, 1998, LAIRD SUGGESTED THAT,
BASED ON PAST EXPERIENCE, ACTIVITIES SHOULD REALLY END
THE QUARTER BEFORE. HE SAID THAT HE CALCULATED THAT THERE
WERE 32 ACTIVITIES. HE EXPRESSED CONCERN ABOUT HOW THEY
WOULD BE MANAGED. THERE WAS A DISCUSSION OF THE PIPELINE. ~ 1 ~O~ ,
THE MISSION HAS BEEN UNABLE TO GET UP TO DATE PIPELIN -I7~t
FIGURES, PARTICULARLY FOR "G" PROJECTS. TES A
PIPELINE OF $16 MILLION, BUT~CANNOT BE RE. PEASLEY SAID
THIS HAD TO BE CLEARE~AND THAT LOR~ DOBBINS WOULD WORK ,-
WITH THE "G" BUREAU. HE SHOULD BE cctb ON ALL PIPELINE ~
COMMUNICATIONS. IT WA NOTED THAT MANY OF THE ACTIVITIES .
WERE REGIONAL ACTIVITIES AND INVOLVED DIFFERENT LEVELS OF
WORK BY THE MISSION. ATHERTON SAID THAT THE LIST OF
PROJECTS SHOULD NOT INCLUDE SOME OF THE BUY-INS; PEASLEY
ADVISED CAUTION, NOTING THAT SAHEL REGIONAL ACTIVITIES ARE
DIFFERENT FROM AFR/SD PROJECTS. IN RESPONSE TO HARVEY'S
COMMENT ABOUT THE IMPORTANCE OF CONTINUING REGIONAL
ACTIVITIES IN NIGER, PEASLEY SAID THAT SOME OF THE
REGIONAL ACTIVITIES WI~L BE APPROPRIATE AND SOME WILL NOT.
SHE ADVISED THAT THE REGIONAL ACTIVITIES SHOULD BE
DISAGGREGATED AND JUSTIFIED. THE REGIONAL ACTIVITIES
SHOULD BE IDENTIFIED BY FUNDING SOURCE. THE, ISSUE WAS
RAISED ABOUT WHAT WAS NEEDED RE REGIONAL ACTIVITIES IN THE
508 DETERMINATION. GC WILL WORK WITH AFR/WA ON THIS.

c:
CAROL PEASLEY THEN ASKED QUESTIO~ON INDIVIDUAL ACTIVITIES
AS FOLLOWS: 1) PHSS (683-0280). SHE ASKED WHETHER SUPPORT
PROVIDED UND~R THIS PROJECT TO PVO/NGOS WAS REALLY SUPPORT
TO-THE GON, WHICH AS A POLICY MATTER WE ARE NOT DOING. IF
THESE FUNDS HAVE BEEN SUB-OBLIGATED TO CARE OR CHS ~

(BASICS/QA) WE SHOULD SAY SO-.. IF IT IS "FREE PIPELINE, IT
SHOULD BE DEOBLIGATED (AFR NEEDS MORE cs MONEY).
2)DPM (PA)-IT IS UNCLEAR WHETHER DISBURSEMENTS HAVE BEEN
MADE TO THE HKI-LED CONSORTIUM OR TO THE COMMUNITIES. THIS
MUST BE MADE CLEARER. 3) PC BIODIVERSITY-THE TEXT DOES~
NOT MAKE IT CLEAR THAT WE ARE NOT PROVIDING ADDITIONAL
F.UNDS. 4) REGIONAL ACTIVITIES. THIS IS UNCLEAR AND SHOUL.D
BE RESTRUCTURED, POSSIBLY BY SOS. ~

LAIRD THEN BROUGHT UP THE ISSUE OF TRUST AND COUNTERPART
FUNDS. GREGORY SAID SHE DID NOT THINK THE AMOUNTS WERE
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THAT LARGE, BUT SHE WAS TRYING TO FIGURE IT OUT. THE
DISTINCTION WAS MADE BETWEEN COUNTERPART AND TRUST FUNDS.
THE GON OWES THE COUNTERPART FUNDS, AND IT WAS FORTUNATE
THAT WE WERE ABLE TO NEGOTIATE AGREEMENTS FOR THEIR USE.
IN THE CASE OF TRUST FUNDS, INDIVIDUAL AGREEMENTS CONTROL.
IT WAS RECOMMENDED THAT GC LOOK AT OUR RESPONSIBILITIES RE
TRUST FUNDS.

THE DISCUSSION THEN CENTERED ON RESTRUCTURING OF THE
CLOSEOUT PLAN. IN THIS REGARD, IT WAS NOTED THAT IT WAS
DIFFICULT TO DISCUSS THE TWO ISSUES RELATING TO MISSION
MANAGEMENT SINCE IT WAS NOT CLEAR WHAT WE WERE DOING.
PEASLEY SAID THAT THE AGENCY WOULD HAVE TO REVIEW THE
CLOSEOUT PLAN AGAIN, AND THAT IT HAD TO BE MADE "CRYSTAL
CLEAR". IT WAS RECOMMENDED THAT THE SMALLEST NUMBER OF
MANAGEMENT UNITS SHOULD BE SHOWN, WITH NO DOUBLE COUNTING
(IE UMBRELLA PROJECTS LIKE PHSS), AND THAT THE PIPELINE
SHOULD BE UPDATED, AS IT IS PROBABLY NOT AS LARGE AS IT
LOOKS. GREGORY SAID SHE WOULD SEND IN A DRAFT OF THE
REVISED CLOSEOUT PLAN IN A FEW WEEKS, ALTHOUGH THERE WOULD
BE SOME BLANKS. P~ASLEY SAID THAT SHE WANTED THE FINAL
PLAN APPROVED BY MARCH 1, WE ARE WILLING TO PROVIDE SOME
TDY ASSISTANCE (LIGHTFOOT SUGGESTED LEROY JACKSON OR FRANK
HOLMES). AULAKH SUGGESTED THAT THERE SHOULD BE A
COORDINATOR IN WASHINGTON.

MANAGEMENT ISSUES WERE THEN DISCUSSED. PEASLEY SAID THAT
USAIDlMALI WOULD BE TAKING OVER REDSO'S ROLE, AND THAT IT
WAS NECESSARY TO GET THAT MISSION INVOLVED. GREGORY
SUGGESTED WORKING WITH MALlON THE CONTINUING ISSUES,
REDSO ON THE CLOSED ONES.

SEVERAL OTHER ISSUES WERE RAISED. IN REGARD TO
CONTINUATION OF DIG ACTIVITIES, DINERSTEIN (SD) SAID THERE
WOULD BE A PROBLEM OF JOINT PROGRAMMING WITH USIA. WATTS
ASKED ABOUT THE USAID OFFICE, WHICH IS IN THE EMBASSY
COMPOUND. BROWN (STATE) SAID THIS IS BEING DISCUSSED WITH
FBO. MCGAHUEY ASKED ABOUT FOLLOWING UP, FOR THE BENEFIT
OF THE WHOLE REGIONS, ON THE RESULTS WHICH CONTINUE TO BE
ACHIEVED. PEASLEY SAID THIS WOULD BE DIFFICULT TO DO, AND
GREGORY PROPOSED IT BE HANDLED IN THE R4 CONTEXT. LAIRD
ASKED WHETHER THERE WERE UNCOLLECTED OE FUNDS (IE TRAVEL
ADVANCES). GREGORY SAID THAT THERE WAS A PROBLEM OF
ADVANCES TO FORMER EMPLOYEES THAT WOULD NOT BE PAID BACK.
PEASLEY SAID THIS MUST BE ADDRESSED, ALTHOUGH IT MAY BE A
REDSO ISSUE.

THE FINAL ISSUE WAS THAT OF THE FY 1998 508 MEMO (NEEDED
FOR OBLIGATION OF FY 98 FUNDS). IT WAS DECIDED THAT 2
MEMOS BE DONE, ONE AS SOON AS POSSIBLE WITH THE ALREADY
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DECIDED ISSUES (IE 116{E), SELF HELP, PC CHILD SURVIVAL
AND POSSIBLY CARE/NORTH) AND A LATER ONE DEALING WITH THE
DEMOCRACY PROGRAM.

PEASLEY CLOSED THE MEETING BY SAYING THAT WE WANT TO USE
THE CLOSEOUT PERIOD TO CLOSE OUT PROPERLY, ACHIEVE AS MUCH
AS POSSIBLE" AND MAKE DECISIONS ON D/G. WE NEED TO
CLARIFY THE ISSUES OF REGIONAL PROJECTS AND THE TRUST
FUNDS WITH GC. ALL OF US HAVE TO PROVIDE GREGORY WITH THE
INFORMATION AND ASSISTANCE SHE NEEDS SO THE PLAN CAN BE
APPROVED BY MARCH 1.

CLEARANCES CONTINUED:
AID/BHR:MMAHDESIAN
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