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1. EXECUTIVE SUMMARY 

 

1.1 Introduction 

The Council of Ministers, having noted with concern the overall state of affairs of COMESA and in particular, the 

finances and management of the Secretariat, the poor implementation record of the decisions of policy organs by the 

Secretariat, and the lack of corrective action by the Secretary General despite repeated reminders by the Council; 

resolved at its Extraordinary Meeting held in Lusaka from 16
th

 to 17
th

 January, 1997 to establish a Special 

Committee (the Committee) of five eminent persons drawn form Zambia, Kenya, Uganda, Zimbabwe and Zaire, to 

investigate into and prepare a comprehensive investigative audit and management report for the period beginning 

1992 to-date. 

1.2 Terms of Reference 

The Committee was given the following terms of reference: 

(a) alleged financial malpractices at the Secretariat and the state of finances of the organisation; 

(b) financial systems and controls at the Secretariat; 

(c) the efficiency in the management and utilisation of resources at the disposal of the 

organisation; 

(d) alleged administrative malpractices, irregularities and practices currently in place within the 

organisation at the Secretariat, relations between the Secretariat and other COMESA 

institutions as well with the Member States; 

(e) ways and means of improving the implementations of the COMESA Policy organs; and 

(f) generally all measures hat will enhance the stature and image of the organisation.    

 

1.3 Composition of the Committee 

The Committee was composed of the following members 

 Emmanuel Maposa Hachipuka (Zambia) 
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 John Muhaise-Bikalemesa (Uganda) 

 Dan Ameyo (Kenya) 

 Jean-jacques Mambe N’gala Masseke (Zaire) 

 Phibian Mashingaidze (Zimbabwe) 

 

1.4 Approach to the Assignment 

To accomplish the task we read and extensively analysed the provisions of the Treaty, the Staff and Financial Rules 

and Regulations and other financial and administrative documents made available to us. We interviewed and 

received oral and written evidence and memoranda from professional and general staff at the Secretariat. We also 

interviewed and received written submissions from the Chief Executives of COMESA institutions.  

 

We further interviewed the external auditors and the bankers. On the basis of the information available from the 

documents, interviews and the oral evidence obtained from those interviewed, we set out in the following 

paragraphs our findings, and recommendations. Details and specific instances of the observations, findings and 

recommendations are elaborately set out in the main Report.  

 

1.5 Findings  

1.5.1 (a) The financial position of COMESA is extremely poor due to lack o financial support from 

Member States through prompt payments of Members’ contributions, and failure by the 

Secretariat to develop an effective a follow-up strategy 

 

(b) There is ample evidence of financial malpractices. The Secretary General has used COMESA 

funds to finance missions which cannot be confirmed to be official and beneficial to COMESA. 

The Secretary General has also used COMESA resources for personal activities.  

1.5.2 (a)  The PTA Financial Rules and Regulations which are currently in use are inadequate as they have 

not been further developed to provide the intended effective systems and controls;  

(b) In addition, there are no formal systems incorporating effective controls; 
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(c) The internal audit, which was the only effective control instrument has been scrapped by the 

Secretary General without the knowledge of the Council; and 

(d)  The scope of work of the external auditors as evidenced in the Audit contract has been severely 

restricted by the Secretary General contrary to the provisions of the Treaty. 

 

1.5.3 The absence of a development strategy on which annual budgets should be based has led to 

inefficiency in the management and utilization of COMESA resources. As a result, funds have 

been utilized in non-priority areas. 

 

1.5.4 (a)  There is no formal organisation structure at the Secretariat. The absence of a well-thought-out and 

approved organisation structure has enabled the Secretary General to: 

i. abolish some departments and redesign others; 

ii. scrap internal audit of the organisation; 

iii. fill established positions with consultants; and  

iv. misplace and misallocate personnel without matching ability with the task to be 

accomplished 

(b ) The relationship between the Secretary General and COMESA institutions is strained because of 

the Secretary General’s demeanor and management style. His desire to have a domineering role in 

the management of these institutions is one of the causes of the strain. The Secretary General has, 

as a result, failed to conclude cooperation agreements with these institutions as required by the 

treaty. He has used funds of some institutions contrary to laid down rules and regulations of the 

institution(s) 

(C) The Secretary General has failed to develop an effective and beneficial working relationship with 

Member States by arrogating himself status equivalent to Heads of State and Government thereby 

treating Ministers and officials responsible for COMESA Affairs as inferior to him. 

1.5.5 There is no mechanism in place to ensure the effective implementation of the decisions of the 

policy organs. Since 1992, several major decisions remain unimplemented because of the 

Secretary General’s failure to find time to address the critical areas that need attention. 

1.5.6 The current accommodation facilities of the Secretariat do not match the stature of COMESA as 

an international organisation. This reflects on the caliber and character of the Secretary General. 



REPORT OF THE SPECIAL COMMITTEE  
OF EMINENT PERSONS ON THE  
OPERATIONS OF COMESA 1992 TO-DATE 
 

 

 

LUSAKA, ZAMBIA                                                             4 MARCH 1997 

 

5 

1.6 Recommendations 

1.6.1  The absence of a formal organisation structure for an institution such as COMESA has grave 

consequences on its ability and capacity to effectively discharge its mandate. 

 

 

We recommend that an independent consultant be engaged to prepare an organisation structure with clear 

reporting relationships and job descriptions of established positions. 

 

We further recommend that the two Assistant Secretaries general provided for in the Treaty be engaged 

immediately. One of the two assistants should be in charge of operations and the other responsible for 

finance and administration to enable the Secretary General concentrate on policy coordination. 

 

1.6.2 We recommend that a Ministerial Advisory Committee be set up by Council to provide the linkage 

between the Council and the Secretariat. This Committee should meet as regularly as possible and at 

least quarterly to monitor the operations of COMESA. The Committee should be chaired by the 

Chairman of the Council and the membership should not exceed 10 for effectiveness. 

 

1.6.3  At present, the Treaty provisions enable the Secretary General to report to both the Authority and the 

Council of Ministers. The dual reporting relationship has enabled the Secretary General to, not only 

ignore, but also bypass the Council on major decisions.  

 

 

We recommend that the Secretary General should be responsible and report to the Council on all 

matters affecting the management of COMESA. He should report to and clear with the Chairman of 

the Council any decisions that have policy/financial implications. 

 

In view of the foregoing, the Chairman of the Council should on behalf of the Council exercise clear 

functions designed to secure effective monitoring of the affairs of COMESA. 
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1.6.4 There is no formal accounting system incorporating effective internal controls. As a result, the 

Secretary General has been able to abuse his power by misusing resources of the institution. We 

recommend that the Council should engage an independent firm of consultants to develop systems 

supported by operations manuals. 

 

We further recommend that an effective internal audit should be reinstated. The final internal audit 

reports should be submitted both to the Secretary General and the Chairman of the Council. 

 

1.6.5 By limiting external audit to finances from Member States to the exclusion of other resources available 

to COMESA, the Secretary General has effectively curtailed the role of external auditors as spelt out in 

the Treaty. The 1994 audit by external auditors is flawed in several key areas to the extent that it does 

not meet the international standards expected of such an exercise.    

 

We recommend that the external auditors should withdraw their report on the accounts for the year 

ended 31
st
 December 1994 because the audit did not address material issues and was not carried out in 

accordance with the provisions of the Treaty and generally accepted auditing standards. The 1994 

accounts should therefore be re-audited. 

We further recommend that external audit function be re-advertised to cover Treaty requirements and 

be awarded by Council to a reputable international audit firm. The Council should award the tender 

from a short-list of three firms submitted to it.  

 

1.6.6 COMESA does not have a development strategy as envisaged in the Treaty. As a result, annual 

budgets submitted to Council for approval are not focused. 

 

We recommend that a development strategy be developed either internally or by an external 

professional body. 

 

1.6.8 The proper image and stature of COMESA as an international organisation is wanting. 
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We recommend that COMESA immediately acquires accommodation facilities consistent with its 

stature as an international organisation. 

 

In the meantime, efforts be made to construct envisaged headquarters of the institution. Towards this 

end, we recommend that a Special Committee with powers to mobilize funds and implement the 

project should be established by the Authority. The Committee should be chaired by the Chairman of 

the Authority. 

 

1.6.9 In view of the management style pursued by the Secretary General, his inability to mould and motivate 

a dedicated management team, his fragrant and frequent breaches of the provisions of the Treaty, the 

Staff and Financial Rules and Regulations, his misuse of funds and office and in view of the spite 

demonstrated to the decisions of the Council, the breach of the conditions of his compulsory leave, the 

Committee recommends that the services of the Secretary General be terminated forthwith as he lacks 

vision to take COMESA in the next century. 

 

1.7 Restricted Circulation 

Circulation of this Report is restricted and may only be circulated by the Council. The Committee takes no 

responsibility for unauthorized circulation and publication of any part of the report.  

 

2 LEGAL MANDATE OF COMESA  

AND ITS INSTITUTIONS 

2.1 The adoption in 1973 of the African Declaration on Co-operation, Development and Economic 

Independence by the Heads of State and Government in Addis Ababa marked the beginning of a 

determination to foster, accelerate, and encourage the economic an social development of the continent. It 

was realized then that the promotion of harmonious economic development required effective cooperation 

and a concerted policy of self-reliance. 
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In 1980, the Heads of State and Government adopted the Lagos Plan of Action aimed at establishing an 

African Common Market by the year 2000.. As a first step towards the common market, our leaders in the 

sub-region resolved in 1982 to establish the Preferential Trade Area (PTA) for Eastern and Southern 

Africa. The Treaty (the PTA Treaty) establishing the institution came into force in 1982. The Treaty set out 

the clear objectives of PTA, and its various organs. It also set specific targets in given areas of economic 

co-operation which had to be met within a given time frame. It was envisaged, inter alia, that the 

preferential trading arrangements were a first step towards more economic integration. Creation of a 

common market was specifically envisaged and provided for in Article 29 of the Treaty. 

 

 

At the tents meeting of the PTA Authority held in Lusaka in January 1992, it was decided to transform 

PTA into a Common market for Eastern and Southern Africa pursuant to Article 29 of the PTA Treaty. The 

establishment of a common market was a new stage in the process of economic integration meant to 

consolidate economic operations through the implementation of common policies and programmes aimed 

at achieving sustainable growth and development. The Common Market for eastern and Southern Africa 

(COMESA) was duly established by treaty (The COMESA Treaty) in 1994. The Treaty makes provision 

for specific undertakings by Member States in Article 4 and provides for fundamental principles underlying 

the relationship between Member States ‘inter se’ in Article 6. In a world where mega trading economic 

blocs are emerging, a meaningful recognition of the sub-region in global markets inevitably depends on the 

sub-region’s determination to forge a common approach. The birth of COMESA has to be seen in this 

context. 

 

2.2 The policy organs of COMESA 

2.2.1 The Authority 

As a body corporate COMESA could only act, operate and discharge its mandate through organs created by 

the Treaty and clothed with specific mandates. 

Article 7 of the Treaty establishes eight organs of COMESA. It also provides for the convening of meetings 

and the decision making process of these  

 

organs. Article 8 in particular provides for the composition and functions of the highest policy organ – the 

Authority. It consists of Heads of State and Government of Member States. The Authority is the supreme 
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policy organ responsible for the general policy and direction, and control of the performance of the 

executive functions of COMESA and achievement of its aims and objectives. 

 

It was the intention of the Treaty that the Authority meet once every year with a proviso of extra-ordinary 

meetings should the need arise. In clothing the Authority with the overall policy formulation and direction 

of the executive functions of COMESA, cognizance was taken of the fact that to formulate policy, 

background information and analysis of that information will have to be undertaken by specialized organs 

of the institution, hence the establishment of the other organs of COMESA. The structure of the organs was 

designed to ensure that before a matter is taken to the Authority, thorough professional; input and analysis 

has been undertaken by subordinate organs.  

 

2.2.2 The Council of Ministers 

The second highest organ of COMESA is the Council of Ministers. Its composition and functions is set out 

in Article 9 of the Treaty. It meets once a year but may have extra-ordinary sessions. Its decision making 

process is spelt out in the Treaty. Among other things, it the Council’s direct responsibility to: 

 

(a) monitor and keep under constant review and ensure the proper functioning and development of 

COMESA in accordance with the provisions of the Treaty; 

 

(b)  make recommendations to the Authority on matters of policy aimed at the efficient and harmonious 

functioning and development of COMESA; 

(c) Give directions to all other subordinate organs of COMESA other than the Court in the exercise of its 

jurisdiction; 

(d) Consider and approve budgets of the Secretariat and the Court; 

(e) Make staff Rules and Regulations and Financial Regulations of the Secretariat; and 

(f) Exercise such other powers and perform such other functions as are vested in or conferred on it by 

the Treaty. 
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Our interpretation is that the Council has the responsibility to ensure that COMESA operates efficiently and 

that its institutions and programmes are properly managed and administered. It is the organ that has to 

ensure that the policy decisions taken by the Authority are implemented. It has power to direct certain 

activities to be undertaken and certain decisions to be complied with in furtherance of the aims and 

objectives of COMESA. The Council has to ensure that the finances of the institution are properly 

managed. This is why the Council is specifically mandated to make staff and financial rules and regulations 

of the Secretariat. It is expected that subordinate organs of the Council will initiate action to formulate the 

rules and regulations for the consideration of the Council. Ordinarily, it is expected that the Secretariat 

would initiate such action. 

 

In the exercise of its mandate and in the discharge of its functions and responsibilities, the Treaty 

specifically provides that the directives and decisions of the Council will be binding on all subordinate 

organs except the Court of Justice in exercise of its jurisdiction. 

 

2.2.2 The Secretariat 

The Secretariat constitutes the management arm of COMESA. It is headed by the Secretary General. It is 

the vehicle through which all the activities and programmes of the institution should be implemented. It is 

expected to operate s a knit of professional group dedicated to the successful realization of the aims and 

objectives of COMESA. It is the responsibility of the Secretariat o carry out6 and implements the 

programmes set out in chapters seven to thirty two of the Treaty. In our view, it is the responsibility of the 

Secretariat to not only comply with the specific Treaty obligations imposed on it, but also to initiate action 

to facilitate the other organs to discharge their respective  mandates. This is our understanding of Article 17 

of the Treaty that the Secretary General as a legal embodiment of the institution and as the chief executive 

officer, shall service and assist the organs of COMESA in the performance of their functions. Reports on 

the status of the implementation proposals on the “modus operandi” and innovations on how to successfully 

discharge COMESA’s mission are expected to originate from the Secretariat for transmission to the 

Council and the Authority. Given such heavy responsibilities, sound and dedicated management of the 

Secretariat is a must. In our view the chief executive officer of the Secretariat can ensure success of 

COMESA or lead it to total demise depending on how he administers the Secretariat. 

 

2.2.3 The Secretary General 
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Article 17 of the Treaty provides in paragraph 2 that the Secretary General shall be the Chief Executive 

Officer and the embodiment of the legal personality of COMESA. The Secretary General is appointed by 

the Authority to discharge clearly spelt out responsibilities as the chief executive officer of the institution. 

 

Among other things, the Treaty provides that the Secretary General shall: 

 

(a) service and assist the organs of COMESA in the performance of their functions; 

 

 

(b) submit reports in consultation with the Intergovernmental Committee (another organ of the 

institution), on the activities of COMESA to the Council and the Authority; 

(c) subject to the provisions of the Treaty, be responsible for the administration and finances of 

COMESA; 

(d) submit the budget of COMESA to the Intergovernmental Committee  

(e) act as Secretary of the Authority and the Council; 

(f) ensure that the objectives set out in the Treaty are attained and either on his own initiative or 

on the basis of a complaint, investigate a presumed breach of the provisions of the Treaty and 

report to the Council; 

(g) on his own initiative or as may assigned to him by the Authority or the Council, undertake 

such work and studies and perform such services as related to COMESA etc. 

 

In addition to these specific responsibilities, the Secretary General as the head of the Secretariat is expected to 

mould and lead a committed and dedicated team in the discharge of the mandate of COMESA as an institution. He is 

expected to prudently exercise all attributes of a chief executive generally or specifically as set out in the Treaty. 

 

 

Conscious of the complimentary role these institutions will continue to play in the attainment of the overall aims and 

objectives of COMESA Article 174 of the COMESA Treaty recognizes the existence of these institutions as 
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COMESA institutions and maintains their existing specific mandates in accordance with the respective charters 

establishing them. 

 

The intention of retaining these institutions was the fact that they have key roles in COMESA’s overall strategy and 

objective. This is why the Treaty provides that in the implementation of the provisions of their respective charters, 

account must be taken o the objectives, policies, programmes and activities of COMESA. COMESA Secretary 

General is required by the Treaty to maintain a harmonious working relationship with these institutions so as to 

further the implementation of the Treaty. He is further expected to enter into co-operation arrangements to secure 

co-ordination and eliminate duplication in the activities of these institutions “inter se” and with those of COMESA 

Secretariat. Co-operation rather than competition was the intention of creating these institutions.       

 

Despite these noble intentions, we have observed that the working relationship between the Secretary General and 

some of these institutions is strained for a number of reasons. The desire by the Secretary General to control the 

activities of the institutions and his determination to influence who becomes the chief executives and attempts to 

make respective chief executives subservient to him is at the core of the strained relationship. There are also 

instances of misuse of the  

 

facilities of the institutions by issuance of the directives that flout financial regulations of not only these institutions 

but also those of COMESA itself. Details of specific problem areas, illegal directives and breaches are set out 

elsewhere in this Report. 

 

2.5.1 COMESA Clearing House 

A visit to the COMESA Clearing House was undertaken by the Committee. Discussions were held with the 

Acting Executive Secretary of the COMESA Clearing House MR. D. B. Marape and an officer of PTA 

Bankers Association Mr. Leodinas Nitereka. The discussions centred on the relationship of the COMESA 

Secretariat with the COMESA Clearing House. 

 

The Clearing House is governed by its Charter of January 1992. Article 2 establishes the Clearing House; 

Article 3 defines the membership while Article 6 gives the organs of the Clearing House; the monetary and 

financial co-operation Committee; and the secretariat. The Charter defines the Committee of Central Bank 

Governors as the principal organ of the Clearing House. Under the Charter this Committee is expected to 
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submit annual reports to the Committee of Finance Ministers on the status of activities of implementation 

of the Clearing House. 

 

 

Article 7.3 of the Charter states- “the executive Secretary shall make arrangements to enable the Secretary 

General of COMESA to obtain such reports and information as he may require for the purpose of 

discharging his duties under this Treaty”. 

 

From the above, it is clear that the Secretariat or the Secretary General has no executive power over the 

Clearing House. However, notwithstanding the above, governing statutes and instruments in place, the 

COMESA Secretariat in particular the Secretary General has ignored and attempted to exert executive 

authority over the Clearing House in more than one way. The following examples have been observed: 

 

(a) Evidence was provided of several payments made out of the Clearing House budget on behalf of 

COMESA Secretariat at the insistence of the Secretary General of COMESA on such items as air 

tickets, daily subsistence allowances, office furniture, motor vehicle repairs and spare parts etc;  

 

(b) Attempts to install Dr. Ramsamy of the COMESA Secretariat as by the Secretary General as the 

Executive Secretary of the Clearing House following the death of the incumbent in early 1996 

ignoring the laid down procedures. This attempt was made notwithstanding the fact that several other 

applicants from various Member States had applied for the job. The applications were retained in the 

custody of the Secretary General and Dr. Ramsamy was not even one of the applicants; 

 

(c) Attempts to interfere in the day-to-day running of Clearing House by insisting to address workers after 

the death of the Executive Secretary and also insisting on taking to the Committee of Governors Dr. 

Ramsamy’s candidature before tabling it to the relevant sub-committee of the Clearing House. 

 

It was very clear from the discussions held and correspondence provided that relationship between the 

Secretary General and the Executive Secretary of the Clearing House is strained. 
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2.5.2 The Eastern and Southern Africa Trade and Development Bank (PTA 

Bank) 

The Committee visited Nairobi on 19 February 1997 and held extensive discussions with the President of 

PTA Bank Mr. Martin Ogang. The Committee wished to understand the legislative set-up of the Bank, its 

operations and linkages with COMESA. 

The PTA Bank operates in accordance with the Charter executed on 19
th

 July 1995 as amended from time 

to time. The Charter sets out the Bank’s objectives in Article 4 and its policy organs in Articles 26, 27 and 

30. The  

 

supreme policy of the Bank is the Board of Governors. The second highest policy organ is the Board of 

Directors established under Article 27. The membership of the respective boards is provided for in the 

charter. It is worthy noting that the role of the chief executive officer of COMESA or his representative is 

not provided for in the composition of the two boards. Indeed, in the word of the President of the Bank, 

apart from inviting the Secretary General of COMESA to the annual meeting of the Board of Governors, 

there is no day to day between the Bank and COMESA secretariat. 

 

The relationship between the Bank and COMESA Secretariat is lukewarm at best. From inception, the PTA 

(COMESA predecessor) desired to have a domineering role in the affairs and operations of the Bank. For 

about one and half years, the PTA Secretary General was the ‘de facto’ head of the Bank. It was assumed 

that the Bank was part of COMESA and that the latter had an automatic right to the directorship of the 

Bank. On its part, the Bank considered and still considers the Board of Governors and more particularly its 

Chairman the ‘de jure’ boss of the institution. The divergence in appreciation who was superior created 

some strain in the Bank/COMESA Secretariat relationship. The strain was exacerbated by an incident 

during the inauguration of the present President of the Bank in Bujumbura where the COMESA Secretary 

General felt and bitterly complained that the facilities made available to him during the function were 

inferior and demeaning. He blamed the Bank management and has ever since not forgiven the management. 

This further strained the inter-personal relationship the two chiefs of complimentary institutions. 

 

During the drafting of the COMESA Treaty the Secretary General desired to introduce in the Treaty 

provisions subjecting the chief executives and the making of key polices of COMESA institutions to the 

overall jurisdiction and control of COMESA policy organs below the Council. This was vehemently 

opposed by the Bank management which argued that they had their own jurisdiction and decision-making 
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process. A heated argument with the Secretary General ensued and has since accounted for the cool 

relationship between the two chief executives. The net effect of this relationship has lack of co-ordination 

and co-operation in the implementation of the activities of the Bank and COMESA. Indeed, the Bank 

believes that COMESA lacks technical competence to properly identify and appraise projects for which 

Bank financing could be procured. 

 

The President of the Bank no longer considers COMESA policy meetings effective because apart from the 

Secretariat producing reports on the same programmes since 1992, none of which has taken off, nothing 

substantially new comes up at these meetings.  

 

The  bank further states that a Memorandum of Understanding which it submitted to the Secretary General 

which was intended to foster co-operation and co-ordination in projects between the two institutions, 

remains unanswered by COMESA several years after its submission. 

 

The Committee considers such state of affairs, caused primarily by the demeanour and management style 

of the COMESA Secretary General, inconsistent with the noble objectives and aspirations of Article 1765 

of the COMESA Treaty which requires the Secretary General to: 

“…………………..maintain such continuous working relationship with the institutions of 

COMESA as would further the implementation of the provisions of the Treaty, and for this 

purpose, make co-operation arrangements with each institution of COMESA”. 

 

The failure to conclude the Memorandum of Understanding which would have provided for required co-

operation arrangements with the Bank not only stifles the aims and objectives of COMESA but is also a 

direct breach of the Treaty provisions. 

 

2.5.3 Preferential Trade Area Re-insurance Company (ZEP-RE) 

The agreement establishing ZEP-RE was concluded at Mbabane, the Kingdom of Swaziland on 23
rd

 

November 1990. As a company, the membership is open to Member States who elect to become members. 

The objectives and functions of Zep-RE are respectively set out in Article 4 and 5 of the Agreement. 

Among other things, the objective of Zep-Re is to  
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support sub-regional economic development. It is for this reason that the Committee met the Managing 

Director of ZEP-RE Mr. Lubasi on Monday 17th February 1997 to discuss how, in its operations ZEP-Re 

relates to COMESA and the working arrangements and relationships that exist with COMESA Secretariat.  

 

Unlike the PTA bank, the Managing Director of ZEP-RE has enjoyed a good working relationship with 

COMESA as an institution and the Secretary General as a person. He has found the Secretary General 

useful in making contacts in Member States. In his view the nature of business of ZEP-Re and its clients 

makes in unnecessary to have direct working and operational relationship with the Secretariat. ZEP-Re 

clients are specialized and apart from attending annual ZEP-Re meetings, COMESA Secretary General has 

limited intervention in the operations of the company. The Managing Director however finds the Secretary 

General generally arrogant and intolerant to criticism. He cited two incidences in Kampala and 

Mozambique where he felt, the Secretary General acted in a manner inconsistent with his status and that of 

the office he holds. 

 

2.5.4 Leather and Leather Products Institute  

Dr. Arunga, the head of LLPI was interviewed by the Committee on 19
th

 February 1997. The discussions 

centered on the relationship of the COMESA Secretariat with LLPI. The LLPI was established by the 

Charter signed by COMESA member States in Mbabane, Swaziland on 23rd November 1990. 

 

The Institute operates as a separate legal entity with a Board of Directors currently consisting of seven 

members from Ethiopia, Kenya, Lesotho, Sudan, Tanzania, Zambia and Zimbabwe. 

 

As an organisation, LLPI is funded through an assessment of contributions on the Member States who have 

acceded to its Charter. The Institute, through the COMESA Secretariat, proposed ways of mobilising funds 

and other support for the establishment and running of the Institute. Of particular importance, is the 

decision of the Council of Ministers to combine the annual budgets of both, but to be spilt, by the 

Secretariat upon receipt of contributions in such a way that one tenth is paid to the Institute. The decision 

was taken in view of the infancy of LLPI. 
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Contrary to this decision of the Council of Ministers, the Secretariat informed the Institute it had no 

obligation to collect from member states contributions for LLPI on the grounds that the Institute is 

independent and that the Secretariat has a serious shortage of staff.   

 

Subsequently, a letter dated 8 April, 1996 communicating this position was written and copied to all 

member states. The tone of this letter implied that  

 

the Secretariat had nothing to do with LLPI. Indeed the Secretary General told LLPI to stand on its own 

feet. 

 

It was clear from the discussion that Dr. Arunga has expected the Secretariat to give him assistance 

especially in the formative stages of the Institute. The tone of the correspondence between the Secretary 

General and the Director clearly demonstrates that the relationship between the two is far from cordial. 

 

3 GENERAL MANAGEMENT AND 

ORGANISATIONAL STRUCTURE  

 

3.1 Staff Establishment 

 

The authorized professional posts at COMESA on 1
st
 January 1997 were 38. the highest grade at DII is that 

of the Secretary General. The Directors are at P5 while the lower management and professionals are spread 

down to P1. The authorized General Service Staff are 74 as of 1
st
 January 1997. The grades are spread 

between GS9 at the top while at lower end the grade is GS1. 

 

 

It was intended to have 7 Directors each heading the following divisions: Transport and Communication; 

Customs and Trade; Administration;  
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Agriculture, Monetary and Financial Cooperation; Industry and Energy; and the Legal Secretary. The 

balance of 31 posts were to be spread between junior management and experts in various fields. Out of an 

authorized professional establishment of 38 only 20 posts are filled in while 18 remain vacant. Of the 7 

Director posts 5 are vacant due to contract expiry and awaiting Council decision. 

 

Consultants are holding established posts contrary to Staff Rules and Regulations. There is sheer lack of 

recruitment efforts on the part of management. However, there are several irregularities relating to 

positions being held by consultants or staff upgraded to act in positions far superior to their grade and 

competence in certain cases. 

 

There are 46 General staff employees against an establishment of 74 leaving 28 vacancies. One can easily 

see the limited manning levels currently in place both at professional and general services.  The reason 

being given is inadequate funding due to member states’ contributions arrears. We consider this excuse 

inadequate given the wastage of funds on unproductive missions dealt elsewhere in this report. 

 

 

The high number of vacant positions at both professional and general staff grades has had a negative effect 

on the execution of programmes. It is difficult to appreciate how certain programmes can be carried out 

when directorships are vacant. 

 

Apart from the foregoing, the Committee has observed that the calibre of some of the staff at the Secretariat 

holding senior posts is far below that expected for staff of such an organisation. The interviews and 

discussions we held with staff and the quality of submissions presented to the Committee clearly confirmed 

our conclusion on their calibre.  On the other hand, we have highly intelligent officers who could be a big 

asset in the Secretariat but have been relegated to non-management cadres. 

 

It has been established that evaluation of staff performance as provided for under the staff rules and 

regulations has not been in use and a search on their files has confirmed this. The non-use of this to 

determine capabilities of the employees has denied the organisation a major instrument to determine staff 

progression for promotion and salary increments. This has had a negative effect on the morale of staff. 
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We recommend that staff evaluation be carried out to match ability with assignment. 

 

3.2 Role of Consultants 

The Staff Rules and Regulations authorize the Secretary General to recruit consultants. The terms of these 

consultants are to be determined by the Secretary General provided that their tenure of office does not 

exceed one year. 

 

By definition a consultant is an expert who gives professional advice or services and is often hired from 

outside for a specific problem area and for a specific period of time. Unfortunately there appears to be a 

misapplication of this rule in that the Secretary General has often extended stay of staff whose contracts 

have expired by retaining them and offering them consultancy contracts. The net effect is the misuse of the 

consultancy provisions by converting expired contracts into consultancy, a factor which was never intended 

by the rules. This conversion has condoned inefficiency and enabled failure of the Secretariat to invoke 

recruitment procedures I advance of the expiry o employment contracts. An example of this was the expiry 

of Mr. Z. Demisse’s contract on 20
th 

August 1996 which was presented to Council of Ministers meeting in 

April 1996 for a nine month consultancy extension instead of invoking the recruitment process. As at the 

time of writing this report, efforts made to recruit his replacement had not been completed purportedly due 

to lack of funds. 

 

 

 

3.3 Organisational Structure 

 

There is no formal organisation structure at COMESA. The assumption by the Secretariat that the list of 

staff establishment constitutes an organisation structure is absurd. The informal arrangements currently in 

use are fluid, erratic and operate at the whims of the Secretary General. In the present arrangements there 

13 employees reporting directly to the Secretary General although in practice only the directors report to 

him. The Committee has established that the Secretary General is inaccessible even to the directors 

whenever he is the office. 
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The absence of a wee-thought-out and approved organisation structure has enabled the Secretary General to 

alter approved posts such as the Director of Monetary and Financial Co-operation to that of Director of 

Finance and Technical Co-operation thereby shifting emphasis. It has also enabled him to scrap internal 

audit thereby undermining internal controls of the organisation. It has enabled him create and fill posts with 

inexperienced close associates as consultants. It has also enabled him to change staff from place to place 

without justification. 

 

 

 

 

We recommend hat an independent consultant be engaged to prepare an organisation structure with clear 

reporting relationships and job descriptions of established positions.        

 

3.4 Conditions of Service 

Other than those areas covered in the staff rules and regulations such as education, dependency, spouse, 

housing, language, installation, travel allowance, medical expenses, gratuity and base net pay, nothing else 

is provided for. 

 

We recommend that comprehensive conditions of service in the form of personnel manuals be developed 

by an independent consultant for submission to Council. 

 

We further recommend that staff training be given the emphasis it deserves as it has a direct effect on staff 

productivity. 

 

3.5 Management Team 
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We have observed that the Secretary General has not fully utilized his directors for decision making as a 

team. He rarely holds meetings with them. When he summons them, it is either to lecture them, rebuke or 

impose his  

 

will on them. The net effect has been to reduce his directors to implementers of his directives which by and 

large breach the existing legal instruments. Indeed, he uses them to rubber-stamp his decisions. During his 

long absence from the office, the officer-in-charge he appoints has no authority to take any management 

decision without reference to him wherever he is. There is no delegation resulting in a one-man show. 

 

3.6 Effectiveness of Technical Committees 

Article 15 of the Treaty creates 12 Technical Committees, their compositions and functions. Of these 12 

committees only 7 have been actually formed and are functioning. These are the committees on: 

 

(i) Administrative and Budgetary Matters; 

(ii) Agriculture; 

(iii) Finance and Monetary Affairs; 

(iv) Industry; 

(v) Legal Affairs; 

(vi) Trade and Customs; and 

(vii) The Committee on Transport and Communication. 

 

 

 

The remaining 5 have not yet taken off, the reason given being inadequate funding. We do not accept this 

excuse because participation at all technical committees s financed by individual Member States outside the 

COMESA budget. 
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We have observed for example that the Agriculture Committee met in July 1992 in Lusaka and thereafter 

only met in August 1994 in Kampala, Uganda and has since not met. The Trade and Customs Committee 

met in August 1992, October 1993, September 1994 and February 1997. Transport and Communications 

Committee met in August 1992, August 1994 and October 1996. The Industry and Energy Committee met 

in September 1992 and September 1995. As a result, the Intergovernmental Committee has not met 

resulting in the Council of Ministers not also meeting particularly in 1995. It appears the meetings of these 

Committees have progressively become irregular. 

 

Our observation is that the pace at which COMESA is moving toward programme implementation is very 

slow. We believe this is due to the ineffectiveness of the COMESA leadership. 

 

 

 

 

4 FINANCE 

 

4.1 Background Information  

The Council is entrusted with the responsibility of establishing the financial rules and regulations to govern 

the financial administration and budgetary control of COMESA. The Treaty provides for the application of 

Financial Rules and Regulations during the interim period until new rules and regulations for COMESA are 

adopted by Council. 

 

The Committee has confirmed that COMESA is still applying PTA Financial Rules and Regulations (1991) 

edition under the Treaty transitional arrangement. 

 

The PTA financial rules and regulations being applied are general in nature and do not spell out the detailed 

procedures which should be in place to ensure effective financial administration and budgetary control. 
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These rules and regulations require the Secretary General to establish detailed procedures in the form of 

operational manuals. The Committee has observed that the Secretary General has not established the 

detailed procedures supported by accounting manuals as required by the rules and regulations. 

 

 

4.2 Functions and organisation of finance section 

As already explained above, the detailed procedures, in the form of accounting manuals, spelling out the 

responsibilities of finance section with respect to the effective financial administration and budgetary 

control have not been established. The work of the finance has therefore not been formally spelt out and 

can be varied any time by the Secretary General. This section is more or less operating as an information 

processing centre with no authority and responsibility delegated to it by the Secretary General. The 

functions performed by the section are clerical in nature and can be summarized as follows: 

- Receiving and accounting for funding; 

- Processing all disbursements; 

- Maintaining staff payroll 

- Ensuring excess funds are properly invested; 

- Servicing meetings of Policy Organs; 

- Maintaining fixed assets register; and 

- Undertaking any assignment delegated to the section by the Secretary General 

 

This section is headed by a Chartered Certified Accountant with many years of experience mainly in tax 

and internal audit areas. He is assisted by three assistant accountants with qualifications at technician level. 

 

The Staff have the potential to improve their performance if the necessary training and conducive working 

environment are provided. Assigning challenging work and delegation of authority to this section will 

improve the morale of staff hence their performance. 
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The head of this section is currently reporting to both the Secretary General and the Director of 

Administration. There is, therefore, a need to streamline the reporting relationships of this section with 

other sections and departments in order to avoid confusion. 

 

It is advisable to divide the administration department into two departments – one in charge of 

administration, and the other in charge of budget and finance, each headed by a director. This will ensure 

that the director of budget and finance is fully responsible for the operations under his department.   

 

It is apparent from the above that the responsibility of ensuring that funds of COMESA are spent and 

accounted for in accordance with the rules and regulations and generally accepted accounting standards has 

not been assigned to this section. This responsibility has been carried out by the Secretary General and the 

Director of Administration who are not qualified accountants! 

 

4.3 Source of funding  

4.3.1 Member States contributions  

COMESA is currently being funded mainly through members contributions based on approved budgets by 

the Authority. Under the Treaty each member country is required to pay fifty percent of the assessed 

amount into the budget of the Secretariat within one month from the beginning of the financial year and the 

remainder within six months of the same year. 

 

The Committee has, however, noted that Member States are not assessed and billed on time due to delayed 

budget approvals. For example the Member States have not yet been assessed and billed for 1997 as the 

budget for 1997 has not yet been approved by the Authority. 

 

A mechanism should be put in place to ensure that Member States are promptly billed. The practical way of 

handling the situation of delayed budget approval is to bill on the basis the previous year’s approved budget 

level. Such provisional billings will then be adjusted to actual through use of debit and credit notes as soon 

as the delayed budget is approved. In this way  
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the operation of COMESA will not be hampered due to lack of funds resulting from delayed billing. 

 

Due to financial problems experienced by some Member States coupled with lack of serious follow-up for 

payment by the Secretariat seventeen Member States are not up-to-date with their contributions. This 

means therefore, COMESA cannot implement all approved programmes due to lack of finance. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

The following is the status of members’ contributions as at 4 February 1997  

Country Balance  

outstanding  

UAPTA 

Years in 

arrears 

ANGOLA 736 533.74 1992 – 1996 

BURUNDI (18 775.55) NIL 

COMOROS 178 479.27 1991 – 1996 

ETHIOPIA 151 203.00 1996 

ERITREA (5 596.61) NIL 

KENYA 230 391.17 1996 

LESOTHO (12 642.00) NIL 

MADAGASCAR 340 079. 1994 – 1996 

MALAWI 103 406.83 1996 

MAURITIUS 18 130.00 1996 
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MOZAMBIQUE 184 597.00 1995 – 1996 

NAMIBIA 132 860.00 1995 – 1996 

RWANDA 496 259.31 1991 – 1996 

SUDAN 659 547.41 1994 – 1996 

SWAZILAND 73 700.00 1995 – 1996 

TANZANIA 371 039.00 1994 – 1996 

UGANDA 83 841.59 1996 

ZAIRE 297 646.85 1995 – 1996 

ZAMBIA 309 275.46 1995 – 1996 

ZIMBABWE 210 783.50 1996 

TOTAL 4 450 759.91  

  

The total amount in arrears of UAPTA 4 450 759.91 is equivalent to one and half times the approved 

budget of 1995 of UAPTA 2,924,600. 

 

 

 

Report of Members’ contributions for the period 1987 - 1996       

Year Arrears 

brought 

forward 

UAPTA 

Annual 

Assessment 

UAPTA 

Total Due 

UAPTA 

Payments 

Received 

Amount 

Outstanding 

Percentage 

of Receipts 

Against 

Total 

Due 

1987 831 843 2 261 688 3 193 531 2 752 232 441 229 86% 

1988 441 299 2 396 700 2 837 999 2 313 281 525 718 81% 

1989 525 718 2 558 900 3 084 618 2 667 153 417 465 86% 

1990 417 465 2 670 400 3 087 865 1 981 702 1 106 163 64% 

1991 1 106 163 2 724 600 3 830 763 2 743 939 1 086 827 72% 

1992 1 086 827 3 048 655 4 135 482 1 690 978 2 444 504 41% 

1993 2 444 504 3 112 100 5 556 606 3 181 985 2 374 621 57% 

1994 2 374 621 3 279 200 5 653 821 2 627 744 3 026 077 46% 

1995 3 026 077 3 413 536 6 439 613 1 402 061 5 037 522 22% 

1996 5 037 522 2 924 600 7 962 122 1 895 353 6 066 796 24% 
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The percentage of total receipts from member states against the total amount due for each year has declined 

from 86% in 1987 to a low level of 24% in 1996. The decline in percentage is an indicator that the member 

states financial support to COMESA has decline greatly over the years. 

 

 

 

Due to the seriousness of the problem, the Council at its meeting in April 1996 approved the following 

measures against non-paying Member States: 

 

(a) Any member state that fails to meet its budgetary commitments for two years or more should have all 

benefits and operations suspended in that country after three month’s notice and should lose its rights and 

privileges including addressing policy organs meetings during the period of suspension; 

 

(b) All arrears at the end of every financial year should accrue interest of 10% per year; 

(c) No new staff recruitment should be undertaken from member states with arrears of two years or more; 

(d) That Member States with arrears of five years or more should be expelled. 

 

The Council of Ministers has, however, not put in place a mechanism to ensure that the above measures are 

implemented. There is also a need to obtain the views of the member states on the causes of the problem. It is 

the view of the Committee that lack of follow-up by he management of COMES could have aggravated the 

problem.  No adequate mechanism is in place to ensure that contributions arrears are followed up for payment 

with the right ministries of Member States. The issue of collecting outstanding contributions should have been 

identified by COMESA as a priority area for purposes of resource allocation.   

 

4.3.2 Donor funding 

COMESA also obtains funds from donor organisations to finance a number of programmes. This is an area 

where deliberate effort in identifying and follow-up on projects of interest to the donor community has not 

been taken by management of COMESA. A transparent environment to attract donors has not created. 
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There is ample evidence of annoying signs to the donor community emanating from the leadership of 

COMESA Secretariat as evidenced hereunder: 

 

(a) PTA/ADF institutional support project: A consultant was to be engaged to prepare a bankable 

project documents for submission to the donor agencies. This was not done and the opportunity 

was lost. 

(b) PTA/ADB Grant for Fisheries and Irrigation consultancy: This project could not be carried out 

because of the lack of funds. Funds were actually diverted to other purposes by the Secretary 

General and there is still an outstanding amount of US$20,000 of COMESA indebtedness. 

(c) An EU funded Livestock Disease Control project for East Africa amounting to ECU 25 million 

was lost to OAU which has since implemented the project on the basis of COMESA’s original 

groundwork. The opportunity was lost due to lack of follow-up by the Secretariat ostensibly on 

the pretext of shortage of funds.  

(d) The Committee has established that failure to implement these projects was deliberately caused by 

petty internal feuds between the Secretary General and the Director in charge of the department. 

(e)  The goat, dairy and deciduous fruit projects have not been implemented due to the lack of 

commitment by the SG. 

 

The donor funding disbursed through COMESA from 1992 to-date is summarized as follows: 

 

The above table shows that out of the total donor funding of USS69 million only US$ 2.4 million has been 

disbursed through COMESA. The level of donor funding disbursed through an organisation is often an 

indicator of the trust the donors have in an organisation. COMESA should therefore aim at increasing this 

level. 

 

From 1992 to 1996 COMESA obtained funds from extra-budgetary resources totaling US$69 million 

compared to US$16 million from members. This clearly shows that extra-budgetary resources should not 

be overlooked in any policy formulation.  

 

 



REPORT OF THE SPECIAL COMMITTEE  
OF EMINENT PERSONS ON THE  
OPERATIONS OF COMESA 1992 TO-DATE 
 

 

 

LUSAKA, ZAMBIA                                                             4 MARCH 1997 

 

2

9 

 

4.4 Expenditure Control 

The Committee has observed that the internal controls over expenditure are quite weak. The Secretary 

General authorizes all the transactions irrespective of amount involved. No staff in the organisation has the 

authority to question any transaction initiated by the Secretary General even if that transaction is contrary 

to the financial rules and regulations of COMESA. This state of affairs created an environment for the 

Secretary General to abuse his office. He was able to do the following without anybody questioning him.  

 

(a) On two occasions he advanced himself US$30,000 and US$20,000 respectively in contravention 

of staff and financial rules and regulations of COMESA at the expense of the staff going without 

salaries. In addition, the advance of US$30,000 was to his wife’s account in Harare at the expense 

of COMESA. COMESA was charged ZMK51, 400 by the bank for the transfer. 

 

(b) The Secretary General takes travel and entertainment allowances for missions outside Zambia. 

The Committee has been unable to confirm whether the allowances and advances taken by the 

Secretary General were utilized for the benefit of COMESA. The Secretary General does not 

prepare reports summarizing issues discussed and the recommended action plan on return from 

missions.  

(c) these missions were made to Zimbabwe and Malawi where the Secretary General is known to 

have personal interests. 

 

(d) The Secretary General has failed to promptly retire advances taken, in contravention of staff rules 

and regulations. The following advances are still outstanding in the books of accounts. 
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Advance 

UAPTA 

(i) Mission to COMSEC, UNDP, IMF, World Bank  

21
st
 September – 7

th
 October 1996  

(US$4872.00)             3,360.00  

 

(ii) Mission to Malawi 

8
th

 – 11
th

 September 1996 

  (US$941)               644.52 

  

(iii) Mission to Malawi, Swaziland and Namibia 

13
th

 – 27
th

 October 1996 

(US$4334.40)             3010.00 

 

(iv) Mission to Maputo – Governors Meeting 

7
th

 – 16
th

 November 1996 

(US$2786.00            1934.72 

 

(v) Mission to Nairobi (Iron & Steel Meeting) 

then to Brussels 

22
nd

 – 29
th

 November 1996 

(US$1642.00)           1124.66 

 

(vi) Mission to Singapore 

WTO Meeting 

6
th

 – 14
th

 December 1996 

(US$1642.00)          1894.48 

 

(vii) Mission to Malawi 

5
th

 – 10
th

 January 1997 

(US$1537)          1074.83 
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                    13,043.21 

 

The Secretary General as a chief executive should have given a good example to his subordinates 

by ensuring that his advances are promptly retired in accordance with the staff rules and 

regulations. 

 

(e) The Secretary General sent a vehicle number COM 202 on a personal mission to Harare, 

Zimbabwe without the knowledge of the officer-in-charge. The vehicle ended up having an 

engine knock and was repaired at the expense of COMESA. The repair costs amounted to 

UAPTA 707. 

 

(f)  He has purchased food for and treated his dogs a his official residence a the expense of 

COMESA, despite COMESA having hired ARMCOR Security to guard his residence day and 

night at an expense of US$795 per month. The security firm also provides rapid response facility. 

 

(g) The implementation of new daily subsistence allowances (DSA) on 14 February 1995 was 

without prior of the Council and in total disregard to the advice given to him by the Director of 

Administration. There is no evidence to confirm that the changes were ever ratified by the 

Council. We have established that during the implementation of these illegal rates the Secretary 

General drew UAPTA 4,130 and US$54,433.80. His henchman Dr. Ramsamy drew the second 

highest amount totaling UAPTA 2,620 and US$20,494.  

(h) He allowed his secretary to use to use his diplomatic card to import personal items from South 

Africa without paying customs duty. This obviously compromised his status as a diplomat in the 

Republic of Zambia and is a violation of diplomatic privileges intended for international staff of 

COMESA. 

(i) He cleared toys using his diplomatic card and resources of COMESA in Lusaka. The toys were 

subsequently transported to Harare for sale using COMESA vehicles and drivers. 

 

(j) He imported furniture for his office valued at UAPTA 698.21 from Zimbabwe and obtained air 

tickets, DSA, repaired motor vehicles and purchased spare-parts through the COMESA Clearing 

House without complying with the procurement procedures. 
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(k) He paid DSA to drivers on unspecified missions to Zimbabwe and Malawi. 

 

(l) He interfered with the work of the Purchasing Committee to the extent that the committee was 

relegated to a mere role of analyzing the questions received and advising him of the best choice. 

He did not take advice of the said Committee. 

(m) He used his Secretary to type his political document “Malawi: Our Shared Vision” which we 

consider seditious and a private book with the title “One Africa One Destiny.” The publication of 

such political documents is contrary to both the Treaty and the staff rules and regulations. 

(n) He Secretary General incurred expenses during travel on official duties which are not provided 

for in the Staff and Financial Rules and Regulations. He was able to refund himself the expenses. 

 

4.5 Management reports for decision making 

COMESA has not yet put in place a formal management information system necessary for the generation 

of timely management reports. Management reports with up-to-date information for decision making are 

not available. For example, management accounts for the year ended 31 December 1996 have not yet been 

finalized. Monthly financial reports with adequate explanation of variances from budget are not available. 

This state of affairs could easily lead to unsupported and misguided decisions being made by management 

due to lack of necessary information. 

 

The Committee recommends that a management information system with the capability of producing 

monthly reports on timely basis should be implemented. The system should specify the type of reports to be 

produced and the distribution schedule. It is the view of the Committee that quarterly reports of COMESA 

should be produced and distributed to the Council. Similarly, the donors should be given quarterly reports 

of the programme they sponsor. This will keep the member states and the donors continually informed of 

the performance of COMESA. This will keep the member states and donors continually informed of the 

performance of COMESA. This will also generate member states and donor interest in the programmes of 

COMESA. 

 

The Council or its appointed representatives should meet quarterly to review the performance of COMESA. 
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The Secretary General should also ensure that the monthly reports are discussed and adopted by 

management.  

 

4.6 Role of the Committee on Administrative and Budgetary Matters 

The Committee on Administrative and Budgetary Matters has met seven times during the period under 

review to consider administrative and budgetary matters referred to it by the Secretary General. For this 

Committee to be effective, there is need to spell out, in details, its terms of reference. The membership of 

this Committee of this Committee should also  

 

be reviewed with the aim of enhancing its ability to discuss technical issues without any hindrance. This 

could mean giving the Committee authority to co-opt experts, at the expense of COMESA, to advise it on 

technical issues. The meetings of this Committee should be held quarterly. His will enable the Committee 

to review the performance of COMESA on a timely basis. 

 

4.7 Ministerial Advisory Board 

We have observed that while the Council meets as provided in the Treaty, there is lack of direct and active 

supervision of COMESA. For accountability and effective control and monitoring of COMESA activities, 

we propose the creation of a Ministerial Advisory Board operating on the basis of the Council delegated 

authority. The membership of the Board should not exceed ten to ensure effectiveness. The Board should 

exercise, among others, the following functions: 

 

(a) Supervision of the Secretariat an the Secretary General; 

(b) Advise the Council on all policy matters; 

(c)  Review budgets, programmes and projects prior to submissions to Council; 

(d) Supervise the work of Internal Auditors and External Auditors functions; 
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(e) Recommend external auditors and determine their fees, including ensuring their independence; 

(f) Review the policies and procedures in effect for the appointment of directors, managers and 

consultants. 

 

4.8 Role of Auditors 

4.8.1 Internal Auditors 

The role of internal auditors is to ensure that the internal control systems are incorporated in the 

management information system are continuously functioning as planned and any weaknesses or violations 

of the internal control system are promptly identified and reported to management for timely corrective 

action. 

 

COMESA up to 1994 had an internal audit section with two staff, headed by a qualified accountant with 

working experience in tax and audit areas. The Committee has confirmed, however, that the section did not 

have adequate tools, in the form of audit manuals, to enable it properly carry out its functions. Adequate 

working paper to support the work carried out in each area are not available. The reports issued by the 

section were not given the desired attention by the Secretary General. 

 

 

During 1994, however, the Secretary General closed down the internal audit section and transferred the 

staff to other sections without reference to the Council. The closure of the section meant weaknesses in and 

violations of the internal control system and could occur and go unnoticed. This exposure is too high for 

any organisation to accommodate. 

 

The Committee recommends that an effective internal audit section should be urgently reinstated with 

responsibilities of ensuring effective performance of the internal control systems. The section should be 

provided with adequate tools in terms of audit manuals and word processing facilities to enable it carry out 

its work. For better results, the head of this section should send his final reports to both the Chairman of the 

Council and the Secretary General. The possibility of contracting this service to an outside international 

professional firm could also be considered if it is cost effective. 
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4.8.2 External Auditors 

The Treaty requires the accounts of the Secretariat relating to each financial year to be prepared in 

accordance with international accounting standards and to be audited in the following year by external 

auditors. 

 

The Committee has observed that the Secretary General has not ensured that the external auditors submit 

their report to him not later than six months from the expiry of the financial year in accordance with the 

Treaty obligations. The excuse given by the Secretary General, as we understand from management, is that 

of lack of funds to pay the auditors. The Committee has, however, not come across any evidence to confirm 

whether the Secretary General cleared the issue of delaying the audit with the Council. 

 

The audits for the financial years ended 31 December 1995 and 1996 have not yet been concluded. The 

audit for the year ended 13 December 1994 was concluded in April, 1996. For COMESA to enjoy the 

benefits of the external audit, Council should ensure that the audits are carried out within the time frame 

specified by the Treaty. The best practice would be for the auditors to carry out the internal audit during the 

financial year and final audit immediately after the end of the financial year. This will enable management 

to implement recommendations made by the auditors on the systems of COMESA on a timely basis. 

 

Our discussions with the external auditors tend to confirm that proper audit planning, incorporating risk 

assessment and evaluation of the internal control systems, was not properly carried out. The auditors did 

not take into account the following material issues when executing the audit. 

 

 

(a) The auditors relied on management assurance that the fixed assets register was in existence. We have, 

however, confirmed that a complete fixed assets register does not exist. 

 

(b) Serious liquidity problems facing COMESA at the time of signing the report were not considered by 

the auditors. The disclosure of members’ contributions in arrears by way of a note to the accounts is 

not adequate. 
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(c) The contract between COMESA and KPMG Peat Marwick for audit services for 1994 accounts limits 

the audit to regular budget accounts containing finances from member states’ contributions, excluding 

project funds financed by co-operating partners, contrary to the provisions of the Treaty. This means 

therefore, the audit carried out did not comply with the provisions of the Treaty. 

 

(d) The unlimited authority of the Secretary General to incur expenditure was not considered as a 

material weakness in the system.  

 

(e) Provisions of the Treaty with regard to the financial rules and regulations ignored. The fact that no 

proper accounting system was in place did not bother the auditors. 

 

 

 

(f) Budget reallocation in the Secretary General office was intended to cover up over expenditure on the 

budget line of travel. This travel budget line was exclusively utilized by the Secretary General. 

 

(g) The auditors did not appreciate the provisions of the Treaty with regard to the responsibilities of the 

auditors. 

 

Our understanding s that external auditors should audit accounts relating to all the resources available to 

COMESA during a given financial year. Paragraph 4 of Article 166 provides that;   

 

“The resources of the budget shall be derived from annual contributions of the Member States and 

such other resources as may be determined by the Council…”  

 

In article 168, paragraph 3 defines other resources of the Secretariat to include such extra-budgetary 

resources as: 
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“grants, donations for projects and programmes and technical assistance……” 

 

Our understanding of the foregoing is that the budget and accounts for any given financial year must relate 

to resources available to the Secretariat from both Member States’ contributions and other resources. 

 

By limiting the audit of the 1994 accounts to regular budget accounts containing finances from Member 

States, and excluding project funds financed by co-operating partners, we find such audit incomplete and 

inconsistent with the spirit and letter of the Treaty and generally accepted audit standards. We further find 

that the contract with auditors to the extent that it is inconsistent with the provisions of the Treaty, is not 

binding to the organs o COMESA. 

 

We, therefore, recommend that the auditors should withdraw heir report and the accounts for the year 

ended 31 December 1994 and subject the same to another audit. 

 

4.9 Accounting System 

The responsibility of establishing detailed procedures in the form of operations manuals is entrusted with 

the Secretary General under the PTA Financial Rules and Regulations (1991 Edition). 

 

 

 

The Committee has established that the Secretary General has not taken any steps to establish an 

accounting system supported by operations manual. The current system is not complete and documented 

hence no reliable in ensuring that funds of COMESA are properly accounted for. Informal systems by their 

nature do not have all checks and balances built in hem, and therefore, they may easily be manipulated by 

staff for their personal benefit. 

 

Given the urgency of the matter the Committee recommends that the Council engages a firm of consultants 

to develop systems supported by operations manuals. The consultants should also be given the 
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responsibility of developing job descriptions for the sections in addition to training the staff in applying the 

systems. 

 

The current exercise of computerizing the processing of the accounts without a formal accounting system 

being in place should be abandoned. Management should first design information systems and a 

computerization programme for the whole organisation before embarking on the actual computerization of 

individual departments. The uncoordinated approach may prove very expensive to the organisation in the 

long-run. 

 

 

 

 

4.10 Assets Management 

The detailed procedures to ensure assets of the organisation are properly controlled and applied for the 

benefit of the organisation should be spelt out in the accounting system referred to above. 

 

The detailed procedures for proper assets management have not yet been established by management. It is 

important to point out that a good asset management system is only possible in an environment where good 

management information systems are operating. It is not possible to have good assets register for example 

without a good accounting system. This again emphasizes the issue that good systems should be put in 

place as soon as possible. 

 

4.11 Fixed Assets Register 

Management recently carried out a physical verification exercise of fixed assets o COMESA for insurance 

purpose without reconciling the results with the fixed assets written off in the accounts over the years. The 

result of the physical count cannot be relied upon without the reconciliation procedures being carried out.    

The policy to write off fixed assets in year of purchase should be reversed so that capital expenditure can be 

recognized in the balance sheet of the organisation. 
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We recommend that an assets register should be established incorporating all assets of COMESA including 

those financed by donors.    

 

4.12 Bank Reconciliation  

The bank reconciliation position of the various bank accounts is as follows: 

 

CITIBANK Zambia Ltd     Date reconciled  

 

COMESA-Project Account (USD)    31 December 1995 

COMESA-Secretariat Account (ZMK)   31 January 1997 

COMESA-Secretariat (USD)     31 December 1995 

 

The above reconciliations disclose the following unidentified debits on the bank statements: 

 

COMESA-Project Account (USD)   -      USD 1181.91 

COMESA-Secretariat Account (ZMK)  - ZMK 196,731.01 

COMESA-Secretariat (USD)    -    USD 14,358.29 

 

The two bank accounts have not been reconciled since 31 December 1995. The lack of monthly 

reconciliation on a timely basis exposes COMESA to the risk of fraud occurring and not being promptly 

detected. 

 

The Committee recommends that a system should be put in place as a matter of urgency to ensure that bank 

reconciliations are done o monthly basis and unidentified reconciling items are promptly investigated. 

 

 

 

 

4.13 Statement of affairs as at 31 December, 1996 

The unaudited statement of assets, liabilities and accumulated fund of COMESA as at 31 December 1996 is 

as follows: 
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UAPTA 

ACCUMULATED FUND  

 

Balance as at 1 January 1996     4,698,291.00 

Add: Excess of income over expenditure      977,025.00  

for 1996 

 

         5,675,316.00 

  

PRESENTED BY: 

 

COMESA HEADQUARTERS        339.591.00 

Capital-Work-In-Progress 

 

CURRENT ASSETS 

 

Loans and advances           12,819.00 

Members contributions      5,212,374.00 

Cash at bank          409,528.00 

 

         5,974,312.00 

 

 

 

 

 

 

CURRENT LIABILITIES 

 

Creditors        216,982.00 

Pre-paid contributions        37,014.00 

 

298,996.00 

 

 

NET ASSETS             5,675,316.00 
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The above statement discloses that outstanding members contributions of UAPTA 5.2 million account for 

87% of the assets of COMESA. The continued existence of COMESA, therefore depends on Member 

States’ paying the arrears. 

 

 

 

 

 

4.14 Budget and Development Strategy 

The Treaty in Article 173 required preparation and submission to the Council of a comprehensive and 

measurable implementation programme with clear targets. It was further expected that a time-table of 

implementation will be divided into stages to show a set of actions to be initiated and carried through 

concurrently. 

 

Our understanding of the Treaty provisions is that the objectives and undertaking of COMESA should be 

translated into action. The first step should be to develop and implement a Development Strategy aimed at 

enhancing the performance of the economies of the region individually and collectively through 

cooperative action. The priority arrears both short and long term should be clearly identified in the strategy 

in order to ensure maximum utilization of scarce resources. 

 

The strategy should also be flexible enough to accommodate changes which are taking place in the 

economies of the region and the rest of the world. 

 

The available strategy is that of PTA adopted in January 1992. This may not serve the current purpose due 

to the changes which have taken place since then. 
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The yearly budget, therefore, should be developed in the light of the approved development strategy. The 

budgets should be detailed enough to enable the users identify priority areas and the programmes to be 

implemented in the period. With a development strategy and detailed budgets in place, the member states 

and other interested parties will be in a position to evaluate the performance of COMESA. 

 

We recommend that Member States should be availed an opportunity to contribute their views on the 

budget especially with respect to programmes which will be implemented in their respective areas. This 

will ensure smooth implementation of the programmes of COMESA and create a sense of ownership by 

Member States. 

 

4.15 Records Management   

One of the objectives of COMESA as contained in the Treaty is the creation of enabling environment for 

investments in the region. This could be achieved through deliberate effort of management by ensuring that 

up-to-date information on the economy of each member state is readily available in COMESA Library. The 

information will be of interest to donors, investors and planners as he will no longer require to go to 

individual member states to gather the information. 

 

4.16 Library 

The library was established in 1991 with a few journals and donated books. Despite the limited financial 

resources, COMESA has made an effort to procure some basic reference books required for work in 

different programmes. The Committee understands that the library requirements are far from being met. 

Not all books and journals required for use in the library have been acquired. The library is headed by a 

qualified and experienced librarian with over ten years experience in the area. The librarian has no 

assistants due to financial constraints. This therefore means that the library is virtually closed when the 

librarian is out of office. 

 

To ensure that the available books and journals are properly controlled and easily accessed, the librarian is 

already in the process of implementing a computerized library management programme. The programme 
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will greatly ease identification and retrieval process of the books and journals in the library. The major 

problems facing this area are as follows: 

(a) Finance to procure additional reference books and journals for the library; 

(b) Recruitment of at last two qualified assistants to help the librarian; and 

(c) The current space is too small for both office and library. As a result, there are no facilities for 

reading. 

 

Given the importance of availability of information about Member States in one place, the Committee is of 

the view that the library should as a matter of urgency be allocated resources to carry out its work. 

 

With availability of resources, the librarian will be in a position t interlink with other national libraries in 

addition to travel to Member States to collect relevant books and journals for the library. No adequate 

information is currently available in the library on the economies of the member states.  

 

4.17 Registry 

COMESA has a registry which keeps track of incoming and outgoing correspondence. Letters dealing with 

policy issues are filed in the central registry while those relating to day-to-day operational issues are filed in 

the  

 

smaller registries established in each department or section. There are no procedures in place to ensure that 

all important correspondence and reports are kept in the registry. Reports are often issued without a copy 

being sent to the registry for safe custody. 

 

 

 

 

4.18 Document Security 
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Given the expected investment by COMESA in the library and registries, it is important for management to 

ensure that adequate procedures are in place to guarantee the security of documents. A policy relating to 

security of information should be designed and implemented The implementation of the policy will ensure 

that the information will be readily available when required by the users. 

 

4.19 Records disposal and retention policy 

In order to minimize the investment in the library and registries, it is important to ensure that only relevant 

and up-to-date information is kept. This requires a documents disposal and retention policy detailing the 

procedures to be followed in deciding which records should be retained or disposed of. The documents 

which could prove useful for future generations should be retained. 

 

The exchange programme with national libraries should be encouraged as it provides an avenue for 

disposal of records by COMESA without destroying them. This will enable COMESA to access the same 

information in the future in case the need arises.     

 

 

 

5 STATURE AND IMAGE OF 

COMESA 

 

5.1 Stature  

Under the Treaty of COMESA is accorded the status of an international organisation with a recognised 

legal personality and enjoys benefits and privileges under the Vienna Convention. The host agreement 

between the Government of the Republic of Zambia and COMESA is in the process of being concluded. 



REPORT OF THE SPECIAL COMMITTEE  
OF EMINENT PERSONS ON THE  
OPERATIONS OF COMESA 1992 TO-DATE 
 

 

 

LUSAKA, ZAMBIA                                                             4 MARCH 1997 

 

4

5 

COMESA as a legal successor of PTA is still enjoying privileges and immunities provided for in the host 

agreement between PTA and Government of Zambia. 

 

5.2 Office Accommodation 

5.2.1 Facilities at Lotti House 

The Secretariat is presently housed in Lotti House, a building owned by the State Lotteries Board of 

Zambia. The building has limited space to allow for future planned expansion programmes. Furthermore, 

the building has no parking, proper reception and other facilities which are necessary for efficient 

operations of an international organisation he building has remained uncompleted for a long time and has 

serious shortcomings like erratic water supply and faulty elevators. The building has already started 

showing signs of cracking due to poor workmanship.    

 

The Committee is of the view that the current accommodation facilities do not match the stature of 

COMESA as an international organisation. The option of acquiring or constructing own office/conference 

facilities should be vigorously followed-up. 

 

5.2.2 COMESA Headquarters Project 

In 1985 the Council decided that COMESA should build its own Headquarters in Lusaka. The Zambian 

Government generously donated ten acres of land for the purpose. The cost of the project at the time was 

estimated at US$6 million and was to be financed through Member States’ pledges. 

 

The status of Member States contributions to this project stands as follows: 

 

Country      Amount    

       UAPTA 

Burundi                    19.0914 

Comoros            940 

Zambia                    131,879 

Uganda                    150,131 

Sudan         83,333 

Mauritius       150,000 
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535,377 

 

The pledges not yet received are as follows: 

 

Country        Amount of pledge 

 

Zimbabwe       Z$3,000,000 

Tanzania         US$30,000 

Zambia        50% of the construction costs 

 

The office complex building designs, drawings and all aspects of technical work relating to architectural, 

structural, civil, electrical, mechanical and landscaping have been completed. The work so far done is 

valued at UAPTA 353,578. Construction work has not yet commenced due to lack of funds. 

 

The Committee is of the view that completion of the above project will go a long way in enhancing the 

stature of COMESA as an international institution and in solving the accommodation problems currently 

being faced. Given the financial constraints facing Member States, the Council should consider financing 

the building project through a combination of Member States’ pledges, donations and loans from 

international financial institutions. Member States will be in a position to service the loan through the 

savings made as a result of COMESA having its own office and conference  

 

facilities. This, however, assumes that Member States’ support to COMESA through prompt payment of 

contributions will improve. 

 

To ensure smooth implementation of the project, we recommend that a special committee with powers to 

mobilize funds and implement the project be formed. This Committee should report to the Chairman of the 

Authority. 
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5.3 Promotion of COMESA 

The success of COMESA depends very much on how Member States and the international community 

view its role. The Treaty clearly sets out the objectives and undertakings of COMESA as an institution to 

spearhead economic development of the region. What remains is for these noble objectives to be translated 

into action through the implementation of viable programmes. The success rate of the programmes will go 

a long way in enhancing the important role of the institution. 

 

COMESA should also take advantage of the missions to Member States and international organisations to 

drum up support for the organisation through conferences, seminars, interviews and discussions. 

 

COMESA should also take advantage of publications and the media to explain its objectives. Seminars of 

the media and press conferences should  

 

be held regularly. This will ensure informed and favourable coverage of COMESA by the press. 

 

As already discussed above, the establishment of a COMESA library with up-to-date information on the 

economies of the Member States and the rest of the world will go a long way in promoting the image of 

COMESA. The library will serve the interests of investors, Member States, economic planners, 

international donors and lending institutions. The establishment of a computerized databank containing 

carefully selected information on the economies of the region will be a welcome development. 
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6 OBSERVATIONS AND FINDINGS 

 

  6.1 (a) Observations 

We have set out, in detail, the treaty provisions governing the constitution of COMESA as a body 

corporate, the mandate of its various organs, and the Member States’ expectations as to how 

COMESA should function and be managed. We confirm that administrative and financial 

management of COMESA began to deteriorate with the arrival of the incumbent Secretary 

General. There is ample evidence of a vibrant institution and a team of professional and dedicated 

staff prior to his appointment. The vibrancy, level of professionalism and dedication have since 

continued to wane to the detriment of the aims and objectives of COMESA. 

 

His flagrant refusal to honour invitation to appear before the Committee and his breach of the 

conditions set out in a letter sending him on leave smacks of obstinacy and unparalled arrogance 

reminiscent of his bloated belief that he is at the level of Heads of State and Government and 

therefore, not subject to the decisions of the Council, whose Ministers he considers inferior to him. 

It is a mark of contempt and disrespect to the Committee’s appointing authority. 

 

 

(b) Dr Mutharika avers in his press reports dated 22nd January 1997 that as an appointee of the 

Authority, the Council has no mandate to act the way it did, and that he is not subject to the Staff 

Rules and Regulations.    
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We disagree with both propositions. He was appointed by the Authority as the chief executive 

officer of COMESA. He is subject to the policy directions and decisions o the Council in the 

exercise of its mandate under Article 9 (2) (a), (c) and (d) of the Treaty. H is bound by the 

decisions of the Council in accordance with Articles 9 (3) and 10 (4) of the Treaty. 

 

(c) We have come across documents and directives which the Secretary General has issued denying 

application of the staff rules and regulations to him.  

 

We disagree with this contention and find that paragraph 4 of his letter of appointment as Secretary General 

of the PTA dated 3rd May 1990expressly subjects him to the Staff Rules and Regulations of the PTA. We 

have noted that no letter appointing him as COMESA Secretary General has been made available to us. In 

its absence, we find that the original letter of appointment an his being subject to COMESA staff rules and 

regulations are proper and  

 

legal vide Articles 189 (2) and (4) of the COMESA Treaty which validate contractual obligations made 

under PTA as if they were made under COMESA and specifically provides that: 

 

“References to the Preferential Trade Area in any law or document shall on and after the appointed 

day be continued as references to the Common Market.” 

 

Article 189 (1) of COMESA Treaty defines “the appointed day” as the day upon the entry into force of the 

COMESA Treaty. This was on 8th December 1994. 

 

We are satisfied that Dr Mutharika’s original letter of appointment as PTA’s Secretary General which 

subjected him to the Staff Rules and Regulations of  

the PTA remains valid and legal in so far as COMESA is concerned by virtue of Article 189 (2) and (4) as 

aforesaid. 

 

(d) The Committee has noted glaring instances of mismanagement of the resources of COMESA by 

the Secretary General. There is outright misuse of funds on unproductive, irrelevant and unrelated 
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mission t COMESA’s aims and objectives. To facilitate such misuse, the Secretary General has 

dispensed with the internal audit section of the  

 

organisation and emasculated the external audit by illegally restricting its audit mandate. 

Substantial funds of the institution have been used to finance travel, accommodation and other 

expenses of the Secretary General’s missions. No reports exist to show the net benefit of these 

missions to COMESA. On the contrary, evidence exists that the bulk of the missions are to 

Malawi (his home) and Zimbabwe where his wife resides on their farm. COMESA funds these 

missions, which we have established are primarily in nature. 

 

(e) The Treaty requires the Council to make financial rules and regulations to govern COMESA 

Secretariat. Although it is expected that the Secretary General would initiate action to have drafts 

submitted to the Council for consideration, over two years sine the entry into force of the Treaty, 

COMESA has yet to prepare and make its own financial rules and regulations. In the 

circumstances, the institution continues to use the 1991 PTA Financial Rules and Regulations 

despite the changed circumstances over the years. The rules and regulations currently in use place 

a mandatory obligation on the Secretary General to:- 

 

“establish detailed procedures in order to ensure effective financial administration and budgetary 

control”.     

 

 

We have found that no system of internal controls exists at COMESA Secretariat. As a result, there are no 

operations manuals necessary for the effective financial and budgetary controls. Coupled with the absence 

of  

 

internal audit and ineffective and restricted external audit the Secretary General has misused the finances of 

COMESA with impunity. He has paid himself questionable expenses, he has given himself loans and 

advances, he has failed to retire imprest in time or at all despite the express provisions of the rules and 

regulations as they stand today. 

 



REPORT OF THE SPECIAL COMMITTEE  
OF EMINENT PERSONS ON THE  
OPERATIONS OF COMESA 1992 TO-DATE 
 

 

 

LUSAKA, ZAMBIA                                                             4 MARCH 1997 

 

5

1 

(f) Efficiency in the management and utilization of COMESA resources is lacking. The emphasis in 

resource utilization has shifted from COMESA’s core mission of project identification, appraisal 

and implementation to production of abstract reports and personal missions of the Secretary 

General. The style of management pursued by the Secretary General in the absence of a clear 

development strategy do not lend themselves to the development to an efficient resource 

management system.  

 

(g) There is no approved organisation structure for the institution. Coupled with the dictatorial and 

intolerant administrative style of the Secretary General, staff have bee frustrated to the point of 

apathy.  

 

(h) Key professionals have resigned as a result. Staff morale is at the lowest ebb to the extent that no 

meaningful work can be expected of them. Staff rules and regulations have been breached by the 

Secretary General with impunity and hefty rewards have been made to those prepared to tow his 

line. In addition to the foregoing, the Council decision restricting the tenure of services of 

management and professional staff to a two-year contract subject to a maximum of twelve years 

has created a feeling of insecurity among staff. The over centralization of decision making, 

authority and financial resource utilization in the secretary General’s office have further 

compounded the problems of the institution. 

 

We consider such state of affairs inappropriate for the effective administration and management of an 

international organisation. 

 

(i) The relations between COMESA and its institutions, and Member States are restrained because of 

the demeanor and arrogance of the Secretary General. He has created more misunderstanding and 

hatred in the institution and member States than he has made friends. 

 

(j) The Secretary General has usurped the power of the Council by prescribing travel allowances 

which have primarily benefited him contrary to the provisions of staff and financial rules and 

regulations. He has misused the Council by discreetly introducing amendments to the staff rules as 

to the implications of the amendments. We have observed that the amendments were designed to 

cede power from the Council to himself and were also an attempt to retroactively validate the 
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illegal increases he ordered. We have noted that his attention had been drawn to the illegality and 

he ignored the advice. 

 

(k) The bulk of policy decisions made by the Authority and the Council have not been implemented 

because they have received the Secretary General’s low priority. In addition he is hardly available 

to in motion machinery for implementation. Available statistics show that on the average, the 

Secretary General is available in the office for only 7 days in any given month. 

 

(l) COMESA also obtains funds from donor organisations to finance a number of its programmes. 

This is an area where deliberate effort in identifying and follow up on projects of interest to the 

donor community has not been taken seriously by management of COMESA.  Transparent 

environment to attract donors has not been created. There is ample evidence of annoying signs to 

the donors emanating from the Secretariat. 

 

 

 

(m) The COMESA Monetary Harmonization Programme has not been implemented at all. The 

apparent achievements in this field are due to  

 

the fortunate coincidence between the objectives of the COMESA programme and those of the 

IMF/World Bank structural adjustment programmes. 

 

The secretary General upon assuming office stated that the Monetary Harmonization Programme was over 

ambitious and unimplementable. As a result, he launched a crusade against the programme already adopted 

by the authority. 

 

The unfortunate and unjustifiable non implementation of this programme and the non staffing of the 

division which made it non functional constituted the break of linkage which was to exist between the 

Secretary General and other COMESA institution. 
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The above situation has seriously impeded the attainment of the objectives of the COMESA Monetary and 

Financial Cooperation Committee and the Committee of COMESA Board of Governors. 

 

 

(n) The PTA fertilizer plant projects were abandoned after 1991. Other projects that have stalled or 

died include the Multilateral Industrial Enterprises Charter (MIE), the Metallurgical Technology 

Centre, the Harmonization of Trade and Investment Codes, and the Federation of Chambers of 

Commerce and Industry (FCCI).   

 

The Secretary General wrongly advised the Council and the Authority that the above programmes could be 

meaningfully implemented by individual Member States and the Secretariat’s role would just be advisory 

and not to spearhead the programmes.       
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7 RECOMMENDATIONS 

              

(a)  The absence of a formal organisation structure for an institution such as COMESA has grave 

consequences on its ability and capacity to effectively discharge its mandate. 

 

 We recommend that an independent consultant be engaged to prepare an organisation structure 

with clear reporting relationships and job descriptions of established positions. 

 

 We further recommend that the two Assistant Secretaries General provide in the Treaty be 

engaged immediately. One of the two assistants should be in charge of operations and the other 

responsible for Finance and Administration to enable the secretary General to concentrate on 

policy coordination. 

 

(b) We recommend that a Ministerial advisory Committee be set up by Council to provide the linkage 

between the Council and the Secretariat. This Committee should meet as regularly as possible and 

at least quarterly to monitor the operations of COMESA. The  

 

 

Committee should be chaired by the Chairman of the Council, and the membership should not 

exceed 10 for effectiveness.  

 

(c) At present the Treaty provisions enable the Secretary General to report to both the Authority and 

the Council of Ministers. The dual reporting relationship has enabled the Secretary General to, not 

only ignore but also bypass the Council on major decisions. 

 

We recommend that the Secretary General should be responsible and report to the Council on all 

matters affecting the management of COMESA. He should report to and clear with the Chairman 

of the Council any decisions that have policy/financial implications. 
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In view of the foregoing, the Chairman of the Council should, on behalf of the Council exercise 

clear functions designed to ensure effective monitoring of the affairs of COMESA. 

 

(d) There is no formal accounting system incorporating effective internal controls. As a result, the 

Secretary General has been able to abuse his power by misusing resources of the institution.  

 

  

We recommend that the Council should engage an independent firm of consultants to develop 

systems supported by operations manuals.  

 

 We further recommend that an effective internal audit should be reinstated. The final internal audit 

reports should be submitted to both the Secretary General and Chairman of the Council. 

 

(e) By limiting external audit to finances from Member States to the exclusion of other resources 

available to COMESA, the Secretary General has effectively curtailed the role of External 

Auditors as spelt out in the Treaty. The 1994 audit by external auditors is flawed in several key 

areas to the extent that it does not meet the international standards of such an exercise. 

  

 We recommend that the external auditors should withdraw their report on the accounts for the year 

ended 31
st
 December 1994 because the audit did not address material issues and was not carried 

out in accordance with the provisions of the Treaty and generally accepted auditing standards. The 

1994 accounts should therefore re-audited. 
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We further recommend that external audit function be re-advertised to cover Treaty requirements 

and be awarded by Council to a reputable international audit firm. The Council should award the 

tender from a short-list of three firms submitted to it. 

 

(f) COMESA does not have a development strategy as envisaged in the Treaty. As a result, annual 

budgets submitted to Council for approval are not focused.  

  

We recommend that a development strategy be developed either internally or by an external 

professional body. 

 

 (g) The proper image and stature of COMESA is wanting. 

 

We recommend that COMESA immediately acquires accommodation facilities consistent with its 

stature as an international organisation. 

 

In the meantime, efforts be made to construct the envisaged headquarters of the institution. 

Towards this end, we recommend that a Special Committee with powered to mobilize funds and 

implement  

 

 

the project should be established by the Authority. The Committee should be chaired by the 

Chairman of the Authority. 

 

(h) in view of the management style pursued by the Secretary General, his inability to mould and 

motivate a dedicated management team, his flagrant and frequent breaches of the provisions of the 

Treaty, the Staff and Financial Rules and Regulations, his misuse of funds and office and in view of 

the spite demonstrated to the decisions of the Council and the breach of the conditions of the 

compulsory leave, the Committee recommends that the services of the Secretary General be 

terminated forthwith as he lacks vision to take COMESA in the next century.         
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We append our signatures hereunder 

 

 

 

 

 

 

 

 

 

Emmanuel Maposa Hachipuka (Zambia) 

Chairman 

 

Members: 

John Muhaise-Bikalemesa (Uganda) 

 

 

Dan Ameyo (Kenya) 

 

 

Jean-Jacques Mambe N’gala Masseke (Zaire) 

 

 

Phibian Mashingaidze (Zimbabwe) 
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Date: 3rd march, 1997 

 

Lusaka, Zambia 

 

 


