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ACRONYMS 

FAO Food and Agnculture OrgaruzatIon 

GOS Government of Senegal 

MOA MlnIstry of Agnculture 

MOF MlnIstry of Fmance 

NGO Nongovernmental OrganIZatIon 

PAD PolIcy AnalYSIS DIVISIon of the Umte de Pohuque Agncole 

PPD Projects and Programmmg DIVISIOn of the Umte de Pohttque Agncole 

UPA Umte de Pohuque Agncole, the Agncultural PolIcy Umt of the MOA 

UPE Umte de PolIuque EconOlIDque, the EconOlIDc PolIcy Umt of the MOF 
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EXECUTIVE SUMMARY 

Thts report assesses the Urnte de PohtIque Agncole's (UPA) effectIveness In carryIng 
out Its responslblhtles With respect to the formulatIon and unplementatIOn of agrIcultural 
pollcy, and recommends certaIn InstItutIOnal changes to help unprove Its performance 

The mam fmdmg IS that, WIth the exceptIOn of Its polIcy analYSIS functIOns, the 
responslbillties of the UPA were well defmed when It was fITst created m 1990 However, the 
overall mISSIOn statement lacks clanty, and there IS a general lack of orgamzatlOn that IS 
preventmg the urnt from effectIvely carrymg out Its responsibillties The urnt IS diVIded mto 
three sectIons, but the mdividual sectIons have no clearly stated objectIves nor annual 
workplans 

The speCific fmdmgs and recommendatIOns of the report are as follows 

1 The mISSIOn statement should be reVIsed to emphaSIZe that the UP A IS responsIble for 
overseemg both pollcy formulatIon and pollcy ImplementatIOn, startmg WIth the 
analYSIS on whIch agncultural pollcy formulatIon IS based and contmumg through 
pollcy Impact morntormg, the morntormg of ongomg projects, and the deSIgn of new 
projects 

2 The UP A should shIft from respondmg to the needs of the mImster and donors m an ad 
hoc manner, to focussmg Its actIVItIes on the achIevement of the government's overall 
agncultural polIcy ObjectIves At the present tlme these stated objectIves are 1) an 
mcreased growth rate m agrIcultural productIon, 2) mcreased food securIty, 3) 
mcreased rural mcomes, and 4) Improved natural resource management All of the 
UPA's actIVItIes should be related to overseemg the government's progress m the 
achIevement of these ObjectIves 
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AchIevmg the above ObjectIves depends, first and foremeost, on the government's 
econOmIC pollcy framework as It affects the agnculture sector and, second, on the 
development Impact of the MImstry of AgrIculture's programs and projects The report 
recommends that the UP A be restructured mime WIth these two aspects of polIcy 
ImplementatIon Thts Imphes reorgarnzmg the UP A mto two new sectIOns the Pollcy 
AnalYSIS SectIon (PAS) and the Projects and ProgrammIng SectIon (PPS) 

The overall mISSion of the PolIcy AnalYSIS Section would be to prOVide the Mlwstry of 
Agnculture With an m-depth comprehension of how the agncultural sector functIOns m 
a market-based enVIronment and how It IS affected by the government's overall 
econOmIC polIcy framework as spelled out m the Structural Adjustment Program and 

III 



the Agnculture Sector Adjustment Program To carry out tlus IDlsSIon, the sectIon 
would requIre a small number (three or four) of hIghly tramed and e~penenced 
econoIDlsts These econoIDlsts would analyze the Impact of the government's 
agncultural polICIes on the performance of the agncultural sector and, more 
specIfically, on the achIevement of the four strategIc objectIves stated above 

5 The overall IDlSSIon of the Projects and Programnnng Section would be to assure that 
the Mtnlstry' s programs and projects contribute effectIvely to the overall strategIc 
obJecttves It should be the respoDSlblhty of thIs sectlOn to set quantIfied strategIc 
targets to WhIch the IDlDlStry'S portfolIo of projects and actIVItIes contrIbute, then to 
morutor the IdentIficatIOn, deSIgn and tmplementatIon of these projects to assure that 
each project contrIbutes measurably to the strategIc targets 

The report makes speCific organIZatIOnal and procedural recommendatIOns for carrymg 
out these responsIbIlItIes The most Important recommendatIOn IS that the Mimstry of 
Agnculture projects be dIVIded accordmg to Implementtng organIZatIon, and that the 
projects of each Implementmg orgaruzatIOn be aSSIgned to a PPS staff member That 
staff member would be responsible for morutonng the performance and development 
Impact of each ongomg proJect, overseemg the deSign of any upcommg proJects, and 
programmmg the government's budgetary contrIbutIons to each ongomg or new 
project 

6 Fmally, the report recommends that the above changes be undertaken In very close 
coordmatIOn WIth all of the techrucal drrectorates and autonomous agenCIes of the 
Mtnlstry of Agnculture, as well as WIth key sectIOns of the Mtnlstry of Fmance The 
UP A, WIth Its small staff, should be perceIved as the focal pomt for poltcy fonnulatIon 
and ImplementatIOn In the Mtnlstry It can carry out Its IDlsSIon only If the 
Implementmg bodIes of the IDtnlstry and polIcy and programmmg sectIOns of the 
Mtnlstry of FInance understand Its functIons and agree to establIsh effectIve workIng 
relatIonshIps 

The final sectIon of the report presents an actIon plan for carrymg out the proposed 
changes along WIth assIgned responsIbIltties 
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INTRODUCTION 

I The Urnt!! de Polltlque Agncole (UP A) m the MlDlStry of Agnculture (MOA) was 
establlshed m 1990 by nnmstenal decree for the purpose of overseemg the tmplementatlOn of 
pollcy reforms affecnng the agnculture sector Pnor to 1990, pollcy analySIS m the MOA was 
performed by a team of four persons reportIng dtrectly to the MlDlSter, but as the pollcy reform 
process expanded and became a cntlcal element of foreIgn atd programs, donors urged the MOA 
to create a stronger urnt able to conduct mdependent pollcy analySIS, track pollcy Implementatlon, 
and prOVIde a central pomt of contact for pollcy negotlatlons ThIS led to the establIShment of the 
UPA 

Accordmg to the decree creatmg the UP A, Its mISSion IS to "assIst the MlDlster m the 
Implementatlon of agncultural polIcy, mcludmg 1) the formulatIOn and evaluatlon of rural 
development pohcy, 2) the deSign of agnculture proJects, and 3) the morntonng of project 
tmplementatlOn To carry out thts InlSSlOn, the decree called for the estabhshment of three 
techmcal sectIOns WIthIn UP A WIth responslblhtles as follows 

• Strategy and Planmng SectIon analYSIS and formulatIon of rural development 
pollcy, and planmng and defimtlOn of pohcy tmplementatlon strategies, 

• PrOject Preparatlon SectIon the IdentJ.ficatlon, deSIgn and appratsal of MOA 
proJects, and 

• Programmmg and Momtonng SectIon momtonng MOA project Implementatlon 
and other MOA development actiVities, and programmmg MOA funds for 
development projects 

These three sectlons currently have a combmed staff of 14 techmcal personnel, mostly 
agronoInlsts Each sectIOn IS headed by a sectIOn chIef who reports to the UP A DIrector The 
UP A also mcludes a Fmance and AdImmstratlon SectIon, a DocumentatIOn Center, and a DIrector 
of Human Resources 

The purpose of thIS consultancy IS to assess the appropnateness of the UP A structure and 
staffmg for carrymg out Its InlSSIOn, and recommend lflStItutlOnal changes to mcrease Its 
effectIveness m the formulatIon and ImplementatIon of agncultural polIcy In preparmg this 
repJrt, the con.:,ultant revIewed documents prepared by UP A, dIscussed the tasks performed by 
the UP A m depth WIth all of the avaIlable UP A staff, and mterviewed UP A "clIents", mcludmg 
seruor managers m the MOA, the MOF, and publIc sector corporatIOns m the agrIculture sector 
At the completion of the field work, prebminary fmdmgs were presented and discussed WIth the 
UP A Drrector and staff theIr comments and suggestions have been mcorporated m thts report 
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THE EXISTING SITUATION 

The UP A was created m 1990 but did not become fully operational untJI 1991 By then, 
the UP A had recruited Its three section chIefs and much of Its staff Each section was assIgned 
responsibilIties as proVIded for m the mIDlstenal decree In 1992, a consultmg firm hIred by the 
UP A prepared a hIghly detaIled procedures manual for carrymg out all of these functlons 

In practIce, the UP A has evolved from a urnt responsIble for pobcy formulatIon and 
Implementation to one responsIble for carrymg out ad hoc tasks Important to the Mffilster and 
major donors UntIl recently, the UPA was headed by an mfluennal dIrector WIth close personal 
ties to the MIDlster and many of the major donors Although each section was generally expected 
to carry out Its defmed polIcy-related responsIbIlItIes, a hIgher pnonty was to assure adequate 
staff support for the dIrector m hIs roles as sernor polIcy adVisor to the Mffilster and mam pomt 
of contact WIth donors Instead of carrymg out Its polIcy formulation and Implementation 
responsIbIlIties accordIng to set workplans, the staff has been mostly performmg short-term tasks 
assigned by the dIrector 

Thts has had the effect of redefmmg the UP A The urnt now COnsiSts of a dIrector who 
IS the sernor pollcy advIsor to the MlIDster, supported by a competent, motivated and well 
equipped technical staff TheIr workload depends to a large extent on the pnontles of the 
MIDlSter and the major donors At any gIVen time, mdlvldual UPA staff may be asked to take the 
lead or partIcipate m the preparation of polIcy or strategy papers, project Identification or desIgn 
mISSIOns, polIcy Impact studies, the preparation of reports for donor meetmgs, or the preparation 
ofbnefing papers on key mter-mIDlstenal Issues affectmg the MOA Work assignments bear lIttle 
relation to the responsIbilIties of the separate sections or the pOSitIOn deSCrIptIon of mdlvldual 
staff The dIrector often asSigns the work to mdlvlduals, WithOUt gomg through the sectIOn cruefs, 
accordmg to who has most recently worked on related Issues 

At present, over fifty percent of UP A staff time IS spent on these ad hoc tasks ThIs IS the 
mam reason that the UP A has done very lIttle of the polIcy formulation and ImplementatIon work 
called for m the mIrusterlal decree Another reason, however, IS that the UP A IS not orgaruzed 
to carry out these functions The three sectIOns do not have clearly defmed responsibilIties, 
obJectives, procedures, and workplans When they are not performmg ad hoc tasks, the sections 
carry out theIr ongomg responsibIlIties m a non-systematic way With no clear sense of dIrection 
PolIcy papers are prepared on demand, UP A staff participation m project design follows no set 
pattern, and there IS httle systematic trackmg of project Implementation or programmtng of 
mIruStry resources for development projects At the mtnlstry level, there are no effective 
Imkages between the UP A and the dIrectorates to assure that the mfonnatlon needed by the UP A 
IS receIved and the products generated by the UP A are dlssemmated m a form that IS useful to the 
dIrectorates 
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For the UP A to carry out Its polIcy-related respoDSlblhtIes as ongmally mtended, three 
basiC changes are needed Frrst, ad hoc tasks currently bemg performed by UP A staff should be 
reassigned to other umts Wlthm the Ill1IlJ.stry Second, the UP A I S specIfic respoDSlblhtIes should 
be more clearly defined, and each sectIOn should be reorgamzed to carry them out ThIrd, 
effectIve work Imkages should be establIshed between the UP A and the drrectorates 

PROPOSED INSTITUTIONAL CHANGES TO 
INCREASE UPA EFFECTIVENESS 

The followmg lDStttuttOnal changes are needed to mcrease the UP A I S effectIveness m the 
formulatton and tmplementatIon of GOS agncultural pollcy 

ReVISe the MIsSion Statement 

The Ill1IlJ.stenal decree creatlng the UP A mcludes the followmg IIl1SSIOn statement "assIst 
the Mtnlster of Agnculture m the tmplementatIOn of agncultural pollcy by 1) formulatmg rural 
development pollcy, 2) desIgnmg development proJects, and 3) momtonng project 
tmplementatton" ThIs statement has the shortcommg of asslgnmg three areas of respoDSIblllty 
WIthOut showmg why they are necessary to the achIevement of the overall mISSIOn 

A more useful and accurate IIl1SS10n statement would be 

"to asSiSt the Mtnlster of Agnculture mJormulatzng and lmplementzng agncultural 
pollcy The formulatton of agncultural pollcy mcludes pollcy analYSIS, evaluattng 
the Impact of pollcy reforms, and preparmg pollcy papers Pohcy ImplementatIOn 
will mclude the preparatton of MOA strategy and planmng documents, the deSign 
of development proJects, the momtonng of project tmplementatton, and the 
programmtng of Ill1IlJ.stry resources for agncultural development projects " 

ThiS mISSion statement differentIates between pollcy formulatIon and pohcy 
tmplementatton, and emphasIZes the UP A I S respoDSlbillty for overseemg all aspects of agncultural 
pollcy begmrung WIth the analysIS of polIcy Issues, to the preparatton of polIcy, strategy and plan 
documents, to the deSign of proJects that follow from those strategIes and plans, and endmg WIth 
assunng the effecnveness of the projects bemg unplemented On the baSIS of thiS mISSIOn 
statement, UP A responslblhnes can be detailed, and the UP A can be orgamzed to carry them out 

Reorgamze UP A m a Manner Consistent With Its Overall MIsSIOn 

There IS no deftnltlve way to organtze the long contlnuum of actIVIties that range from the 
tnltial analYSIS of polIcy ISsues to the ex post evaluatton of development projects One logical and 
easIly tmplementable approach would be to differentIate between the acttvltles that relate 
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exclusIvely to pollcy fonnulatlon and those that relate exclusIvely to polIcy lDlplementatlon TIns 
would dIvIde the UP A mto two separate dIvISIOns The Pohcy AnalYSIS DIVISIOn would be 
responsIble for all of the actiVIties contnbutmg to the formulation of polIcy The Projects and 
Programmmg DIVIsIon would be responsIble for the deSIgn and Implementation of MDA 
development activIties that follow from the estabbshed polIcy Each dIVISIon would be headed 
by a dIVISIon chIef who would be responsIble for assurmg that the dIVISIon had a clear workplan 
and achIeved Its stated ObjectIves Many acttvltles such as the preparatIon of strategy and plan 
documents would be the Jomt responsIbIlIty of both dIVISIOns and would be prepared by ad hoc 
task forces made up of staff from both UP A dIVISIOns as well as staff from concerned dIreCtorates 
and pubbc corporatIons 

SpeCIfy the ResponslblbtIes of Each DIVISIOn 

The Pohcy AnalysIS DIVISIon (pAD) 

The overall responsIbilIty of tlus dIVISIOn would be to analyze agncultural polIcy Issues, 
assess the Impact of the overall poltcy framework on agncultural sector performance, make polIcy 
recommendatIOns, and prepare polIcy papers The speCific responsibIlIties would be as follows 

• Carry out studIes related to agncultural development pobcy The speCific polIcy 
Issues to be studIed at any gIven time would be based on econOmIC and other 
factors affectmg the agnculture sector. and poltcy delIberations occurrmg wltlun 
the GOS or between the GOS and foreign donors An example would be the nce 
protection ISsue currently facmg the GDS Some studies would be carned out by 
diVISIon staff, but most would be carned out by other pnvate or pubhc sector 
orgamzatIOns under the supervision of dIVISIon staff 

• Carry out studIes on the Impact of polIcy reforms on the performance of the 
agnculture sector These studIes would be undertaken at the speCIfic request of 
poltcy makers and would be related to polICIes currently under reVIew An example 
would be the senes of three nce poltcy Impact studIes to be undertaken by the 
UP A WIth USAID fundmg As m the case of poltcy studIes, most of these Impact 
studIes would be carned out by other orgaruzatIOns under the supervISIOn of 
dIVISIOn staff 

• PartiCipate m the preparatIon of poltcy, strategy and plan documents as needed by 
polIcy makers These tasks would be carned out m close collaboratIOn With the 
PrOjects and Programmmg DIVISion and the MOA drrectorates concerned These 
documents may be based on poltcy studIes carned out by or under the superviSIon 
of the Pohcy AnalYSIS DIVISIOn, but wIll also reflect techmcal, SOCial and polItical 
consIderatIOns and pnontIes 
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• Mamtam a data base necessary for polIcy analYSIS ThIs task mvolves collectmg 
data on agncultural producnon, markets, mcome, and external factors affectmg 
productIOn and marketmg decIsIOns 

• Pubhsh a quarterly Agncultural SnuatJ.on Report ThIs report should contam facts 
and analYSIS mformmg pubhc sector pohcy makers and the pnvate sector about 
developments affectmg Senegalese agnculture, enablmg them to forecast the 
performance of specific sub-sectors and make appropnate strategic, pohcy and 
mvestment deCISIOns 

WIth respect to the PolIcy AnalYSIS DIVISIon It IS Important to defme what IS meant by 
polIcy analYSIS and polIcy formulatIon In a hberallZed econOmIC envrronment, the role of 
government polIcy IS to prOVide econOmIC mcentives to achIeve polIcy goals Government 
polICIes such as taxes, tariffs, non-tarIff Import barners, pnce supports, and SubSIdies have an 
Impact on agncultural performance by affectmg relative fmanclal returns to agnculture The 
government's agricultural polIcy framework achIeves Its objecnves mamly by affectmg the 
allocanon of the country's producnve resources to the agnculture sector and speCific sub-sectors 
In thts context, the role of polIcy analysIS IS to assure that proposed polICies w1l1 m fact achIeve 
therr desrred objecnves and to measure the econOmIC costs and benefits of achIevmg those 
objectives 

The Projects and Programmmg DIVISIOn (PPD) 

The overall responsibilIty of this diVISion would be to assure that the MOA' s development 
acnvitles effectlvely unplement the Government's agncultural polIcy The specIfic responsibilitles 
would be as follows 

• 

• 

Take the lead m the preparatIOn of MOA agncultural development strategies and 
plans These strategies and plans would mclude the settmg of development goals 
for the agnculture sector as well as for mdividual sub-sectors In preparmg these 
documents, PPD would work closely With PAD and the drrectorates and parastatals 
concerned An example would be the preparatIOn of a reVIsed GOS food secunty 
strategy whIch IS about to be undertaken by the UPA With World Bank and FAO 
support 

Assure the proper Identlficanon and deSign of MOA development projects The 
prunary responsIbIlity for project Identlficatton and deSIgn should resId.:: w'th the 
drrectorates responsIble for nnplementatlon PPD I S role m project zdentificatlon 
should be to assure that the selectlon of projects IS consistent With GOS agncultural 
polIcy and WIth development obJecttves and pnontles as speCIfied m strategic and 
plan documents Its role m project deSign would be assure techrucal and fmancial 
feaSIbIlIty In most cases, projects wIll be deSIgned by external donors WIth the 
partICipatIOn of the drrectorates concerned The UP A I S role should be llffilted 
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pnmarIly to assurmg that MOA project design procedures and standards are 
followed DIrect partIclpatton on deSign teams should be very selecttve and bnnted 
to projects of natIonal slgruficance 

• Morutor the unplementatton of MOA projects Morutormg project unplementatlOn 
should focus on the achIevement of project phYSical targets PPD' s role should be 
to prepare quarterly progress reports on MOA's developmeJ.1t program based on 
project reports receIved from the 1IIlplementmg dtrectorates The UP A developed 
a reportIng system (tableaux de bord) that IS not currently bemg uul1zed due a lack 
of cooperation from the dIrectorates Thts system should be remstated m 
consultatIOn WIth the dIrectorates, the MOF and external donors Project 
management umts should be able to report to donors, the MOF and the UP A usmg 
the same basiC format The eXistIng tableaux de bord system IS both sunple and 
effecttve The dIrectorates prepare an annual budget, set annual and quarterly 
targets, and prepare quarterly progress reports related to those targets The 
mformatlon requested m these reports are no more than project managers 
themselves need to effectively manage theIr projects 

• Program the GOS counterpart contnbutton to MOA development projects The 
drrectorates should subnut therr fmanclal requests for the next budget year to the 
UP A In tune for them to be reVIewed by the UP A and the Mtnlster pnor to 
submiSSion to the MOF The UPA-charred review should focus on 1) GOS 
fundmg comnutments as prOVided for m project agreements, 2) the unportance of 
the projects m achIevmg MOA strategic obJectIves, and 3) project performance as 
reported m the quarterly morutormg reports 

• Participate m the ex post evaluation of MOA projects All MOA development 
proJects, whether or not they are fmanced by external donors, should mclude funds 
for ex post evaluatIons These evaluatIOns would be the responsibIlity of the Ime 
agencies and would usually be performed out by outside contractors The PPD' s 
role would be to coordInate the review of these evaluatIOns and channel the 
fmdmgs mto the MOA' s planmng and programnung process 

• MaIntaIn data banks of MOA projects In the deSign and unplementatlon stages 
The data bank: on projects bemg deSigned should mclude mformatIon on goals and 
obJectives, unplementmg agencies, locatIOn, budgets, sources of fundmg and 
present status of the deSign The data base on projects beUJg U lplemented should 
mclude basiC mformatIon on the project (obJectIves, actiVItIeS, startmg and endmg 
dates, and the budget presented by category of expenditure and by source of 
fundmg) and up-to-date progress mdlcators prOVided m the tableaux de bord Both 
data bases should be updated at least quarterly 
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IMPLEMENTING THE PROPOSED INSTITUTIONAL CHANGES 

Implementmg the proposed changes will requIre restructunng the UP A and strengthemng 
the lmkages between the UPA, other MOA departments, and the MOF 

Restructurmg UPA 

Derme the Tasks to Be Performed m the PAD and Orgaruze the DIVISion Accordingly 

UP A has never had a clear defimtlon of Its pohcy analysIs responsIbIlItIes One useful 
way of presenting these IS to refer to the Pohcy AnalYSIS MatrIX that was the subject of a UP A 
workshop m February 1996 The baSIC study areas m agncultural pollcy analYSIS mclude 
agncultural productIOn technologIes, domestic markets, mternatlonal terms of trade, the macro­
econOmIC polIcy framework (taxes, tarIffs, exchange rate pohcles, monetary polIcIes, and the 
mternatlOnal trade polIcIes of Senegal and Its major tradmg partners), and the agncultural pollcy 
framework (producer pnce supports, consumer pnce ceIlmgs, Input subsuiles, non-tarIffbamers) 
These factors make up the basIC elements of the Pohcy AnalysIS MatrIX The matrIX can be used 
to present the agncultural polIcy framework and Its Imphcatlons and to analyze the Impact of 
polIcy changes or external shocks (e g , changes m technology or terms of trade) The specIfic 
tasks to be performed by PAD staff m any gIVen year would be determmed by external factors 
affectmg Senegalese agnculture and polIcy Issues bemg consIdered by the GOS and major external 
donors 

The work to be performed by the PAD requIres that It be staffed by well tramed 
econOmIsts The staff should COnsISt of at least a macro-econonust, an agro-economIst, and an 
mternatlonal econOmIst specIalIzed m agncultural trade Issues A fourth econOmIst could be a 
Juruor agro-economIst or a soclO-econOmIst The head of the dIVISIon (one of the four) should 
have a Ph D and prevIOus polIcy analYSIS experIence Good pohcy analYSIS can make an 
Important contnbutlon to Improved agrIcultural performance, but medIocre analYSIS WIll be 
rIghtfully Ignored by deCISIOn makers The far reachmg econOmIC and SOCial Impact of polIcy 
deCISIOns requIre that they be based only on the best polIcy adVIce avaIlable 

The next steps m establIshIng an effective PAD WithIn the UP A are 

• 
• 
• 

ReCruIt a seruor econonust to head the diVISIon, and other econonusts as necessary, 

Transfer the non-econonusts to the Projects and Programmmg DIVISion, and 

Tram PAD staff m Pohcy AnalYSIS MatrIX methodology (If the MOA deCides that 
thIs IS a useful and cost-effectIve polIcy analYSIS tool) 
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Define the Tasks to Be Performed by the PPD and Establish Work Procedures for 
Carrymg Them Out 

The responslbll1tIeS of tins divIsIOn start With the preparatIon of development strategy and 
plan documents and contlnue through the ex post evaluation of completed projects GIven the 
many agncultural sub-sectors m Senegal and the large number of MOA projects m the deSign and 
unplementatIon stages, the PPD will need to be dIvlded mto sectIons One approach would be to 
keep the eXlstmg two pollcy IIDplementatlon sectIons the Project IdentIficatIon and DesIgn SectIon 
and the Project Momtonng and Programmmg SectIon Another would be orgamze sectIons by 
agncultural sub-sector (e g , foodcrops, mdustnal crops, lIvestock) Under the latter approach, 
staff would be assIgned speCIfic sub-sectors and would be responsible for followmg these sub­
sectors from strategy formulatIon to the final evaluatIon of completed projects Under eIther 
approach, the tasks to be performed by dIVISIOn staff would be the same 

The diVISIon has three speCIfic responsIbIlItIeS assure proper prOject deSIgn, morutor 
project unplementatlOn, and program MOA contnbutlons to development projects Clear 
procedures must be developed for each of these responsIbIl1tIeS 

PrOject DeSIgn. WIth rare excepnons, PPD should not parttcipate drrectly m project 
deSigns It's task should be to establtsh deSign procedures and standards and oversee the 
IDmlstry's project deSIgns for complIance WIth those standards Most external donors follow well 
establIshed deSIgn methodologies for development projects that could easIly be adopted by the 
MOA These methodologies would assure that project objectives are consIstent WIth overall 
agncultural pollcy and MOA strategIC ObjectIves and the deSIgns are techmcally and fmanclally 
sound The unplementmg dIrectorate should take the lead m project deSIgns PPD staff should 
partiCIpate 10 lflltlal deSIgn plannmg meetIngs and 10 the reVIews that take place at varIOUS stages 
of the process The dIvISIon's role should be to assure that the projects bemg deSIgned do not 
reflect donor or lme agency prIorItIes that are mconsIstent WIth those of the mlOIstry It IS 
essentIal that PPD have an up-to-date computerIZed data base on the status of all MOA projects 
10 the actIve deSIgn stage Project Ideas that are bemg kept on the shelf for pOSSIble future 
fund10g and are not 10 the acnve deSIgn stage should not be part of thIs separate data base The 
next step IS for PPD to def10e 10 detaIl what these project deSIgn responsIbilIties entad and what 
they Imply for staffmg requIrements PPD staff WIll then need to be tramed 10 project deSign 
methodology and 10 how to mtervene approprIately and effectIvely 10 project deSIgns WithOUt 
bemg drrect parttclpants 

PrOject Momtormg The top prIOrIty ~Itt respect to project morutormg should be to 
reInstate the tableaux de bord ThIs should be done 10 close coordmatlon WIth the Implement10g 
drrectorates and project management umts The fIrst step should be a meet10g to reVIew what 
mformatIOn the project managers and dIrectorates themselves requIre for the effecnve management 
of therr projects Each project has phYSical targets, either quarterly, seasonal, annual, or end of 
project How do the project managers track progress 10 achIevmg these targets and how IS thIs 
progress reported to the lme agencies and donors? PPD' s approach should be to help project 
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managers, donors, and dIrectorates develop a system that meets theIr needs TIns system would 
then be adopted by PPD as well It IS lIkely that the system fmally agreed upon would closely 
resemble the tableaux de bord system that UP A ongmally tned to put mto place The key IS to 
resist the temptatlOn to bulld too much mformatlOn mto the reports thereby creatmg more work 
for the Implementors than the reports are worth as management tools 

Programmmg At the present tune, UP A IS not perfonrung Its mtended programmmg 
functlon Programmmg should begm With a budget allocatlon by the MOF for the GOS 
contnbutlons to MOA development projects TIns would not be a final figure but would 
approxImate the amount that IS lIkely to be aVailable for MOA I S projects PPD would then 
request the Implementmg dIrectorates to submlt the budget requIrements for the projects under 
theIr purview The role of the PPD would be to review these requests and set pnontles based on 
the Importance of the projects to the acInevement of MOA strategic obJectIves, project 
performance m acInevmg theIr stated obJectlves, and the provIslOns of project agreements sIgned 
between the GOS and external donors The fmal MOA mvestment budget should be reVIewed by 
the MImster pnor to bemg submltted to the MOF Even If there IS no budget allocatlOn 
forthcommg from the MOF pnor to the start of the programmmg process, It IS Important that the 
preparatlOn of the MOA mvestment budget begm m the UP A and not m the MOF The Imtlal 
settlng of pnontles should reflect MOA strategIC obJectlves TIns IS the role of the UP A, WIth 
the fmal deCISIOns bemg made by the MImster 

At tlns tIme, the PPD needs to set up the programm1Og procedure and calendar The 
procedure should be based on the format m wInch the MOF wants the project budgets submltted 
PPD should then prepare the format 10 wInch budget requests are to be received from the 
dIrectorates, and estabhsh the procedure to be used 10 revlewmg them and preparmg the fmal 
overall MOA mvestment budget Once agam, the key IS to keep the process SImple If too much 
1OformatlOn IS requested, the project management umts and the Implementlng agencies Will not 
be able to prOVide It The mformatlon should be kept to the mImmum needed to make 
programmmg deCISIOns SettIng up the programmmg system should be done m close collaboratlOn 
With the MOF and the Ime agencies 

Other DutIes The above respODSlbilltleS make up the core of PPD I S ongo1Og workload 
In the process of perfonrung these tasks, PPD staff WIll develop expertise and knowledge on the 
agnculture sector and the mdIvldual sub-sectors PPD staff Will, 10 fact, be trackmg the sub­
sectors from the strategy formulatlon stage through to the fmal evaluatlOn of completed projects 
It can be expected, therefore, that they wlll be asked to participate or take the lead 10 mImstry 
work that requIres broad knowledge.of programs, pnontles and Issues TIns IS appropnate as 
long as PPD staff do not become the Mtmster's de facto TechnIcal Counselors as has tended to 
be the case m the past 
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Recrwt Staff and ReVISe PosItIon DescnptlOns 

The restructunng descnbed above should not requrre much change total UP A staff, but 
UP A may have to recruit new expertIse and all of the posltlon descnptlons will have to be revised 
Tlus mcludes four ecoUOIUlst pOSltlODS m PAD and ten polyValent POSJtIons m PPD The posltJon 
descnptIOns m PPD will depend on how the diVISIon IS orgamzed and staffed For Instance, a 
core staff of generalIsts WIth expertIse m prOject deSIgn, momtonng and programmmg could be 
complemented by a smaIl number of sernor technICIans With expertise m specIfic sub-sectors 
(ammaI productton, lITlgated agnculture, cotton, groundnuts, etc) The final deCISIon on staffmg 
and orgamzatlon of the PPD should be based of further dehberatlons withm UP A and should be 
made m the context of the overall mmIstry restructunng 

Prepare Annual Workplans 

Once the UP A IS reorgamzed, each sectIon should develop an annual workplan and the 
DIVISIOn ChIef should be made responsIble for Its successful ImplementatIOn For PAD, the 
workplan should be based on key Issues facmg the GOS and major donors For PPD, the basiC 
workplan will reflect the dIVISIon I s ongomg responsIbllttleS related to project Identlficatlon, 
deSign, momtonng and programmmg PrIor to the start of each fiscal year, PPD should reVIew 
MOA project deSign plans and the portfolIo of projects bemg Implemented and plan Its work 
schedule over the course of the year There should be a clear lIst of PPD products rangmg from 
reports on the status of projects bemg deSigned, to progress reports on projects bemg 
Implemented, to budget and expendIture reports on projects receIvmg MOA fundmg All PPD 
staff should have a clear Idea of what they are expected to accomplIsh durmg the course of the 
year 

Create EffectIve LlDkages Between the UP A and Other Parts of the MOA 

LlDks WIth the MIruster's Office and Technical Counselors 

At present, UP A staff are devoong a slgmficant portIon of therr tlme to perfonmng ad hoc 
tasks that should be the responsibIlIty of the Techmcal Counselors or the drrectorates An 
Important part of the restructurmg as descrIbed above Will be to disengage the UP A from these 
ad hoc tasks Two actlons are requrred Frrst, the Mtnlster and the Drrecteur de Cab met must 
be convmced of the Importance of the polIcy formulatIOn and ImplementatIOn functtons that the 
UP A IS currently unable to perform because of the tIme requrred to carry out tasks ongmatmg 
from the Mtnlster's office Second, s .eps must be taken to mcrease the capaCIty of the TechnIcal 
Counselors to assume these tasks, mcludmg provldmg therr secretanat With baSIC office eqUIpment 
such as personal computers and photocopymg machmes 
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Lmks with the DlI"ectorates 

For the UP A to carry out Its responsibilities as descrIbed above, It IS essentIal that It 
establIsh effectIve workIng relatIOnshIps With the drrectorates The dIrectorates have prunary 
responsibilIty for nnplemennng MOA programs They should play the major role m strategy 
formulanon, project Identlficanon and deSign, and momtormg the tmplementanon of development 
projects The UP A cannot carry out Its responsibilItIes Without the tnnely flow of accurate 
mformatIon from the drrectorates, and thIs IS unlIkely to occur IT the drrectorates do not 
understand the UP A's role Wlthm the IlllIllStry and do not partICIpate m establIshIng procedures 
and workIng relatIonshIps For thIs reason, the drrectorates need to be mvolved m each step of 
the UP A restructurmg 

UP A should orgaruze a senes of meetlngs to explam and dIscuss Its specrfic responsibilIties 
With respect to project deSign, momtormg, and programmmg The drrectorates should understand 
what mformatIon IS needed by UP A and why, and there should be a two way flow so that the 
dIrectorates derIve concrete benefits from UP A actIvlnes The mformatlOn flowmg to the UP A 
wIll pertam to speCific projects and dIrectorates The mformatIon flowmg from the UP A wIll 
pertam to overall MOA goals and pnonnes and wIll prOVide the overall llllDlStry perspective 
Wlthm wIDch the drrectorates tmplement therr development programs ThIs mformanon wIll take 
the form of strategy papers, reports prepared for the MlIDster on the status of MOA project 
deSigns and the performance of projects bemg nnplemented, and the annual MOA mvestment 
budget to be mcorporated mto the Government's Tnenmal Pubhc Investment Plan 

InformatIOn flows to and from the UP A As the MOA polIcy formulation and 
nnplementatlOn umt, UPA processes information prOVided by the nnplemennng agenCIes, fIrst, 
for the Mlmster and, second, for the MOF, the mImstry wIDch has overall responsibilIty for GOS 
econOmIC polIcy, fiscal polIcy, and cooperanon With external donors The polIcy, proJect, and 
programmtng products prepared by the UP A are then dlssemtnated to the drrectorates for use m 
therr own planmng, programmtng and project management 

Lmks WIth Parastatals 

PublIc corporatIons, such as SODEFITEX and SA ED, m the agrIculture sector are 
obVIously dIrectly affected by polIcy deCISIOns, and theIr actIVItIes often have a measurable effect 
on the performance of mdIVldual sub-sectors For tlns reason, publIc corporatIOns operate under 
agreements (Lettrec; de MISSIOn) that specrfy the government and corporate oblIgatIOns Although 
the MOF ha. the pnmary responsIbIlIty for momtormg these Lettres de MISSIOn, the UPA should 
and does participate m the reviews The UP A should also regularly receive and reVIew data on 
productIOn, sales, and finanCial performance of these corporatIOns 
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Lmks With NGOs Operatmg m the Agnculture Sector 

WIth respect to the NGOs, UPA's major responsIbIlIty IS to momtor the desIgn and 
Implementation of NGO projects m the agrIculture sector Smce these projects are numerous, 
small, and usually do not reqwre MOA fundmg, the UPA's momtormg role should be kept to the 
mlD1mum necessary to assess the contnbutIon of these projects to the II11Il1stry' s strategIC 
objectives PPD should mamtam a data base of NGO projects m the agrIculture sector m a form 
that peI'IIllts overSIght With a mmunum of staff tIme TIns data base should rely on secondary data 
bemg prepared by the NGOs for theIr own purposes or for the MImStry of Women's AffaIrS 
WhICh IS also responsIble for overseemg NGOs For the PPD, the key IS that trackmg NGO 
projects take up as lIttle staff tIme as pOSSIble 

Create EffectIve Lmkages With the Munstry of Fmance 

Lmks With the Umte de PolitIque EcoDOImque (UPE) 

The PolIcy AnalySIS Matnx brmgs out the close mterrelanonshIp between macro-econOmIC 
polIcy on agncultural polIcy Macro-econoIlllc pohcy affects agncultural performance and 
agncultural polIcy affects macro-econOmIC performance Although the UPE and UP A should each 
have ItS own research agenda, It IS very lIkely that m any gIven year the two umts WIll be 
concerned WIth Issues that are closely related and sometunes Identical An effectIve workIng 
relatIOnshIp between PAD and UPE would result m combmed polIcy analYSIS results that are 
greater than the sum of each umt's products ThIs will not only unprove the government's overall 
econOmIC pohcy framework, It will make the GOS a more equal partner to polIcy dIalogues WIth 
the major external donors 

Lmks With the Directorate for ECODolDlc and Fmanclal CooperatlOD 

ThIs relatIonshIp should be totally restructured At present, the MOA dIrectorates prOVIde 
project unplementatIon and programmmg mformatIon dIrectly to the MOF lDStead of to the UP A 
The UP A sometImes receives copIes of project ImplementatIOn reports after they have been sent 
to the MOF, and partICIpates very lIttle m the publIc mvestment programmIng process The MOA 
should meet WIth the MOF to establIsh a system that enables the MOA to playa greater role m 
the momtormg and programmmg of Its own program CommumcatIOn on the MOA pubhc 
mvestment portfolIo should be between the mmtSters of Agnculture and Fmance, and the workmg 
relationshIps should be between UP AlPPD and the MOF DIrectorate of EconOmIC and Fmancial 
Cooperano.l Although the MOA dIrectorates should partICIpate m project and program reVIews 
relatmg to the publIc mvestment budget, there should be no offiCIal dealmgs between the 
DIrectorate of EconoIlllc and Fmancial Cooperation and the MOA dIrectorates m the preparanon 
of that budget These new relationshIps are cntIcal to the successful restructurmg of the UP A as 
proposed above 
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