
" - August 17, 1972
 

ACTION MEMOPA,uNDUM FOR THE DEPUTY ADMINISTPATOR
 

THRU: EXSEC ,n,,/f,
 

FROM: Robert Hu~af1 Chairman of Ad 
 Hoc Task Force 

SUBJECT: USAID Role and Style in 
a Reorganized AID
 

Problem: 
 To arrange expeditious clearance 
 )roposed
message, 
to the field on the 
above subject.
 

Discussion: 
 The Ad 
Joc Task Force of MIe!srs.
"utterfied, Fische , Harrison, 
Benz,


and myself h ave reviewed
the pertinent papers 
on a reorganized AID that 
concernthe role, style, and structure 
of the USAID. Based on
these studies, we have prepared the attached draft message. 
We have concluded that, despite its length, the messageshould go as a cable in order to save time and to assurethat all missions receive it simultaneously. 11- isattached as Tab B.
 

We recoiw.mcnd that t-e message be 
 specifically addressedto the Abassador as well as the USAID Directo.. or AIDRepr-sentative in order to oncc.ilrage a policy-level responseiFor the convenience of the Ambassador, the messagesummarizes previous information on the reform sent inother melossages, which are cross- referenced.
 

The Task also
orce propcses that two detailed documentswhich are not yet official be pouched tc the field inorder to give f'liss ions a more concrete idea of what ismeant by project inoni toring and collaborative style andin order to get comments before policy statements on theses-bjects are issued. One of these documents isslightly revised a vers ion of the "Report of the ProjectMonL toring Iles outces Group" (Benz group) which you haveseen. Ihe other document is a proposed statement :)n the"Roles of Cooperating Countries, AiD and Intermediariesin the Planning.. Implementationl and "ivaluation ofTechnical and Other fen-Capital A'ssistance." It wasprepared by the Progrm Ev,;aluatoion Commi ttce and wasreviewed and pprovcd by the 1'Working Group on Instrumentsfor increaseod Use of Noi-Goverinment Organizations. (Levick
group). These papers are 
under Tab C, which is typed as
 
an airgram.
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In view of the urgency, the Task Force has not attempted 
to clear the draft cable nor the air~ram with the Bureaus 
and offices represented on the Administeator's Advisory
Council. If you approve the messagcs, we suggest either 
of the following options: 

1. 	That you sign them for transmittal to the
 
field; or
 

2. 	That the messages be xeroxed and sent to the
 
addressees shown on the attached memorandum 
from you (Tab A) with a request for comments 
by a stated date. 

Recommendation: That you select one of tne options given
a-oVe or such variation as you may desire. 

OPTION 1. Yes No
 
OPTION 2. Yes No
 

VARIATION:
 



DEPARTMENT OF STATE 
AGENCY FOR INTERNATIONAL DEVELOPMENT 

WASHINGTON, D. C. 20523 

THE 
OFFICE OF 
ADMINISTRATOR 

MEMORANDUM FOR: 	 AA/SER, Mr. James F. Campbell 
AA/PPC, M4r. Philip Birnbaum 
AA/TA, 1r. Joel Bernstein
 
kA/PIIA, 14r. Jarold A. Keiffer 
AA/ASIA, Ir. Donald G. MacDonald 
AA/AFR, Mr. Samuel C. Adams, Jr. 
AA/LA, Mlr. Hlerman KleineCO/SA, M. Roderic L. O'Connor 

GC, Mr. Arthur Z. Gardiner, Jr. 
AG, Mr. Edward F. Tennant 
OLA, Mr. Matthew J. Harvey 
OPA, Mr. Clinton F. Wheeler 

SUBJECT: USAID Role and Style in a Reorganized AID
 

The Ad Hoc Task Force which I appointed on the above 
subject has prepared a draft cable to the field (Tab A). 
Your clearance or comment i's requested by August 

The Task Force also proposes that two additional documents 
be pouched to the field. Those are attached to an 
airgram undcr Tab B. They would go to provide more 
background for the field and to elicit comments. Both 
are the products of special groups or committees. Neither 
is yet official. You are not asked to clear these papers 
specifically, merely to indicate whether you are willing 
to have them transmitted. 

Maurice J. Williams
 
Deputy Administrator
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SUBJECT'USAID Role, Style, and Structure 

REFERENCE

1, This message sumarizes key elements of reform of economic 

assistance program; suggests some implications for USAID role, style, 

structure and for USAID-AID/w relationships; and invites comments.. 

2. Previous conmiunications on reform include "Transition Planning 
for Technical Assistance" from Dbputy Administrator February 16, 1971; 
Administrator's Memormduim of January 24, 1972 on 'Reform of the U.S. 

Economic Assistance Program,"Reform Plan of February 1, 1972, and 
AIDTO Circ A-.543 'Develoiment Planning Guidance FY 1974"-- April 15, 1972. 
Regions and Missions have also exchanged messages and had direct 

, consultations.
 

3. During past 18 months, most AID missions have adjusted content 

DRAFTED $// OFFICE 

"LT ubbol: 11956, I PPC/P1 
AAND 0711CR CLI.AfANCESAdHoc Task Force on USAJD Role 

PHONE NO.1 DATE APPROVED SYS 

/1 7,/72 [ hn A -_. b A'AT 
PA(.E PAG ESand Style in a Reorganized AIDAG/OS: JSBenz (draft) AA/TA: Slutterficld (draft) 
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and character of programs and substantially rcduced direct hire staff. 

Sonic have also changed style anid stncture correspondingly. hile 

USAII)s will continue to slimi down as progrmn concentration continues, 

Y 1973-74 reductions will be more apparent in AID/I, as result consoli

dation program support functions. 'ierefore this message deals more 

with future KMI] mode cf operation and structure than with further 

reduction of >issign staff. Follo ,%in,, paragraplis were drafted 

prinacipally with development assistance USAIDs in mind. They have 

relevance, however, to supporting assistance USAII)s, whose coments are 

invited. 

ELIllZTYS OF Tr]OPj 

4. In recent years, economic assistance has been thoroughly 

reexaminod in order to adjust to changing needs,relationships, and 

attitudes -- and our chan.,i ug perceptions. During past year, AID 

itself a s.u..ed le;dership in stating out policies for 1970's. It 

also dcciled or::aWni ationi 1 and operationa1 changes to facilitate 

achi~eecnt n 1i olj cx: -i VeS.. 

5. Our ovcrr'i ing concc, r is wit,- 1 lic htumann needs of people in 

d'cvlooping ccun tric s: usrculWIm ','N'oy'ent aMid cducation/training to 

1e1) asstR it, ,Md h,,alth an.1 Nod that supp-orts it, children who 

arc xnant.d zad a:;MIcd uI liv i ,, cclxd it iolM; coirV i stent with htman 

dignity 'n. we helc'cn efrorts toar'd these basic necds contribute to 

UNCIAS.S I 11:I) 
CLI : .11 ;,A I -r 

Pr TEUD 5.GD1AIM.n-13A t1.,1G7) 
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long-term US international interests: self-reliant societies in.the 
developing world, expanding world economy withi increased trade and 
access to resources for benefit of all, improved prospects for world
 

peace.
 

6. Agency's reform emphasizes: 

a. More collaborative style of assistance which recognizes that 

people of developing countries are at center of devclopment 

and that inten tjoril development assistance institutions are
assmin,, inc reisiii role. 

b. Reduced US gover.Imnt presence and profile overseas. 

c. Increased participat ion in planning and evaluation as ,well as 
implementat iil b- US private professionp,1, business, educational, 

non profit, and voluntary organizations. Special attention to 
finding fresh ways of relat in- innovative, creative and 

koiowl edgcaol c' U.S. individoLals aMd institutions to developing 

ccntnllly individuals and institutions in joint problem-solving 

efforts. 

d. Concentration on a few key iuuwn problems to whose solution 

U.S. c', b-jri. special ':o: pet:cce and sufficient ;Iss of 
talent and rsorccuyc to -n; s" ii iFcant contribution. 

e. 'oad{.,ncd a-i ilc-a ion of tools ,Fscc tor anah'-,is md progrmning 

for ;t1chi prol.lc .; as food pUcohction aid marrketing, education, 

health, and popukiation. 

LJ CL.\SS IvY I 
SLA I' AT I o N 

P INTED B.62 
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f. Better integration of technical, capital and food assistance.
 

g. Increased emphasis on careful innovation, using targeted
 

research, pilot field tests and infonutiod networks to 

apply scicco arid teciumology. 

7. 	 AID/IV reorgani zation to enhance its 	program support capacity includes: 

a. 	 Establishing Bureau for Population and Purmnnitarian Assistance 

(AA/P1IL with centralized population office, strengthened capa

bility to respond to needs of disaster victims, and imiproved 

relati ]laships v'With vohrntary organizations, cooperatives 

and other private associations. 

b. 	 1stallishinutBurcoau of Supporting Assistance (CO/SA) with 

principal shiiigton rcsponsibility for AID programs in 

Vietna, CamIbodia, Laos, hailand, Jordan, Israel and ,.hlta. 

c. Rcoigani.zin. roegioniil bureaus to strengthen sector analysis 

and 	 prOp.rm ng capabilities aid to assure effective 

integration of pro ram, loan and technical staffs. Regional 

burxiau]; aNdl TAP wor1ing together arc to provide best available 

technical talent. 

d. 	 'ihrou',h 'lchnical A.;sistarIce }tur0u (TAB) leadership, strengthen 

All)'s cazlpcitv to help ],LIKs find aniswers to critica l development 

probl eiis 1\' incre sed app] i d research and by new forms of 

institutiun 1uildii iii ijicMJin, I1nks among strengthened LDC 

institUtiMs, U.S. publlic a11nd pr ivatc institutions and 

CLA' ,5I ICATIONl 

AD.S.13A (1-67) 
I6 D 5.69
 

PRY C
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international research centers.
 

e. 	 Establishing Bureau for Program and ianagement Services 

(AA/SER), w.hich consolidated all engineering, contracting, 

procurement, personnel and administrative services previously 

perfoniicd separately by AID/' Bureaus and Offices. (Details 

on AM/SER organization and its expected impact on field were con

tained in July 21, 1972 letter from James F. Campbell to
 

Mission 1)1 rectors). 

f. 	Strengthening burea for Program and Policy Coordination 

(1I1,) by transfer to IPC of budget and evaluation staffs, 

creation of a Dc-velopm0ent Prooram Review Office integrating 

capital and technical assistance review, reorganized offices 

for internitionnl assistance coordination and for policy 

analysis. 

g. Lstabl)ishing Adinistrator's Advisor), Council for regular 

consideration of key policies and Project Approval Committee 

under leadership of D)eputy Adinistrator for consideration of 

selected projects aiid 	 iss;ues having general applicability. 

.'I'PLIlcTIONS fOR MIISSIO'N 

8. 	Implications of fore:oinn, for field i.Isions will vary according 

to 	stare of ,.eveop::,nt, nition:il 
values and attitudes, political 

and pw'c I u,,I, t;ct ors oF country Where you work. Personal 

relationships can 	 also influence development assistance relationships. 
.,2I.' 

.1,
'. 
 , ,ot4TLI 
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Nevertheless AID reform does imply a new set of norms for role, style 

and structure of field missions and for their relationships with AID/W. 

9. Role. In past, AID often played direct active role in LDC 

policy formulation, priority selection, program planning and project 

execution. This type of role has produced important results, but its 

pate-nalism impingos on increasing LDC sensitivity about national sover

eignty. Mbst encouraging aspect of development performance in the 

sixties which brings optimi sin about future was elergence of corps of 

modern and dedicated LDC pnmners, technicians, managers. Prior to their 

cmergence, AID activism justified by absence of alternatives. Now 

that alternatives exist, AID is .shifting to a collaborative role. 

10. Similarly, within agreed project purpose and scope, AID is 

encouraging 1ore innovative and self-reliant rolm and more responsibility 

for US institutional talcat centers and more direct problem-solving 

linHks betwcen IS amnd LUG professionals. Traditional directive role 

of U.I\ID re AID contractors or grantees is evolving toward increasing 

disenagcicnt. 

11. The continuing reduction of direct hire field staffs reinforces 

above trends and ]akes imperative rcassessment of what field 

rcpresentatives can ost productively do. Increasingly, role should 

consist of folo'..'ina four FunctiAns: 

a. Advisor/Counselor. Direct hire personel are unlikely to 
UXCI ASSIP IDf 

CLAIaH1 ICATION 

AID5.IS-A (12.07) k rD u.e1 
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provide operational technical advice as in past, but mission 

leadership and sector generalists can be useful disinterested
 

source of advice and judgmcnt on key development problems,
 

opportumities and talent. AID's R and D actiVities, experience
 

in other countries, and access to variety of public and
 

private institutions make it important source of advice and
 

channel for inmovation, particularly for analysis and planning
 

in sectors selccted for concentration of AID resources. Field 

staff can also play role of talent-broker, putting IDC's in 

toth w.ith centrally-funded or other professional talent working 

on preblms outside areas of local AID concentration. 

Similarly, staff i%.ll need to keep LDC's informed of opportunities 

to draw from and contribute to global knowledge banlds emerging 

as part of international R & D networks. 
b. Financier. MY January 24 mermoranduii said, "Increasingly,
 

A.I.D. 's role will be to plan development progrmns, to help 

fund private organizations to design and execute development 

activities in collaboration i.i th experts and institutions in 

the devclopiwn country and AIl), and then to monitor the progress 

resiults.''lnd "lhe nonrml steps leading to a decision to finance 

will b", as foll.o.',.: 

(1) study cooperatiig country development plans and priorities 

(2) identify priorities of other devrelopment assistance donors 

IJNIA.SI I']1h1 

CLA-II I ICA].lohl
 
A II:).0.I3 4 (12-67 ) RI* 5IS.69 
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(3) select one or more (depending on such factors as degree 

of self-help, importance of country to US) sectors concerned 

with basic hunan needs for AID concentration 

(4) collaborate with country on sector analysis, program 

planning, and project fomiulation. (Often using outside 

exports for temporary help) 

(5) prepare documenCtation for AID financial decisions. 

c. Monitor. In the past, USAIDs literally managed many technical 

assistance and loan projects wil direct hire personnel; in 

the future, we will monitor them. If we do not manage, we 

will not need project ]inagers. We will need project 

officers to enable AID to exercise prudent oversight of 

All) resources arnd to evaluate progress in order to determine 

next steps, as well as to advise on project design. Monitoring 

function serves interests of both cooperating country and US. 

(Two detailed discussions of imlications of collaborative 

style for monitoring are being pouched separately to elicit 

field co.ilient.) 

d. Coliabortstor with Other Donors. Since AID involvement will be 

more selective2, wc must build more efficient and deeper 

working relationships with multilateral and other bilateral 

donors. All) field personnel should cncourae cooperating 

country and lN or other international organization to take 

UNCLASS TIFIlED 
CLA,!lAIICAI IiON 

PRINTED l.ElISAIO.V.IS-A (12.O7) 
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lead in coordination, but we must put in considerable liaison
 

effort.
 

Changing Mission role outlined above is most clearly seen in its impli

catiors for principal AID representative and his immediate staff. They 

will be less responsible for program management and will devote more 

attention and time to collaborating with host country colleagues in putting 

together sector analysis or project design teams, to project monitoring, 

to advising on development strategy and AID resources, to coordination 

with other donors, and to keeping AID/l informed. 

12. Style. Image wo wish to project is that of unobtrusive, highly 

professional agency which toresponds developing country interests in 

basic humian problems by bringing to bear highest quality resources 

US has to offer. Talent broker function should dominate our style. 

Decisions on strategy should be made by developing country. Large 

bulk of substIttive .ork sliotlcdd be performed by non-government organi

zations or pri rticip'ItJg agencies, including the important element of 

being partner in p]ann.iiig and cvalu,-ting as well as Irlanaging. 

Concentl i tcd pro' e.,c Jude.; should small. target-of-opportunity, short

duration proj:cLs. projects carefully plannedp'i for life-of-project 

fiuding patterns, ]ess )] ue-printing, reporting and aniual negotiating 

should he necessar,.-. Direct hire AI) per';onnel should be principally 
co-cevnied 1.'1i Lb ,,j) stra teg ajd ,'ith ha lIOtS and constructive 

relation:-',ips 5c-6-ce.1,n cooperating country and non-goverrmient or PAMAIJ C.A S J:'"j - . -.... / 
CI.A:.,11 ICAION KV

AID-.I3A (12-C7) 
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organizations, however funded. Field representatives should continually 

seek opportunities to remove themselves from direct involvement in 
program design and execution and to promote solid working arrangements 

betwcen US and cooperating country talent through such devices as 
Institutional Development Agreement (new type of partnership agreement 
to replace ordinary university contracts), participation in international 

R &D networks, lom-financed technical assistance, country contracts 

(to which LDC and non-goverrinent organization are signator-cs), and 

block grants (broad purpose grants which IDC administers). 

(An AID/ki T'Workjno Group has recently drafted improved policy statements, 

procedures, and legal instr cnts for country contracts and grants. 

Series of instructions will shortly be forthcoming). 

13. Field-Ajd/l',' olationsoips. Rcforms put more responsibility 

in AID/1'," because of desire for lower profile in field, ofuse 

specialists who cannot be regular members of field staffs, necessity 

for AfD/k' negotiation with headquarters of intermiediaries and 

other donors. 'lhlese chai),es iill require even closer headquarters

field relationships than he,'etofore, with lore frequent travel in 
both directions, renici] ,ncetino,,n written dialogue. At same time, 
AlD/;',: has obii>xit ion to prov'ide better service field.to Toiis has 

been hey cons iderali on in various ele.ments of reform )lan, e.g. 

consol.i dated 1-Zogram1 and ranage.lCent st1 ))ort, improved hnowlod0e 

resources throu,,h research and 211 (d) grants, devising new contract 
...I [,.L\C A-]S I] !i El ). -.... 

C L A 5I IC A T IO Il 

AIOU.13A (I.671 
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and grant instrnnents, and arrangements through basic ordering 

agreements or indefinite quantity contracts by P1IA, TAB, ENGR and PPC 

for rapid mobilization of expert TDY help. 

14. AID Field Strcture. It is clear from foregoing that traditional 

AID style of overseas operations is changing at an acc [erating rate. 

Also clear that for foreseeable future AID has vital nced to continue 

overseas arms -- USAIDs, regional or other field offices. Changes in 

structure shouldd not come through happenstance and initiative in their 

plaming should be in field where reservoir of expertisle on overseas 

operations and greatest hcowledge of host country resides. No unique 

size or structure for direct hire persoiuiel is being prescribed and 

field will have flexibility to adjust to needs of individual country 

programs. Obviously structure should be compact, with little layering 

and overhead. USAILs need to assess the validity of each non-operational 

posit.ion. Integration of loan and technical assistance should be 

sought. Some functions decreaso or disappear: e.g. logistics, 

maa (lctc:intation, techn-ical advice.nngement, Others continue or become 

more m' rt-ant:: e.g. arranging for sector analyses, collaborative 

discussions of p'o ?ram stratc.y, advice on project design, talent

brokera.,.e, ioni to r.in,- ,nd evaluation, coordination with other donors. 

ACHION 

15. Missions should coii 'ent on foreco:i.v, by cable within 30 days. 

AIO.U.1SA (IZ.C7) CLA.&jI IC /'-G7 
PRIN14%.8.I 
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Task Force on .3.ID lRole and Stcyl' 1 si.u:nrize for me and my 

Advisory Counci your concerns md proposals and prepare policy paper 

'"
.
for discuss.ion by Council and ,hen issuance to field as guide for 

future action 

16. Mission coi:2;l.nts should deal with practicality of foregoing 

concepts for local circu::nstances. 'lhat is required now at fiel.d 

2levol to vaV this n,"..' stvle xcrL? Jn vour ,dnutltIions to date such 

as si Ctir,, IV( 2.: 


llinJdiHL procI.s , US C' I III hJii, ., 


, i( J1:l 1.2' ilS,' to !%olh tori ,.5, 1 s entril jzation of 

t' rc' i -,C o1 i!t(2fL'-CIj.arics, 
V.ht Li ad ,I plol) 1ca-s ;2:' \CS C, ScQ-unt c'cJ." CC Id( v 'h.It patc, ,i>,. 

evoltit ion; I rv promc . . :1:c? lt di "dcrit in i:;-Ol" Llro,stil 


procdjulx', anc1 1in1ds of ]orsomclC 
(do on fo.resce to adihpt to 

for:e.',o.in,- con:cepts? Our iitcres t Ierc is not in analysis of positions, 

dolIar siz of priri::. nOr projcvt lists but in general trends and 

prohi C!"S you aLticipat{), 

C.-I. I: l) ]TO iST 1"l.'.' 
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DEPARTMENT OF STATE 

AGENCY FOk INTERNATIONAL DEVELOPMENT 

August 17, 1972 

TO: DAA/A, Hr. Williams 

1Ihury: 

We are aware of your stress that A.I.D. 
should consider itself as the financial 
"tint.enediar"'' and that this airgra-n uses 
the ','ord in its old sense. 

I have groc 101' f new term: 

"'Non-go\'c rnncnt oini zti ons"' does 
not lit a ,cotext that includes . 
I'ASAs and Sta t;? goverliment agcncics. 

Ihp] c:,',t.i i , n t"' r ",\ct ion 
Ajent," whic S h:c ecen ised in the 
past, r;lvc dntxIll !" hcludnd d-anning 
and ovaliat on inctioi.; 

"Contractor"' does not: cover grartees. 

If YOU have a 1C31-1, we can e-siy 
sub'stitute it t.hreun}out. 

Robert L. Ilubbell 
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FIRC, AID/Las hin g t on,,i 1;e ference
FRM- I/bah o " AIDTO CIRCSUBJECT- USAID Role, Style, and Structure No. will be

,Rol, Styleadded before 
RF C-sup'oliedENCE going out wheiLby 

Cable Room, 

?aragraph 11 of the reference cable stated that two detaileddiscussions of the iimplications of the collaborative sty,'e forMo;i tori.ng erc being; pouch-d separately. They are attached ,to
this airgra.:i. 

*Attach,.ent A c:n "Project ioaitoring, FY 1973" was the result 
, "r.. rthea )p,2Ci... 1Esources Group which vas appointed byO1 Jeeput- Awu,,,inistrator and which included representatives of 

S,Il Bureaus. 

I\tachic t o e..oilting Countries, AID andint..reui 8ris in the Li. ::.i.;,, ;;plcmentation and Evaluation , fof Techic a:d Ch.2' cc . ;, Assistance" was prepared byhe P ora,.ih io .:ua U:: ='cL .",'.aid teas reviewed by,,a V,,u.d.ng +, 
Group oni 1nst-"',!crfcnts fcr tUse of Non- Gov-rnment.
jOrgoaza.-,+ (v.'vose' cr', ,'s ":<*.ntioned in paragraph 12 of the
reference cable). 

U'huoth .; ,..c:,ts ru,. f:om carefull. work by senior officers1r) r 0e0, k1 v"s > c1 IAL-' A, gency. They are consistent
.ith ofe1i rhsos thC Ay.ccv ro forn Hoever, neither paper has 

..... 
:nn 

sd,s.ro to co"sid r theo !.ne-al ideas of both paperst4ty)' prci)nre tIhe .r cc],b1e responses to the reference c-75le, 

L..:c SeptcL :,r 'fcy i are' aSO requested to send in detailed 

1,"rrfr,s7 ', oO 

i~Lih.bbe1:.;.> IQ'F! -29586i 8/.14/72 IJohn A. Hannah, A/A Il) 

,Al\ :wc\ '] :Forc o :1 P.ole and Style in a ,eoroanized AID
;/.\:,S~nz.AA/L+\: .Uarrisonfl(d1') itH' :T1' rficd[[7Vy'-)t.., t_ .', .>_1t__[ (' (raft)raSE iIFJ ', ,, . .' ,-.
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ATTACHMENT A 

PROJECT NONITORING, FY 1973 

The Adinistrator circulated on January 24, 1972 his "Reformof U.S. 'Ecoloinic Assistance Progran."guidcelincs for A..D,'s future 
The paper provides the 

course. The specific proposals.. -reor ani-z ation in-the-pa-er refer-primarily to AID/W, but thegeneral principles outlined obviously set the tone anddirecticin for th USAID. Jn describing the Agency's policyfor the future, the paper states:
 

"Increasingly, A.I.D.Is 
 role will be to plandevelopi ent programs, to help fund private organizationsto desin and execute development activities incollaboration with experts and institutions in thedeveloping, country and A.I.1)., then to monitor the
P rn rcs '2!d the results."
 
US1.1I's The overseas ir'ple; zntin; 
 arms of the Agency. ThepI-ip-ic.c::,tin: tes :re the projects, both loan and
cyrI.TIt 0io-, IOSc 1t pro JeC tstc thAo.s of 

a r : a-ed is, therefore , tie key
t111 style operations. Effective operation?Icid j'*(ri,1drn ofthlo~ro' dQum-sient e i ci
p~l n: in- st ,a es to 

rrnaging from the inceptional''rjet:,fi i. trnil'.1 evaluation. T,lS" paper,p

"1roject o or ,FY 1973,"
of is a slightly revised version:rittena v,-r inthe fall oft 1971 as "A Report on theProject '"nt-i- esources Group": that paper received very,limited circulation.
 

The foIcwv~ir~' 
 specific prci:ises were adopted for that paper and
continue to rpply in this paper:
 

T'0.e 
 Iill. ) some, DIthoul. li]i ted, direct-hire A.I.D, fpresence in most count ries5 t;hcre A. I.1). has an active 
p ro g ra:' to dl/.
 

I').vese
wi . , howeer, coiltinue 1o sli down the size of
['Cs overI'seZI; z;tif.. 

- fhe oractico of iri, le :-ntina projects through intermediarieswii H accelernce; dI rect-hi-re imp] ementers will toceaseexJ ;t. 

AiD'Z: 9A (9i :,I#::5 ,:,..:4: ,..:- tfN(:LA Si *, ld.' PIF1""lJ,IA :AI1 , :-: " ,Z' '-y-N!;.:., PIhI£ .8 :i; 
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-Anl AUmrican diroct~hire emnployee ,,,ill be assigned toeach project (in some cases, it mnight be two or w~oreprojects) to overiso., assure successful irnl iolntationl,aIni prozect Ancrican interests. :Norm~ally, this willbe a ,ission project officer supported by an AID/.
back -u. 

-Use theof th, Borrower/Grantee techinique in which 
-cooperating country rather than A. I.1). contracts with ' the intoermediary+ + b, (institutions, private contractors,A+ h o nt .1^Getc.) wrill grow. 

- ezinfitiatives5 andl project mana-gement will be the
rcs.00osibility of the host cointry. 

A sen' - s OOto: Traditionally', tfie overseas direct
for a- proio-ct has boon called'nrojo rLn an!er. " A.i.D. and its thepioedccssor agencies have


Spaidj lip scrvlicc 
 to thec concept thac-t Technical Assistance 
pro cots woro coopo rating country projecots an,-Ld that the countrymana-rreci the )rojnct. All too often, this has not been thecase.ProjoCctst . 'it e will1' fl. quontly0:,grow.l-.been a reslp fAeiao l r . Bu , ii ti'ati ye and vnArcn has managed t.1e project from itsinception to trninil eval-ltion. Tile ne style calls for the 

CO~or~L~;country 
o, 

to illitia t0 arind mngo proj ect; inthrL -Cdevelopmont

-h e :-,Asion officor responsible for the project under 


of- its o S effo 42t. 
thoseconditions cminot be said to "manage the project. Hispripary Functions oversee ssur the effective useof the
 

UJ.S. rpsoirces bimno'.Pended
2 ointhe project and to beeof teil proretss or lac! of progress of the total
pro*eoct. 'cut ''pyojocttra monitor is closer to what we
 
th7- in 
rcurtZut o of the unst s is to alrt or warn 

a Nr,, rini s nn10 LrISet urveiect and thatis net recise.ly is the lulVCr the conocptcs Ofhc-03t ceo:lisrv fn1 iin mot -rx ritiolys.i i .it -s . The more 
p re .rabi. .e: oii oinr, usedt in this paperp l : rice ccrp th p erojc - tout the ovrtons 

))Ipi c i er cJ. , rajci an leir, ormonitr. , It alsohase n a(Ijecv "tII t t n pro .ioc. officer li tho ficld
Cani olato to is COneri a t ataehe project e in AID/.
Thisepio rt ontti ue'ion '
o l1 )he m.:stolitor, ill o0conito CXJn)otbi lcl i sa'1 1.th
 

UJNC LASS I F 1,I 
inoredo:te Ti()~fas rI. r~ -ac.NUof
6-Pt 

http:recise.ly


CUT!. .!crxmove pro-tector 5!! befre tyg w rece when tyed 
.
 

MCGREGOR BWUNE. INC.. WASHINGTON, D.C. o001o 

CONTINUATION! 
Pos f~. . ... ICLASSIIC ATIONPAG ____....__.. PAGESUNCLASSIFIED 5 o0F 28 

PART II. CONCENTRATION ON TECHNICAL ASSISTANCE PROJECTS
 
!"The major thru.st of this paper 
is the consideration of the

problems involved in Technical Assis-tance (TA) activities,but it must be recognized that a project officer, particularly
in the field, may be assigned both TA and CA projects in .....
te fture... Development lo ns, in-the-past, ae-tended .
to be used to finance capital construction or equipment, or 
in the case of program loans to assist in the balance-ofpayments problom by financing imports. CA project managershave, therefore, tended to bn engineers, financially-oriented

loan ofJficors, or co.nmodity experts. ,ore recently thetrend has seen to loan finance technical assistance, i.e.,tie sector loan. The principles of project monitoring statedin this paper are principles for good management of projectsand aiply to a.l projects. Regardless of the source of,Ulds, good nar......nt is torelevant all projects. 

The n. in stvle for project managevient will notinstat nccu etaj.iorphosis. be an 
i'.i But, if one concontrates onUv ,roiocts, it is o vious that the transition
wJill ct bc ,2,radual. As projeccs reach turning points, or thecurrent pro-ject rianaoers end tours, decisions will have
to b,-:,d- on whether or not to continue the project. If
 
tn decision :s zo continue, it would seem that the
-Io, Icai decision 
 would be to reshape the project to conformto the new style. :ewprojects present theshould be same picture;they designed and structured to be more responsive 
to the nex: concepts of project monitoring in the future. 

PAWT II. 
1 I1ZRATIONS1JOIACOS 

A,\.Ir~rero~e o.otinfhhe Coo1ri Country and the Intermediary 
on of th 0 m0 a 

The Lro:-s coi:narison of the Aooncv's current methodsof I<'clitorir ,2,'\projects with those used for TA projects,o;.. ed tLa 
 there .- roe many si milari ties , but there wereaIso C(i E! r'rec,; 'f1e cooperating coun try tends to be moreinvolv',.d in!lon proiects; it also tends to have close
i I - . t'c C Contractors. 
 B ISicall, thiS p)ro)ablyrcsilts .t'robi th-e fact thot the country is payin, for somethingrat; ~r ~ii :, rece i\'iii , a gra'; as wel as from the operating
:;y Ic i.:i 1 i' ' d fr Q. V1.the0 io r .' m DOve o.10ovmCnt Ioan Ftnd
whereb, the wasborro,er cxpcct:ed to assume contracting and.osipolls esiiliti for the projects. TI-.eilqnasis on i1p] oen tation by intermediaries and their . 
UNCLASSIFIED• 
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selection through the use of the Borrowr/Grantee (B/G)
or soli other similar technique for TA projects will tend
to increase the willingness of the cooperating country

to be the imler~eliter. ihus can
we .oxpect the country to
lose the passivt,zy tiat is too often displayed today.

The growth in mutuality
............... a'nd h 'e inu e rm cl. ry.. wi llbetween .. .re~ the cooperating country
uce:*' t-le ...ourderi.... f..... .S ,............. .. ... .. ........... 
Governent rmnitoring as "well as place the primary
responsibility for project administration where it belongs, 

The ne,. style we're talking about will, however, nleanthat AID personnel may have to take a "colder" financier'srole b'fore approving a TA project -- i.e., we will have to
.-rite z.:ore s-recific coonc'rating country or intermediary
responsibiliti-s into the a-reeents. Also, in the negotiations
leadin,:: up -:..ents , I.D.to '. will have to assure itselfthat t, c,)lIe rav ilg cotUII'v and/or • '1F~e ', IN- 11;,':"" the ::' cJ ' to cfrry 1 the intermediary

: , t t -tough, and full), conform 
tt 110te Of theJn a "e . C: r.vryi ng out these requirements'1.:v!oren dotailed neotiationsz and, thus,.,]] .u, c.ah',t tile Ag nc ;s desires to obligate
 
funds i.i:hin specified tar - d.ates.
 

,, .' " , .,' to rK: < ycersus Project :,ana -- ,,nt 

Trdi tionall -, A. I.D. has ben accus tomed to thinkingin t.r... f or acu:i.tl.stering projects. As aresult there is net a general acceptance of the concept

in the fuLure the ATI) task, 

that
 
once the project is approved,will !-- one of r~onitorinc' -roieccs ' i.e., overseeing the 

deci;ioa-, " rocoss i pro ect iinplementation rather1.:1 thethan k\.1. >I: doc-ision makr. Tiere is also a:' uccancc to !cccDt the co'f.-e t that a new "project
 
n:on[t~o£v'' : vichi ]l 0Ut::odc, the concept of the p'roject
 
M11:cr/:dvis0r. 

. ; is,Qh. chi 
.- if the ": utulity' described in "A".of in v the :i ntc becomer- fo r .di 

Co01si ;i r.; i " -I.e <" Is all advisor on the sviime problemIs in:, t.itit ... c :. :cn ittc, s or coulk2 on-ly generate COlfls ion. 

It see!.;; roi~b Ic'e lilt oirojec a pro r b

Co0l)c' i' COll ii'OS 
 l :-ei'ted[zll'jOS illdll h e flent io:at

io10:: :r poh:hnij ais Awricis to prefer.y fot tic k? i tendWI For A, ] .i. to.j.iit'J.i the- i of 't I-manan.d, effective
or1niat ionl, ; teS beFouc. siould taken to gain greaterCongrc.:;ional recogn'ition and marenss of ebis new stvleof operation. . i* 
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C. hape of the Future AI.D. Technical Assistanlce Project
 

The AgencV does not have as yet a consensus on the shape of the
future Technical Assistance type of project. Currently, many USAIDs
have a scatteration of small projects. 1-4,,nthe main, these are targets
of opportuit ,,and reflect 
special requeSts by cooperating governments,smaller projects which are tangential to a larger project and grow out
of them, or tae opporttuity to score 
for the American image _ont~e-alit'deve'prnt 1_ostfr h _,eofte, e6perating country" through a relatixely

small expenditure of /\merican tine and money. 
 The indirect cost of
this type of a project is considerably larger if good PROPs 
are to be
prepared and the proper PAR evaluation made. 
 They are also dependent
on the assistance of a rounded USAID staff to 
identify and asse'ss
"new" TA needs. Current policy is that A.I.D. will not operate across
the board as the Age ncy has 
 in the past but wrill concentrate in selecteddevelopnent prioritv sectors. This will argue against the broad
spectrun aproach thiat generates the fragmented program inherent in
the target of ozportunitv approach. 
 Thi.s is not a new policy. Over
 
L 1hC , 2.,rcy hs exhorted its ,issions and bureaus to follow,
30 Lt.o,- S ;i bm h Anin istrator's nenorandum of January 24, 1972

abiishlies t'tis as fir! A, : .-nCv policy. 

TAe ii,, er overhead costs n oreaterof AID/IU project involvement,feas i1ility stu dies, theand fact tat in--rmediaries tend to have a
miniU]n "',rico dictate that the average ,proiect be larger than many of
 
toda'srci s (there should be a minimi dollar level limitation
for consid rnjion of a iA project) and that projects should continueover a iaini, period (say, at least three years). 

I). The Annzuujl Technical Assistance Cycle 

One of tlie diffc-rc"ces that comes from the comparisonTechnical Assistaace projects is that of loan andtile former in most cases are
financed for the life of the 
proioct while the latter are refinancedannully, Th;S iias resulted in different styles of project management.The lecuni wl- . i ance .reject is subject to the changing winds intae coopratimj cot,.fly political ciinatce, changingrotaqt .110 in V,10.....I, attidudes ofSrottvric1ns i1 the cuntr )., and Ccliang iog financial and other 
o, r r'tisth Al D!h. "'hconstv. t rcvie. and change has not beon alli)[1d, buMt 
it h1 ph'o1 l 1 eon the chiief e1N!vnt in the creationbaseot t, ,,ojno , s an1 discrete jcvet projects that 

of 

S:eem to go on forever v Lthout acaie Vinoler original objectives if,indeed, the latte' caa i daati." a if, 

I'h nei,:or:t ,hcu].d call for lult.iplc year financing, and'the
!i.cu, ioi oF th .; principle will dJo much to elilinato the fluctuatiorisil courSes..of Irojcuts.Anual ,A (1'Al) reviews wil1 be require(],butL there will be less ilennla] to change objectives or modes of op eratioin which night ixal.idatc pior,year obligations. Thus we have a 

U,11CLASS IFI I' .. .
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The annua. tasksshare of the USAID's program staff and 
that take a great

that 
manager will tend to 

of the current project
disappear. 

E. ;Tie Intermediary 

Currently, and in the past, A.I.D.working, with inter:,odiarics in echncal
has 

sse 
used several 

projects. Atthe two extremes are the contract vhich calls for theto take over the intermediarycomplete task, i.e., select and buy the
select and process commodities,the participants, determineof technicianis, the mix and selectionAt the other"body' contract extreme, the intermedi ry haswith A.I.D. controlling the 
had a 

arranging for purcihases selection of the technicians,of commodities, and selecting and processingthe participants, 

Thie injun'.ction in the new policy will ble to allowgovernment the cooperatingawd tho incermediarv to initiqte(This r.aper assumes and manage the project.a trend to,,:.rd bc.:,,er/grantee 
ofimplementation 

diects, but oothis. "'ill also"arecL A.I Dcontract.) 
true.,of those projects implomented byIt is,giving the coc,!rtii- country and/ortherefore,the logical to assumeinternediary t;'e respnsi- that 

Mi lit, for na',n,.n- the project (orptiat partby ilis contract) will be of the project coveredthe normal 'procedure. Thisbasic roason, for change is ain ter.-ns of projectproject monitoring ratherrm.ai:n. Currently, thc p roj'ct 
than 

and mana'-r, the programthe director all officer,spend a freat deal theirproject details thut will 
of time on variousbeco.mie the intermediary's responsibilities 

The responsibility of the AID project officer willview; among tiie quostiuns be one of overha will ask himself are:renresent do the actionste Jutual ar'eement of the cooperatingintermdir a country and ther-?a re things Ucn donethe +qu;4,]it;- of th.e'ic action up 
in tile planned time frame? isto Al) stoindards?to t-he goals I.. are actions orientedobj.ectives stated :in tile project plan? This type
of at hiovilleSpcible
reqtJre a h21i:'I'll) a speci,ali.Zed teclniician.project officer but it does not 

0,' ,V proji ect 01ficer 'ii 11 necdcoopeorating cota an undoerstanding of ther, its people its official.\tiin and its ways of doings. Not be ,,a " to',1,nical a dv'lsor" at times require morerestraint willrid swi11 1:S CliCat
1.. 111 still 

n cof .:c-s Vith the cooperatin. conlitry.
Ic ex)e cted uo m, e con t inuou
-sctru):J, :Iudgm'eonts over a wide9rcos lie1,;w ilc orJaote in progrm strat ,,,,of tlent, L ,il. in suggestingnot .i.::lomcn- 11is own reco11nendatolowt i ens,tht ll not d;11f 'slIi shi s responsibil it for them. In mnan..yresp.10 officer,the 'pro.i position will reqCuire broadercer 6C a gaugtei:ffi tl~n thliat ilthe "project mna ger," 

http:to,,:.rd
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F. Borrcwer/Grantee Technique 

In the case of loan projects, the Agency has,historically used theBorrower/Grantee technique. In an carlier day, predecessor agenciesdid much the sane thing with Technical Cooperation projects, but itWas then called the "third-part contract technique. The criticismat that tine was that +the .third-party..tcchnique: created.+undesirable 
p p ne problems, This charge does not seem to have been activelymade in the case of the current lean projects.
 

Since developing a nutuality betwzeen 
 the cooperating countrythe intermediary is essential, andit is obvious that a device similarthe Borrower/Crantee technique will 
to

have to be employed by A.I.D. forits Technirical Assis--ancc prcjects. The Resources Group currentlyworhing on tha legal and administrative requirements applicable tothird party' grants and contracts will need to spell out how A.I.D.should write the necessary mi.anual orders and other documents to firmlyestab-ish t 101/G i-zthod "d thoe use of i'itermediaries. 

o lIhile not an issle for this report, it should behowever, recognized,that :,,a. :ierican i.ntermediaries are not going to welcomethe thJird-Ijrty t..cr...ique. Thc Amrican universities, inl particular,are not used to dele ,tin; au'tcnoiny .to their field parties and, ifthei.r chief of isparty -oing to act as advisor to the cooperatinggovernment cn policy. matters and be a
managednent dei silns, he wi].l have 

partner with the government in 
to have a great deal of autonomy.In addi tion, ualny of the 1iversities will feel that they w,ill nothave t;ie saire leverae in their discussions with the cooperatingcountries that they have historically had in talking to AID/W. 

G. Location of the Function 

Currently, and in the past, there has been a feeling that certainfunctions 1:ere done best by AID/1 aind others by the ,ission in thefield. It's clear t-lat tiier is a necessity to have a man, the USAIDproject officer, in, the field to oversee the use of AI) project inputs,to do the "on-site insL cctioi," to handlc "face-to-face liaison,assure HI) Eron Ti tot-e eo -e.n +u.ions to countries on problem areas, andSL)e rse0SPOlsiie10 to aleri lVi:,ia;liiwn tori as to possible trouble. ButS-~.,field proc Ction of U.S. interests, it ispropable that the ! tlmice oE the U.S. interest in the project activitycoul d be b],nilded ei Litr in the fleld or AID/W, and the location is not

of pIr aary Importance.
 

C•rily , project mmmu( e.r are not recognized as such in Missionstaffin patterns, a d thie.ir actital positionvarics. ii the Mission hierarchySome are te chnical division chiefs :who 
rSesponsibi l i ties " technical advisor 

have multiple
to a ministry, supervisor ofl 

~ .0 
PR*INTED ,#; 
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division personnel, and project manager. Other project managers although
listed as such will be found far down in the tecInical division and who,
in fact, manage only the necessary paper work., In other than a few
 
countries, a new style mission with a few selected projects probablyhas no need for technical division "chiefs" whose major role, heretofore,
has been to serve as professional/technical advisor to host country

ministers and department heads. In mqa;y small missions, a principal 
.. rati -ona of division chief has beii- giefor -assigning the "title' 
prestige--make the man's advice more impressive and palatable to the 
ministry officials he advised. 
 If the chief of party for the intermediary

takes over the advisory role, a large part of the rationale for having

division chiefs in technical divisions 
disappears. Furthermore, a
principal task of this 
project officer is to alert the ission Director 
to the various needs of the projects and communications will be better 
if there are no bureaucratic layers between the two men. 

H, Project Planning 

In a cor'rison ,hotween the loan and technical assistance projects,' latter came out a poor second, based on the adequacy of project 
t nin.. ('technical assistance portions of loans also tend to be


poorly planned.) Yet, this is the essence of substituting project

monitoring for project management. If the host country and the

intermediary are to be the implcmenters, A.I.1)., faced with the
 
necessity thot it exercise prudent management of U.S. Government
 
resources, must have its say and its 
main tiirust initially in the
planning and agreement stage and :;ubsequently in the annual evaluations.
hen looked at from this perspective, the need to consider "integrated"

project monitoring from the inception of the idea to final evaluation 
becores evident. 

Progress has been nizade in the preparation of the PPOP if missions 
car, fuliy follo, the now Manual Order (Mo 1025.1, August 13, 1971).
In th- past, PROPs have been weadk in several respects, in particular,
the absencc of a ti.me table for inputs thalt are related to time
structured PROPs. 1025.1
; i.. does not s .f:iciently stress that 
impor.,nce aad the esseatiality of a realistic assessment of cooperating
county), capaility ma the project-- a prime ingredient if the 
n, st.1e is to succeeod. Too often, in the past, projects have beenentered in io whore it has een realized that the country does not have 
the abi lty o 0h projoct but A.I.D. had intentions (hopes)of buildi:ng in t.iiis capability as the project evolved. Under these 
cond'i ions the inteltmcedldiary has nio resols ib le counterpart in the 

not be able to i dentify the spcci fic person in the government 

t.t will be the project rmtager, but they should be able to identify

at whzit level. and whre in the govorumen t this counterpart will be.


STho )' also-snotild idenitify the cooperati-ig government inputs, the timing
i-.of those inputs ,-and the consequences if the governn'ent does not meet r,i"::it:s -coluni til ents , .. . 
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Multiple-year financing of projects is obviously extremely desirable 3but it: wilI also be very difficult to achieve in the near future.Nulti-year planning may have to substitute for multi-year funding.
processes in addition to giving the 
Both
 

intermediary responsibility for
commodities and participants call for better delineated budgets. On
the other hand, the need to 
give the intermediary more flexibility amongthe line iteis in the budget ]zeans that the budget must be performance

oriented.
 

The joint committee that considered a new operational framework
for AI.D. and the universities (the Institutional Development
Agreement (January 1970)) suggested that the original contract with
the university finance 
a team which would work with the cooperating
country university for a period of time and on the basis of this
produce a project plan. A variation of this might prove fruitful for
 
other types of projects. 'eocencly there have been some TA project
feasibility studies, but feasibilitystudies have been more 
generally
used in 
the case of loan projects than in the 
case of technical
assistance projccts. This will have to change if technical assistanceprojects are zo bo i:miti-veer structured. PROPs, zoo, should re*nize that in practically every project in everyre A.I.D. country,is an A.I.D., or predecessor Agency history, and knowledge ofthis history should enter into the approval of a new project.
 

I. Reporting 

If the intermediary i- to be the manager, he must be the prime
reporter. If 
 the scope of work jfL the contract is sufficientlyspecific in .hliat the interm-iediary has to report on, this should notpresent a problem. In the unusual event where the AID!/W projectofficer is to be the prime project monitor, a responsibility of theMission project officer be thewill that person have an on-site inspection kcov'lede and an acquaintance with the view of both partiesand thus qualified to comment on the intermediary's report. 
J. EVa 1uLa tJ onQi I 

Evaluation become.is all imiportantoperation. if we adopt a new style ofT10 current PAR is based on Mission responsibility forT Silitywha. will continue to rest primarilyon the j'I"ssion but there needs to be a growing input by AID/IV. Withtho VCLiuct'oli cf field sta ff, the evaluationannual becomes ofutmost il:portance. Considerati 
on 
might be given to the technique
suggested in the Institutional Development Agreement, i.e., astructural review in the cooperatin ,,country that would consider gross and probileni papers subni tted )y all four parties: the1e "rmrediary,the coope ainU,, government, AID/WV, and AID Mission.
This would conform to a rocent policy decision to involve contractorsand PASA tea1s il the evaluative ;rocess, It essential theis that
provisions for the evaluation be worked 
3.- .~ 

into the project plan, the
+i+!+ 
 " 
 ..
 . l n 
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agreement with the cooperating country, and the contract or grant withthe iter -diary. Currently many PARs specify "Actions" in the AID/IVcolumn of tile form, but the PAR, at present, is not a document designedto obtain AID/IW action. 
A system whereby AID/W is signalled to take,action and inform the USAID of,, the action taken must be devised. 

K. The Transition Period
 

Transition from the current style 
of project monitoring to the newstyle will not take place overnight. Many of the on-going projectswill not be adaptable to the new style, but A.J.D. will not be ableto immediately discontinue some of those that do not meet the newcriteria, Changes in personnel and reduction in personnel are expectedto be througi attrition rather than through an explosive change. Forthe transition period, this means the same people will be on board. 
All of the foregoing is given, but--as noted earlier--while thechange in the overall profile will be slow, the profile of individualprojects

that new 
will change more rapidly. It is particularly essentialprojoct.- fit ~ neu profile. Hence, it is essential thatnew profilo for project monitoring be defined and delineated. 

PART IV. TIHE ,0"ITORING STEPS IN THE NEW STYLE 
Irtecrated project monitoring can in chronological terms be dividedinto four stages: project identification, planning and agreement,imlenentation, and final evaluation.
 

- Project Identification. Since under the 
new style, the U.S.will p~robabl a inimum of comprehensive country programning, thedeveloping country will have to identify its own needs and priorities.It is assumed the A.I.D. will seldom be the only donor or organizationassisting a country, and that help in project identificat n will comefrom a consortiuin, an international organization, etc., a order that
there is an oveirall orchestration 
 of aid to a single country. Oncountry or regional basis, there will need to 
a 

be an A.I.D. representativewitli some staff who is sufficiently ]knowledgeable of local conditionsto carry on the initial di alogue iduring the period in which thedeveloping country is d]oing prcliminary thinking a project. Whenthis thinking nis reached 
on 

the stage whore the developing country requestsU.S. assistonce, thie project formulation and planning stage commences. 

Pl annin g ind Agrecmeit. Once the project formalization andpl.anni , L1c s , project officers will have to be appointedth . slieSiOn and in ,\ll,/1. This stage w:i 11 require extensive "ton-V rsations with the c6oiperating country. Nuch of this will be donethrough visits by A[D/I;" personnel or outside consultants, but therei;will have to be an in-country or regional A.ID. direct-hire projectofficer who is responsible for continuing liaison during this period. 
WI. Z(9- 777 PfIt1ITFO -7 
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This person shouldbe hnowledgeable on local conditions, development
theory, and project development; he need not be expert in thescientific nuances tile project under consideration--thisexpertise should 

of type ofcome from AID/U or consultants. Since thererecurring periods will bewhile AID/LU is completing the.paper work and theplanning essential to each part of the overall project design, thiswill not be a full-time job. If agreement is reached to undertakethe projct, ,the in-country job becomes more complex and time con
sumling even though an AID/ team may- assist in ihe actualnegotiatingof the resulting project agreement. The work of the A. I.D. orcountry representative and the mission project officer issample messengers. not that ofAll who have been in the field know the difficultiesof inter'preting and explaining Washington requirements to developingacountry and the s'a:e difficulty in assuring that the developingcountry answer will, in fact, reply to W.ashington's query. 

At present, most of the project planning phase of a new projectis in the field. AID/W'1 has fina-l approval of a PROP or the IRR, butthe involveo:ent ef the AID/U,' Regional Bureau varies from Region toi. ion and from project to project. Vla Bureau, forLA example, claimsL through the constant travel of its officers all planning decisionsare joint decisicns and that.they are made in the field. As AID/I'sfield forces "sliu down," it is conceivable that thein not too fardistant fu,-ure that the planning, plhase will be at AID/W. In thiscase, the AII)/U proect officer in the planning phase will really bea 'project ianager"; he ill have responsibilities similar to thoseof a "loan officer." He bewill directly responsible for suchplanning steijs as: presenting the papers that will determine Agencyapproval or disapproval; determining what feasibility studies areneeded; analyzing feasibility studies and other relative data; 
determin the provisions for the 
to 

project agreement (including thetchin icI scope of iorl, 
legal analysis, tile budget). Obviously,no one man can be a development economist, engineer, technicianslawyer, managenent
officer will 

expert, or procurement specialist. But the projecthave to be a good negotiative manager and coordinatorif he is to harness all tlhe availble talent to produce the papernecessary to start a large, multi-year project on a route that willend in the desired objectives. This type of project monitoringcombines iorl: currently done by the geographic bureau desks, theinsti tutional development divisio,, theand specialized offices. 
-flmtlem~ntati on. Since day-to-day dccision making will in themost p e dceeted to t0e CoopOrating country and the intermecdiary,the function of both the M.ission project officer the proand AID/U7t officcr will bo more passive. Th.v iwill be responsible for
ift
rti.rg scn.ior officials (including cooperating country officials,


where appropriate) to forthcoming problems,
the plan or he monitoring adher6nce toa party to changcs in the plan, and assisting i.n xpediting in or..n yiziiL those operations hore A.I.D. will haveSfacilitics. il the cool)erating country theand intermediary does n1ot ij 



8 

..... 

TT 
 Of S__TATE kl ,, 

N0 . €LASl ICATIONIVL,.MTO CIRC-A IPA9 
~RPU

O 

' 

CIRC-T Islrc 
UNCLASSIFIED 14 OF 

-Final Review. 
 As in the 
case of the evaluations in theimplementaeoI pcess, this will be the task of the AID/W project
 
officer. D/poe
 
The foregoing sketches an AID monitoring system which sharply differs 
from that currently practiced. 

PART V. SURVEILLANCE
 

Surveillance by the staff 
 of the AuditoA\ General (AG)tasks of administering-*a in hissyste! of- gneral-oversight.... widerAID'tlewil continue to be an 
important, if not 
critical; partoverall AID management syst-:'. of the
The changes describedthrough IV of in Parts IIthis paper will not however require dLrastic changes in
the current practices or concepts of the Auditor General. 

The AG :was establisied as a "better nns of continuousment inspection" to manageimplement the Adinistratorbusines s desirethat the -a t to assure."oencv ,,manage its business in des-iretoasue 
-possible. the "ost effective wayThe overall objective of an AG detached-from-operationsis to assist oae.nt in att.ining itsIrni.shin i indcooendant information, goals by 

ldndatious analyses, appraisals and recom01ertaincnt 
to manage.lient's 
duties and objectives whether
lf-i ,:~ose.,or proscribed by lai-
ti;i:e, the or outside autn'ority. For someG has been emipasizinf operationalto traysacticn auditing (as contrastedor financial auditing), management rcviews, andoperations appraisals ,hich comm.ent on the broader aspects ofprojcts and prograi:Is. The adoption of thetend o concepts insugist this paperthat this tirust of the AG operationshar neid and refined. be continued, 

Current manual orders on borrow.,er/grantee
thac type of contracts providecoperating countries illay ownprovide audits 

do their audits of contracts orth von gh prv,-te orgnnizat:ions.tis .zrea While progress inhas been spotty, this conceptnew should be pursued under thetech'nical assistance doctrjne. To suchmake auditingsuccessful, morethe project officer mustprocedure, both pre limiary 
take a greater interest in thisto the aoreemient, and during his con

sulta ti, ore .i'is0vx.' ),.11t of his pro-ject ;i'onitoring role. In thisay;ore ] or dloc,ntation reviels ofto Al i,,it the legitimacy of chargeshe conductedchargevuble the 
through contractual arrangeoiemntsto preojoct. Thus, AGthe could conce.htratestnidnrds to audit lby contrctors (b) operational reviews 

on (a) 
of projectssectors, or octivi t:iesproblem areas, to dctcct tlic cause and effect of significanteither on the A-%1u) or coopoerating countryexa.miatons side, and (c)of the adequa 
cv of the m:ore detailed audits carried out
1) tlird part ics. Tlie Auditor "Soneral hasialready boon moving awayil the "narro,, scope" t insaction audit. Adoption ofsu,,,,ested herein will the conceptsaccc.eratc tlhis trendauditing toward constructiveto assist the agency in its imnagoement improvement efforts. 

UNFCtlIv ) 
PITo$ 
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In these terms, there need not be 
drastic changes in the current
surveillance structure. 
Thbre are, h6wever, important questions.';
 

1. Under GAO principles and concepts, an agency's internal
auditing should be. carried out as a staff 
and advisory function, andnot as a line operating f-unction. The AG's audit staff has thereforeavoided participat ion in planning and operating decisions, lest thistype of participation inhibit their right to effect subsequentindependent judgments. It appears that the concept of placing greater
responsibllity on the countr.ies and/or contractor may create.lar.gerrisks and will require greater "concurrent" auditing in al.l stages ofproject j mplemontattJ.oil" jhn heretofore. ----In this way, timely"corrective recommendati bls can have a greater impact cn management

actions, thereby minimizing risks.
 

2. Some feel that the developing countries are becomingreluctant to have American 
more

auditors look over their shoulders. .In
view of the fact that greater responsibilities will be given to thecountries, with much less direct-hire involvement, this sensitivitywill have to be ironed out at the agreement stage to assure that A.I.D. can imeet .its Congressionnl relations problems of Following whathappened to -ippropriatcd money -. *e, following through and auditing 
e acccmpil:iemnt o-f the tertis of its agreements. 

.................li\2AS1.L L}.........NJ 
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Attachment B 

ROLES OF COOPERATING COUNrTRIES, A. I .b., AND INIMEIEDJIARIES 
IN ,13 ILNTI'ATION, AND EVALUATION OFPLANNING, 

TECIIN1CAL AND OV1IER NONCAP1lTAL ASSISTANCE 

PURPOSE 

This stateiment confirms and clarifies the policy of-the Ageicy
Intern tiona] Development concerning the nature mid extent of 

.fo 

co]laboration betweei, cooperating countries and A.I.D. and, the role
of intermediary, organizations working with the countries and A.I-D. inthe planning, jiplemntation awd evaluation of techmical or other 
non-cap tal assistance. 

In general, similar collaborative styles and roles should also obtain
for capital assistance, particularly since A.I.D. seeks a better 
inte:.ration of the two kinds of assistance. IHowever, in view ofspeci al. egl requiremonts and hence somewhat different procedures
for calpitai. assistance, this stat]eent is restricted to non-capital 
.......... .
 i R cxje.,/ .e-S, /S-'titn. 

I)EFJ N]iP[ 

Cooperating,, countries a're those countries hichi receive development 
-a.c-l-nc--eTd'hder the auspices of the Agency for International

Dincelop,-ic-L-. 'Teterm ''cooperating cownt ' includes not only the
gL(:i'nln.,t and its subordinate agcncies but a] so non-government indigenous
"ut't; " lis ii .,, All) deals. dI.ectly with n governi1icrtt agency but
IT... Intennediar), orgfnizations C"ftcn work directly with local non
governoneiit organizations, doinp sb under the general permission of 
the gjm)mVe.n2;jfent of the co.try. 
Teclical assistance consists of: (1) the i'ovision of experts in 

any...
di crcnt spcci a lite. who 1-rain or advise in order to transfertcxhmoio02,or lielp devclop institutj.ons, (2) the finwcing o. 
travinirg outside the cooperating country, (nd (3) the provision oflimitad a>;aunts oF cuin1odi tics to support thle training or .institutional
de'c.l ep:m. t tctivi.~I:s . '"Tehnical ssistonce nay be either gramtn 
or .O: UJmmarced. 

Other Jv'rj-ca'xiLa] ast.t:-nco, for purposes of this policy statement. 
n - i:n:.-i -ci gioo.o bra ! connmod i t i.;ii Lw: r.i el for heline"

'n "or o:r " uo"."",i g on labor-:intcnsivc develop-
PL:.it pro.j .Cct , 
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Intermediaries iicludo U.S, Federal and State agencies, universities

01Ino 5-rfit asociations, foundations and organizations, and private


firms which serve as intermediaries between A. .1). and cooperating

country entities or individuals 
 in the provision of technical or other
noncapita. assistance. An intQoediary may be directly financedby A L.D. ' 
tbiroup;h any of various kinds of agreements including a contract,
participating agency service agreement (PNSIX), or institutional

development agreemeni (IDA). Al.ternatively, an intenncdiary may be

indirectly financed through 
an A.I.D. loan or grant to a cooperating

couitry vhich them contracts directly with the intermediary.
 

Excl. d from the definition of intermedi,'ries for this policy

statement are: 
 (1) operations under AID/1 contracts or agreements
with organizat-ions which do all their operations for A.I.D. in

the United States and do not serve 
an intermodiary role withi a
 
recipient of assistance, (2) cooperating country organizations o may

bo Jlinks between aid. donors and individual recipients, since these
 
organizations are regarded part of the cooperatingas country, and
(3) a few orgvimizations which reccive unrestricted program grants

irom All) i ]ici are merged with other ftuds 
and then used for assistance
 
on which the grwitee makes all decisions because these organizations
 
are acting, in eifect, as a substitute for A.I.D. in bilateral
 
assistance rather than as an intenediary.
 

1-thX(CKGRON[) VNIRAONAJi 

Inc recent amnouicement of the Administrator about the restructuring
of the Agenc (Jauary 24, 1972) and the recent guid(lines to AID
,lissions about Fiscal 1974 (April. 15, 1972), both stress a more 
collaborative style with cooperating countries and greater use of 
Jn termdiaries as ]xrt of that style. 

The Cxp)ericnce of the past two decades makes clear that cooperating country
motivation is the most critical factor in the development equation.
Asurm(:ce of cooperatin,. country interest has bc]n evidenced by
coitributioans in cash or h ind, allocations of imuipo.er, institutional 
aMud other reformis. Neverthelcss, instanices occurredhave where
Americans in their enthusiasii undertook so much of the p.anning and
manafiemcnt of a dcveiop1/)iC11t. project that the cooperating, cottryI
issum(od a relati\cly passi re role even though it contributed resources. 

11o ofh.st w.. of as.uri-' vigorous and ef:[ective pro.secuton
dcvelopmi, nt activi.,t:ies .isfor the cooporatin,, country to oriinate 
them a1nd then to actLvely participate in their planning and m agement.
Coop.erating coutries are :incre s g].y CiC-jab),a e of such pl aiming and 
ui'apa!: ;leit hut 21e c,,Iss may to urgesom it be nccessary consci.ousl), 
.aco~u;i:trv to (a]c' the :ini Liuti -, 

A.,- r;air'ds (iLdihaA.TtAll) )l.l'iil L Pi.r.(dC:0.,)70e 0c0ssoj a Ilre 
.... ...... IVeo U Q a !;s J: tnc ... 'hu s
 '~ t~~ (, 21.]c V 1 ".lij21,11t 
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procedure has enabled the imlur:nalling of different kinds of cxpiertise,provided for specialized Sup-port from lhne off iccs of intermediaries,
and alloied for more 	fl.xjbility in prograwning. By 1972, more than90 percnt of the individuals Servlng technicalas advisors in non-SAiis W1iwc'e employces of intermediary orgaii'zations rather tban ofA. 1 .D, Sone qssons have encouraged participation by intemcdiarypersone] in all stages of'development projects plaming,im)leme;ntation and evaluation,: In other 

--
instances, ]nternediaries

have boon restricted to Impl.ementation and to supplying informationbut have 	not been included 	in the malytical processes of planningor evaluation. ,Unless A.I.D..can enlist the ful-lknoledge. 
.inmt:itJiwCe, 

the effectiveness
.insights ,amd expertise of intennediary organizations, itlimits of its assisthnco.
 

Another 
reason for relying more heavily on interinediaries is that 
cooperatinig countries ia), find 	 it easier to assme responsibility fordec.i.sions %dhendealing with inofficial technictl advisors than

ith official U.S.',titig 	 Government representatives. 'liras,tl evoluLtion in A.T.D. 's role from direct trmnsmitter of knowledge andresources to sponsor and financier should be accompanied by a closeravld rare dtixecth, supportive relat ionsli'jp betveen the intermediary andtlic coopcrating country. The servi.ces of the intrmediary mustdirectly 	anid Uil-ratel \' ac.u 10 the benefit of tb_ corating 
country's dvelopment: .ffort. 'the ntelinedi~nry cmn best ,eettisreSponslibil ihS ii:nIti 't t'th' utl ujc'rstan'sia~drstndsand supportsa etmeand progrn~m objective:-; 	 the xliicyot the coopcrating country and 

hi 
they relate to the project with which it is .involved. the U.S. as 

The preccd'ing backgroTMd should ma]ke c.ear that the dmnges inrelation:LI.ips being sought by th.is policy statement are primarily(qulitative rother thm quantita tive. Cooperating countryresponsib~ilit), is to be evidenced more by init.iative and less byaCquiesence, althoufh .h ])roport ion of contribution may change little.lho intcrm diary, ro].e is to be more actively porticiprtive ratherthnITI )? 1inVopl ondin, on request or instruction, alt:,auh thep2-oport.01, of tc'hic; advisers 	vhu arc into nediaries can fnot
incr.asc, g,,e,t.y above the existing 90 percent, Ilowee;r, the 

Jntenedioar may rocemvc less de:ailed and frequent super andisi on/lss .lo.1Stic suLpo.'t, so lhat the nuilber of direlt.1ire Amricans 
is reduced. 

At tw -;n	,c t ile tit cnside'atiois of effectiveness dictate a,inr,o 1 1e]0(!ol.t r co:pc r'i i JII, countri esc-io~]np) s i oofici ' a i 	 <" ,,- ' " r "o dnd"m, fori intermdiaies-,
L 11 	 J~)' 1 0-u9;"I rliet'1i ., ,.of . :i.ies of the Agency fortIntoffl:, t.i. 'cvl~ - - : to iden t,1 ,ycltm theC the Congress, ahd the 

V I; t dictal:C 1.h I: AJ)(ic 	 c(2o10t 120q10] ci (']v dcl cKn te its decis ion. 
* 

-,,r '>t.-
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imaking. 'lhese fRudamontal responsibilities, 'deal with policy decisions,allocation and prudent maragement of public funds, and with safeguardingsecurity. In various sections of the folloWing statement, the roleof AID and the l jmifts of delegaition are mde explicit. 

'Tiree general, Iimitations in relation to usC of:intermediaries should 
be kept in mind: 

(1) Legal requirements in Bureuu of the Budget Circular No A-36call for use 
Wich 

of govenment employees to perfom those functionsI ar basic to -control of their prograns, such as selection anddirection of other government employces, assigment of organizationalrospons ibili.ties, establishment of goals and pribrities, decisionssize and type of programsL5 ,andon 
on

qualityfof intermediary perfonlnifce. 

(2) Direct 0ay-to-day supervision of private intermediary oLnployees_;)y government employees ihich would' place the intermediary employeesn a status tantar,ount to direct FNdoral employmlent must be avoided. 

(3) Caution must be exercised to avoid conflicts of interest,either for intermediary organizations arranging an expansion intheir roles or foi former Agncney personnel emloyed by inI-ennediary 

The advice of the General Counsel should be sought when any question
arises on lititations. 

POICY
 

It shall be Agency po]:icy to encourage and assist the cooperating
Co)untry to asmus ne the .1ecldership :in planning, :nanaging and evaluatingnoncapital development activities iAvich are financial.y assisted b)'A .! .D). 

It shall also be Agency pol:i.cy to arrange For intermediaries toparticipate with the cooperating country and A.I.D. in these samefunctions o.f pIziill, mafl;ig mg a-d eval hating. 

th]orc is a tri-partitc process in development assistance-in which eadparty -- the cooper;ting country, donor, and intenediary -- hasits otai role. For some stages, one party may have a greater:responisibj I iv and for ol:her sta,,j:s, th emphasis may s"it. Inorder to i tLUstIte how the, genral policy objective of col.laborativestyle msay be put Thto e0foct, the roles are dcscribed in some detail
For, eac1h ;teill . .,..nh ' l ,~fFo........., the folol h.Iwal ' "
st!; SUIDSeCt2o-iJsu,.C...cO_'
"
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sore mpec's nu , be handled silt4taneousiy. These, steps are
projoct selection, geeral project foniulation, and detailed t•ch.ical.
design of a phroject or activity. Ead step might involve a differentiitermodiary. tie first two steps may,occur without any intermediary.
but the detailed tedmical design uill certainly require an 
intwnwcdiary, as described below. 

a. Project Selection 

.ctio. . Identification of .a problem area for which developnent . 
action,is needed should emerge from overall country developmentp1 lns m fd offrom mwnyses sectors or subsectors. The cooperating
country should take tle lead in making such plans or analyses, sinceit has the responsibility for deciding what direction it wants its ondeveaol-,oent to go and what changes it desires in its country. If
the cooperatihi country requests assistance in gencral planning
AID prefers t':t the donor be a multilateral agency. If AIDprovides tcchi.ca] Ielp 1ii.th either general pluming or sectora yses, the USLI ]Z thIod will be through an .itennediary who 
will. rcport directly to the cooperating comtry, since these 
pl.ans or analyses need not commit AID to provide iny'further
-issistance. 

If the
atssi SItuL11c r decides that it would 
general. or sector plajniilg, then has selected a potential
project a.,: iLtd it can approach All) or anether donor. 

inlthe soultoi of't1,,o ]oblom i.dlenti.Eiedlikeduringtechnical 

1). Projc.t Fonul ationn 
con nelo is follom.ed by generalt ThreL-["i d ii Ui.a " ,by 

......a t1i on0 projoct C sorof dcveJo),lment activitiCst 

;liCh iwy inc~lude :'cverol projects (,ild even scveral 
donors)
'hIs is a cll aboy"at.vc, pices in whJlich the coc;,e,al:ing countryand All) rexc at. !caist t5xe ar:i :il oeiLth 1reason or purpose

for the pl'jut, tJil typo of O'tL p - or ]eSul]s desired and. 


all t oF the a.i..mts lild hilI; of rcsorce inputs which
each t) be . ' toplrty v. i proVA.01d 

For p1oj ,t foiw..lattn,it wil often bo desirah] e to 
C~iOC .......C;V) 1 'V .... or 

' 8 . t0 ,.. fen,:.i ; .iy" stuly a senIrate 
p] a:t. ~~1,erj: , v.. (q,.,1 ,
1 . ac tolv i V more .tl.l.J Af ..... 

- 'f this C.uu'se I. Is thie l-IGn±t, ionalld ot I off u,- fell.OWO ,
a-ld . " d I cdl ic;ml d1-c S: ,-taO . ,,j coml)ineJd.
.lv.
JI.:] W~ et:a ... 'si; i,- ,t [{ alan,, ,..],'dm""-"- A 1.D.i,'-.-. fur ihe .fcas:it.hi] ii',, 
-Xt0 l c v\ (; V ~I; 1 1 0 1 11 m '' ; j_~ 8I])' j -i C ,i I j, n o l 

ial",'? , ib ! ,ib z [1 i ) to t , l Itst dyoe 2cr i.:n s. 't T,. I' . 
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than for general economic p1 wning, since the project design 

will lead to ccMllitnMents of rcsources, 

"I 

Frequcntly, project fonuation will be done without a special. planining project. In that case, the activity will beoutlined in sufficient detail by thc cooperating country andAID that funds can be connIMiitted and an iniiplementing intermediary
selected. 

c. Dtied Technical De~sign-

As soon after solection as possible, the intermediaryshould be integrated into the process of completing detailed
technical design and work plans. If the intennediary who is selectedhad previously participated in a feasibility study or plami-ingproject, this integration will have largely occurred. If adifferent intenncd i a participated in the prel iiiary stagesor if project formulation was done entirely) by representatives
of th1 cooperatinp countr , and A.I.D., more decisions remain
about the techniques to be empioyed, the types and amomt oftraining, the speci.fication of equipment and material andother matters on which the inteiiiidiary should have expertiseie , 1 fl l -1o o r hor the o " p ' tt ' ' ' or A I .11, 

The procedm'es for developing and agreeifig upon thesetime-phased, relatively precise tecmical plans may occur under 
a t.,o-phase contract, in accordance with a contract requirement
for submission of , ,ork plan shortly after the arrival f theinten',cd'iar personnel, or under informal collaborative arrangements.
hatever the procedure, it is essential for a successful assistance

actixTity that all thrc, part:os tho.'oughly understan and agree
on the .inputs, outputs, purpose and goal 'of the project and on
the indicators of progress and success. 

Altou,47-1 e .intormdJary has a uniique contrilbution,
the other two parties both have a defini to role to p] ay beyond
deciding the ouits oF resources they will devote to theactIwty. 1 cooerpalting, country must reconfirm toe kind of
change sought in its country, and the mariner for seeking thischanIgc. It has uni que ],Lnowl cdgc about local laws, customs, behavior
ald constraints. All.) porson,.:l can add an importmt djnisiion
i., tons ol their experienCe in special problems of development

Iiini.slni'at~i]on, i w LitutionL building and technology transfer- .' 

d. Incorav'o-,;' : lat ion I1 mcnts 

An ii , 
tho det.:iled tovioi cal 

Am-rU;,t',:0-u)1.FAID • ;- t ( . }..... . 

',poct. of ro jcct loanning, .eec.i.a ly at 
rolieci: desi : s:ae.e is to nrovide For 

li"A i".. .. tL ': It r ';i .... . . . ... R ,' E , 
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certain evaluative elements: a) targets defined in explicit
terms so that progress can be appraised, b) adequate baselinedata, c) vorifiable indicators of progress, and d) provisions
for periodic collection of necessary data. Decisions on the 
scope and nature of the last three of these evaluative elements 
can be made and progressivoly refined as the planners movethrough the formulation and tecmical design stages. Some 
uCtij ti.eseof an ,eperii-cntal. nature or with a mass impact may
require special data collection and analysis as part of thep..roject, others Can be valuated s existingon. t1 b 'of statistical,
and reporting arringements. Similarly, activities willsome require
in-depth evaluations during their iiplenientation life while
others can be handled satisfactorily with the prcscribcI
Project Appraisal Report (PAR). lhe criterion is to get themninimum essential information for sound m.anagement decisions, notto collect data for its own sake. In otl'er words, there should
be a ltenfit/cost consideration for evaluation. The
jitermediary shold participate fully in the discussions
leading to these docisions about the nature and scope of evaluation. 

o. lhorogh~ness Recuireo Hore Tiie 

'ii.e p:]nnir,-procoss described alove, with its severalpossibi]e stages and with the involvemnent of three parties, ila),
sound ulecoSsarm cuiiibursowio and drawn out. Ile temptation
on the port of b:oth cooperati~g cotmtry and AJD officials 
may be to cut through the analysis mnd negotiation and "get
on with the job." Iowever, experience anmply dennstrates thattime and effort devoted to souid project sc]ection and des.i.gn
will. pay off iln fa.;tcr, less difficult lIIIi Clmentation. Onoccasion, more thorough p1annin- will mean a. delay .inobligationof assistance filds. 0) other occasions, i'c will be poss:ible
obligate funds on the basis of general plans but to insist on 

to 

dotailcd plans before startiig operati ons. 

2. Ofii. ta .ion 

Thc :imp] cmcntati on stage represents the heart of the
techlicaL assistamco process. llore than ;uerely managing inputs,the :ileiplcmentation s'ta¢e i'e,"J..sadapt.,1:ion andte transfer oftt.-l otO, 10i -t,1:and 

n:,inof at ci.t:L, the 

( 1 offh institutionai capability 
ti h Ofs, -i-trodn-Ction and acceptance of 

iv11"l' . RI11' n:1.lith 1., incrcasinvgon emahas is on; coot 'nt:imnr coutu t 

rc~;,,al)d on Fll use,of Ji:t djaes, (inclu.1ing for
Vriou ] - *,)sk sIc, v 1)1ocurici.et or sc'.cdulin 

' "1 .% t* ...
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training abroad), ADl) person il w11 be less directly involved
in supervising the im plementation than in the past. hisself-restraint can 	 ],)c consistent with sound Imageinent
assistance resources and protection 	

of 
of U.S. interests if

there has been thorough plap imng and agreement on purpose ndoutput targets and if there Iis systematic eval.ution of progresstoward targets, which leads to replaning as necessary. Hence,the intermed iar), wor]ing in collaboration with a coopzrating
country entity, should be given maxininn opportunity and
 
responsibility to:
 

a. 	 assure collection of operational data for 
managemnit and evaluation purposes 

b. 	 advise the cooperating country and AlD of 
any operating probews changesor in 
circumstances which might necessitate an
earJlir or more thorough evaluation than 
rogula rly scheduled 

c. 	 propose and execute changes in work plans 
or Inana g ement methods as a result of 
eval:ualt ive findimc s 

3. 	 Ev,0uat;ion aiA!Real.imning 

a. 	 'ReReason for luatiqon 

Regliar, systielatic evaluation shouild be done forall oni gonoii-ca,1 aT assistance. onduct of eva] uation
 
recogni zes, tfint ]aflming canot 
1)e oviisc ient regardi ,ss ofhow J out mid c;,x'~,,t a]nd tht c"anges in plans will. be
eCes.sry to aIdjots, to ChnIo,S in ci1cnstances. ]eJnce
evahz.,tion is u Itn. al nart of effective m]anagement.
1117alunat ion is even more essential .ina tri-partite situation

consideraR, e cr .i 	nc" is being pl aced on an intermediary,
it reSult, n unturstandinsin i:m about plans for the coming year. 

b. 	 Pi'OCi .- , of EKviAhitimoi 

Useful cxai1:ation iwel]ves two kin s of preparatory 
analysis: 

j.. The oriindal ,l:jn of the project should be 
• v,\,e i u1 the .iipt: of experience and current 

.... 2[ xto ,-, p1 tes still 
a,,~ee oa i., puou; ,ad ou yut Ie.dets", o s 

t I , , i j I Li 

AI 063f, A 
LLLA J ~ ;I 
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confirm, clarify moidify tie design.or 

i. 	 Progrcss in productin of Project outputs,
impact of thiS prodktion on the achievement
of purpoC, Urd Lontribtution of this 
achliev'ment toward sector goals should eachbe -assessed separately. 1T10c -SFsslents
s1v11].d rsulmt ki recmmu!endations (o modify the 
apunt or type of inputs, change the project
.Itods -or organ:ization, or start new action-to 
ovsrcolo Cons.traints. 

'I1ic 	fact,,gatlivrinp and analytical steps thenarefollowed 1) a rov ow in Mih responsible officers of thecooperating country and AID make decisions conf.ning plans 
or calling, for modifications iji plans. Experience hasd td that the review is more productive when itinlvolves an Ji.nteracti(n of people with 	diffee;at viewpoints andesDoi~S~Il.:iis. Not 	 only are decisions lil,:ely to be moreinformcd and practical 1)ut also the-' process of conmritmicatioi in a"rei.e1,:. :sion can itself serve to imnpT'ovc imderstanding;,of all
parties ene~i 	 when no decisions are made other than to conffirm~exis ti.nc plans. 

'Ili S process describcd bovo can characterize either 
an aI:llition which :i,:, dne by regular personnel, of thecoo I),ra t.111 countly, inteim;idiary and AID 	 and for whichConclu'jOjS nre1- rcCorded in an amnlual Progress Appraisal.Report (PAP) or n ov;aliuati.on which employs outside consultants
and for .:eb a spcial reporit is pirepared 

C. 	 Ro"I Coo tj., :Outrl' 

'11c role of the cooperating, counltrv in the 	evaluationo17 All) firiiccd rpiects, and it.; 	rcl:ationship to AID andthe 	 item! iar) largel), "re dueriined by Tocal circtunstances 
e ., the 'mtire of 1:he project, couporating Country tccmnjcianand,ll... ,i.]i) etc, 'Jim cooperat hi country should 
pa 	 t. J. , .1 .. , a led:ing role inioillt eva"lu -;tli.ollfor Ohec qsons, 

- 1,l0 -r,",ye - as J.ntclndd to cau, chaive within"c coentry; ran), of lti e repl m ing ac&L.on,.,
.idcnt it ed by the ev2 lution process, 3J.ust be
takn in, 'Ind ib, tile Cooneratj-n r country. 

. ! (i" -)tL" (if Ll+' . . pioject in,'esb]nent
L5-.C 11-:t1 , d iX' tie cooper:iting Country, 

- -
.. . . . . .. . . . ., , ,.%l i 
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--	 Data on project operations and on the project's
socio-economic onvironment is mostly generated
and collected by the cooperat-ng countr,. 

-- Collaborative oval uati-0n can improve co;imuications,
facilitate AID-cooperating country project
Iegotiz'lti , increase cotunrr), ]fuowledge and 
interest in the project and reduce defensive
rcacti onis to finllingps 'froi iinilate-ralA1) eva]i1_031S . 

vihere thero are several donors, or the AID input is asmall -art of tim total, it would be desirable for the 
coopcatint g country to coordinate and lead the task of evaluation. 

More than half cf AID Missions have engaged in joint
Ova] uatiorIs with cooperating coutries in some form. 'lheir
expcricnce has gcrail been useful, for tfle reasons citedabove. 'fliori' hes.itations and fears usually proved unfonded,
alto sicccssuil"-"'h ' cnvatuition requires careful advance 
prep'lit.]t ion, incl.ud ing discussions with cooperating countryoffjc:i lls about t:.' reasons fotr eva]uation and the procedures
to be 1 W o,.c.:. (.u: of thjs s,ould have occurrd. urin,,h
pro! ecp,lnu]; ,). ]valuu '
-tol,mahhe comntrary to l:ho cul Tu'al]put terns of, su'-O C.x ratin countri s -whioh do not coinduct
teirF dci~si on 'I'J] -i in a fonmal organi zed manner or it ia)'
be 	fri(,,tenil if it is misconceived as a rating of personal
n'r o-:a-ncn ll thwi zn -isscssiqent of progross. Ijowever
ro:ardlcss of hcasitation on both sides', "ni - is an"alation 

-.,por:ant :c er,Cn't of* tJ'e de.,s2irod collaborative styl-e and 
siqJ:
Sons shoudd -,oik to a e itmore widespread, 

,-e s JVe]al
degrees of co] laboration which canincese with t-iie and oxpeoJence.'ic paxtten mily vary from 
projct to pwioc"(C n 11.0 C:;d,s oultr)': 

a - -- step) thoi) 	 '%S. ITC]e :i.1lhn 3l - and :in.fqi1i 

mry :cooperat:ig
(project offi c i aT,, thei r supervisors, proj ect clients) 
to pjrovir.i, i.formation ,ilnforli-tliv and to give opinion.)s 
n 	 tl s .ions :bout project opl]'atlons and diosig. 

.iat:e :] .o,'i to:"x country personnol 

: 	i:<1) tiUqtile Coo COurttA'), personnel participate :in 
des .... the ot,II- -)- :("-t 01 V C(t... as::o. :;: M'C;() ;'>s wh ch ;as d'sc'ihed oarJ-ior, 
'~ii.h no',,. ... V,. Si o.:01It"i' V{'e h cavil. C1l k." . . C"S ) t J ars not 

Ti:k( '' & 'aI" r;CO( r! f "|Jction Il tjlio 

MC"t L", )Of'rJj ,4-

A#(.~V~ t~-f ~.?t 4I . 
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Miss ion Di~ ctor's Izeview. 111 .invostaff seldom Jxres 
Gu io-d~s-ni~n o .fic als from eitlhcr 11w cooperating 
cotntry or the ,iission. 

iii) Offlicials of the cooperat.ing country
participate :in the evaluation reviw,dWHich consi dors 
cVvalt on findings and reco-Imcndations and whid. 
agrees on toplnJuaming actions. 

'iherc na ci -rcuilstances when it mty not be advantageous
to press fo. cooperating country participat:i.on in the cva].ua t ion 
process: 

-"- 'ien USA!). must assess the roasons for, and effects 

of cooperating cotutry, rcsistmnce or per.F0rLolncc 
fai.lure :in order to plan strategy for subsequcnt
negot iat on with the coope .... ng country. Even 
hee, the Mission should conider v.,hether an 
evaluation might be the best way to negoti.ato or
whothcr a private Mi.ssion session should be follow,ed
by a joint session. 

-- lfhbn.joint ovahlmtjon would jcopard ize proje.x." 
opzra.tt.)n!; or d].sruYd: USiD -- c.oK)pdrfl:ing CCtLlt]7)' 
re latic: i i .]:,..s Such cirzinwstalces will be rare; 
coins tr c t.Iv! j ov-n t. cv:cia itions wi i ch avo ici 
'ecr:!iin .,l:n ov pIacirvo of blame -,most invariab y 

l....,LIU~~c ~O ot not N )a,~,. ca<,ri:i'L 'C i.s )b l 
(e ,.,, t~ioksd inc of? 1-,.. oi'fic.,iA.,) or Lo make 
Jroj cJUt dCCSi'eoS. Since the burden on key officia~ls i.s 
_o 0ev,oiL so ),v ned1- C\ aluat:i.ons should ble as to
be ;,La ti them rind mieimizo the reqHirement for theirtuie. 

.... C.11 I'l .,iII -actos,rwould :inlibj.t ef: cc.i.vo oval. .acton, 
or whe1n I iua btrri.c.rs o1 size of gi"oup wouldd 

'.' ,- thl( 1jntclj,,e.diar' -n llh,, ova .uhtio process 
, 1..11 th ! i Us oF the o hor two pa rti s 

ell ' (.t v,)B 1b!'3V.: 1, ii C: go; ;2r;. . pav ,elne *' .. ; at tO"'bv-.. _ . .., 

I'" 'j r,~ *I '"lI-.j........... [ .4.. * .,
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1. A~A4TC '° c 	 o, 

i.) 	 rNe :i nten ediary shculd takc: the Teradiin the
staff work of gamtluring and -v*yzing data in 
order to check out lie ])oject d'sign and 
I..). !,Ild to prcpare issucs ua(I-c.oc-nenldtions
fO tle formal rovieiw sessio.n. As n da;ly
working partnmer of the coopcra ting coturtr, 
the :intcrnm diary shold ir,.,olv the stnff of 
the coolo rating county .n this process to thelflaxJ.JMiui2 extent possible. If there is a liss.i.on
Evaluation Officer or other staff knol odgeabe
about uI1. hor *ie proj ect or th0valuti on procuss,
th.y w .lpaticipatc in some of the preliinary
d:i.scussions and ana.lyss with tle intermediary and 
cooperatJiw country staff. 

ii.) Me i nleri:idiary can play a key role in helping
the Missi cn lay the groundwork .ith tho cooperating
counlry for a joint evaluatiJon review Session. Theinternudii ry 'should constut with both the cooperating
country and the Mlissi.on staff about the agcnIa, fom 
the 	so.sjon. 

ii-Itlle'es-J..1 t preontfixidings. answer 
("V)st-oilS 1 C!I. 4-1j-, 
 LT,-,os ande- altrnativesPol.:Lcy a-1J resouc,:: d-c'Ls ions, hIowcv,,or, will be made
b).tVic rsons .le.o.Iici.ls of the cooper, tn"'I, 
Country n. the ",* I 

iv) 	The interm-dci.a, '),will often. ceordinal:c Ihe follow-up
st , r to ut. dec i s ions. 

e. 	 h-!miTl JV] ltt.h 

At 	 tic, torb; i':ationbe to c 	 a c1. u1.ccidi :::i-ml d]' of a pojct, fina]- uation slould,l'ernnac anyih.i .e follo(w-up acti~ons anld to extract 
]losson. 'f :t o..or ar 

ei ....... '.{'he.i pI rpf.e is 


e;x1r.'@N r " to siani activities 
e.. Fra 
coop.. Pai. ig 	 of pri.ary jltv'rest to tlbcctl '_.. A,, tit~10 (;. t to A . [.iB. Both shoi t.d be 

1ased on .aan ; of 	tI:() omtanjI' Of p1laniied 1:]hJof re.suLts 
ccu1J(21c mt" rsal ts their cavsti'ofalors.A'; 	w i [J roXu,fwpiar ov,'qlna IeJu, nix,J.j" .,iork. for a t.,n~nIi'o!v:i.ew Jimy) 

b",da.c ...."he I"'.dp:i.] oa.tcr,,,eldiaryA h i but the .indings
Sh f h abe ieio]':v V re\ .:Xa ' 	 ]:1 ): tJI vt 

A..\ 

SI-	 . .. . . 
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I rturej~i n~t~ii~iic, bi inr~ Sina]C tho pog. icy .Is hasicall)

.1 '2], (i pr )' ' ,~ -:r:$iitnot Ctp' d tOat modificatIonls
eistfl16l1 be vcqUjvcilvd C111 cinchts, bUt 1E W aroany changes

)lococv ID) SCOPt'' 0oC wo rk, twv~stz can be n:,,otiatod. Fo r nowprojcct:1, dOnoxmt-; proos invg pr-ojocls and "'C'Imsting Coltracts 
0o' 0th03 '~ rucldnjt' should der'iine a role for an iftornoe TarY

-~con3:;tc with ;--. I-acy and s iould reflecct coopcratbng
countr'y Coll LabontI1.ljY. 

o Tht~omcdaI'' 
the on.?; iandic "Vaatj ionJ.1 mind as the,.y 

I-k ~Jiua{:es Oalzations '11ou3 J Icep
iofl OpriojOct, daoIg 
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August 9, 1972 

MEMORANDUM TO: AG/OAS, Mr. John Benz 
SER/MP, Mr. Fred Fischer 
AA/LA, Mr. Lawrence Harrison 
USAID/Kabul, Mr. Victor Skiles 

FROM: PPC/PS Robeit L. Hubbell7
 e 


SUBJECT: Task Force Meeting
 
2:00 P.M. August 10.
 

Each of you provided editorial suggestions which did
 
not overlap qnd could easily be accepted. 

Several problem paragraphs appeared. I have tried re-writes 
which are attached. 

Also, Jack Benz proposes a different transmittal to
the Deputy Administrator, which is attached. 

/
 



3. During past 18 months, most AID field missions have 

adjusted content and character of programs 
and substantially
 

reduced direct hire staff, Some have a]3o changed style and 

structure correspondingly. 
 'While USAIDs will continue to 
slim 

down as program concentration continues, FY 1973-74 reductions 

will be more apparent in AID/WV as result consolidation 

program support functions. Therefore this message deals with 

mode of operation and organization in a streamlined Mission. 

Following discussion drafted principally with development 

assistance USAIDs in mind. It has relevance however to 

supporting assistance USAIDs whose comments are invited. 



ChanrJng Mission role is most clearly seen in its
 

implications for principal AID representative and his 

immediate staff. 
They will tend to be less responsible
 

for project management and devote more attention and
 

time to collaborating with host country colleagues 
in putting
 

together scctor analysis or project design teams, prcject
 

monitoring, advising on development strategy and AIDs resources,
 

coordinating with other donors, keeping AID/W informed. 

To be inserted at end of paragraph 11 on page 9 



13. Field-AID/W Relationships. Reforms put more 
responsibility
 

in AID/W because of desire 
for lower profile in field,
 

use of specialists who cannot be 
regular members of field
 

staffs, necessity for negotiation with headquarters of 

intermediaries and other donors. These changes will 

require even closer headquarters-field relationships 

than heretofore, with more frequent travel in both 

directions, regional seminars, written dialogue. 
 At same
 

time, AID/W has obligat-on to provide better service to
 

field. 
 This has been key consideration in various
 

elements reform plan, e.g. consolidated program and
 

management support, improved knowledge resources through 

research and 211 (d) grants, arrangements through basic 

ordering agreements or indefinite quantity contracts by 

PIA, TAB, tNGR and PPC for rapid mobilization of expert 

TDY help, devis ing new contract and grant instruments. 



16. Mission comments should deal with practicality
 

of foregoing concepts 
 for local circumstances. What is
 

required 
 now at field level to make this new sty'le work?
 

In your adaptations 
 to date such as shifting from managing 

to monitoring, centralization of loan implementation, use 

of TDY help, what kind of problems have you encountered?
 

What pace should evolutionary process 
 take? What modifications 

in structure, procedures, and kinds of personnel do you
 

foresee to adapt 
 to foregoing concepts. Our interest 
here is not in analysis of positions, dollar size of 

programs nor project lists but in general trends and 

problems you anticipate. 

Reverse sequence of present paragraphs 15 and 16 and 

rewrite present paragraph 15 as above. 



DRAFT (JS Benz)
 
8/7/72
 

ACTION ]3D4ORANDUM FOR THE DEPUTY ADENISTRATOR 

SUBJECT: USAID Role, Style and Structure 

THROUGH: FD(SEC 

FROM: Robert Hubbell, Chairman of Ad Hoc Task Force 

Problem: To arrange expeditious clearance of proposed message to 

field on above subject.
 

Discussion: 
 rThe Ad Hoc Task Force of Messrs. Benz, Dutterfield, 

Fischer, Harrison, and myself have reviewed the pertinent papers on 

a reorganived AID that concern the role, style, and structure of the 

USAID. 
Based on these studies, we have prepared the attached draft
 

message.
 

We have concluded that, despite its length, the message should
 

go as a cable in order to 
save time and to assure that all missions 

receive it simultaneously. 

We recoi:':end that the message be specifically addressed to the 

Ambassador an well as the Director or Aid Representative in order to
 

encourage a policy-level type of response rather than operating details.
 

For the convenience of the Ambassador, our message summarizes previous
 

information on refoin sent the field in other messages, although these
 

are cross-referenced.
 

The Task Fo-ce proposes that two detailed documents which are 

not yet official go to the field in order to give Missions a more
 

concrete idea of what is meant by project monitoring and collaborative
 

style and in order to get comments before these are issued. 
One of
 



-2

these documents 
(Tab B) is a blightly revised version of the "Report
 

on the Project Monitoring Resources Group" (Benz group) which you
 

have seen. The other document (Tab C) is 
a proposed "Policy Statement
 

on the Roles of Cooperating Countries, AID and Intermediaries in the
 

Planning, Implementation and Evaluation of Technical and Other Non-


Capital Assistance." 
 It was 
prepared by the Program Evaluation Committee
 

and was reviewed and approved by the Working Group on Instrumeints for 

Increased Use of Ion-Government Organizations. 
 (Levick group)
 

In view of the urgency, the Task Force has not attempted to clear
 

the draft messalc (Tab A) or Tabs B and C with the Bureaus and offices 

represented on the Admin-strator's Advisory Council. If you approve 

of the message, we would recommend that there are three options open: 

.. 
that you approve the papers for transmttal to the field;
 

2. that the Administrator's Executive Secretariat distribute 

the papers, arrange for a meeting of all concerned. Comments
 

made at 
such a me2ting would be taken into account by the
 

Task Force and a revised version would be forwarded to you
 

for final approval; 

3. that the attached memorandum be sent to the addressees shown
 

with a request for Bureau comments by a stated date.
 

Recommendation: 
 that you select among the options given above or such
 

variation as you may desire.
 

OPTION 1. 
 Yes 
 No
 

OPTION 2. 
 Yes 
 No
 

OPTION 3. 
 Yes 
 No
 

IIA DT A Mr vIr. 

9k 



8/4/72 Draft
 

ACTION MEMORANDUM FOR THE DEPUTY ADMINISTRATOR
 

SUBJECT: USAID Role,Style and Structure
 

THROUGH: EXSEC
 

FROM: Robert Hubbell, Chairman of Ad Hoc Task Force
 

Problem: To arrange expeditious clearance of proposed
 

message to, field on above subject. 

Discussion: The Ad Hoc Task Force of Messrs. Benz, 

Butterfield, Fischer, Harrison and myself which you 

appointed onl July 21 has prepared the attached draft message
 

(Tab A). 

We have concluded that, despite its length, the 

message should go as a cable in order to save time 

and to assure that all missions receive it simultaneously. 

We recomm-end that the message be specifically 

addresscd to the rhbassador as vell as ",the Director 

or Aid ,epresuntative in order to encourage a policy

level oftypc response rather than operating details. 

For thle convenience of the Am.bassador, our message 

summaries previous information on reform sent the 

fiel d il other Ijess Zg although these are cross

re fereiiced. 

The Tash Force T'r,3Poes th 't t.:c detailed documents 

which are not yet oFficial go to the field in 
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order to give MIissions a more concrete idea of 	what 

is meant by project monitoring and collaborative style2
 

and in order to get comments before these are issued.
 

7 	 One of these documents (Tab B) is a slightly revised 

version of the"Report on the Project Monitoring Resources 

Group" (Benz group) which you have seen and about which 

you recently inquired again. The other document 

(Tab C) is a proposed "Policy Statement on the Roles 

of Cooperating CounLries, AID and Intermediaries in the 

Planning, Implementation and Evaluation of Technical
 

and 	 Other Non Capital Assistance." It was prepared by 

the 	 Program Evaluation Conmi ttee and was reviewed and 

approved by the W'Vorking Group on Instruments for Increased 

Use of Non-Government Organizations. (Levick group), 

Recommendation. That you sign the attached transmittal 

to Assistant Administrators. 



MEMORANDUM FOR: AA/SER, Mr. James 
F. Campbell 
AA/PPC, Mr. 
Philip Birnbaum
 
AA/TA, Mr. Joel Bernstein 
AA/PHA, Mr. Jar old A. Keiffer 
AA/ASIA, Mr. Donald G. MacDonald 
AA/AFR, Mr. Samuel 
C. Adams, Jr.
 
AA/LA, Mr. Herman Klein 
CO/SA, Mr. Roderic L. O'Connor 
GC, Mr. Arthur Z. Gardiner, Jr. 
AG, Mr. Ed.'ard F. Tennant 
OLA, Mr. Matthew J. Harvey 
OPA, Mr. Clinton F. Wheeler
 

SUBJECT: USAID Role and Style
 

The Ad Hoc Task Force which I appointed on the 

above subject has prepared a draft cable to the field 

(Tab A). 1 would appreciate your clearance or comments on 

this by August 

The Task Force a]so proposes that two additional documents 

be pouched to the field. These are Tabs B and C. They 

would go to provide im,,re background for the field and 

to elicit coTuln',ents. Both are the products of special 

groups or comi;i ttees. Neither is yet official. You are 

not asked to clea:r these papers specifically'- merely to 

indicate whether you willing to themare have transmitted. 

Maurice J. Williams
 
Deputy Administrator
 

VI'
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UNCLASSIFIED CABLE
 

AIDTO CIRC to List G 

INFO: US Mission OECI) Paris 

FROM" HANNAIi FOR TIHE ANBASSADOR AND MISSION DIRECTOR 

SUBJECT: USAJI) Role, Ityle, and Structire 

1. This message summarizes kuy elements of reform in economic 

assistance program; sggests sOmc implications for USAJI) role, 

style, structure and for USAII1-AlD/W relationships; and 

ilnvi tes commIents. 

2. Previous communications on reform include "Transition Plan
ning for Technical Assistance" from Deputy Administrator February 

16, 1971.; Administrator's Memorandum of January 24, 1972 on 
"Reform of lhe U.S. lconomic Assistance ])rogram,,' Reform 

Plan oF Feb ruaLry 1, 1972, and AlI)TO Circ A-543 "Development 

Pla],nnilg Guidance -- FY 1974" April 15, 1972. Regions and 

Missins have NIso c::changed moessagoes and directhad consultations. 

3. A] 'ic;' Imesseis(ins Ia ad\jus tment in mil, plan 

irlho chI r IJP aclii(. d I dics t ruducLioi . 
I ' , 

aV]:joli.-;lre ]lio*ct0,dLro o I'IS C" s !rni call

....a/ ;.. ,

I~ ~ ~~ ~ CI(~ ~ ~~~~~~0 'O' lf o .(\4~iOlS.I 

xa''j 



2/ 
CentraXion col t 19 

/11.n kI / / ' e u t coilsol1dat i oil progr J upport unctinfl~. 

s While supportin l,.,4ssis tan ce 

.lssomc mni quo Ll15Cts, does, not draw 
dis t izUgtJ"on but iayes that for miSSi on Comment. 

ii,1 I413NTS OF REFORM 

4. In recent years, economic assistance has been thoroughly
 
reexamined 
 in order to adjust to changing t)e rccpti ons Of needs 
relatioiships, and attitudes . )uring past year, AlD itself assumed 
leadership :in 
 stah1in, out policies for 1970 s. It also decided 
org~an~ization~i ad operational changes to facilitate achicve

molnt of Obijectives.
 

5. Our overriding concern is with basic human needs of pople
 
in developinlg countris; 
 useful employment and education/ 

training to help assure it; good healtth foodand that 
suport.s it, 
clii Idren who are wanted and assured of living condi
tion< consistent with hillI:wan di g ijty. We believe efforts 
to the,.;c basi.c needs contribute to long-term US ilternational 
inte sr
sts, 
 ll-re .iant societi eus in dovelopinp .,orld, 
OXNp a dii:g world ecullo ii ii.ncrcascd trade and access to 
resources 
for benfit. of all, 
.improved pr.spocts for
 

wor d pcace.
 



-3
 

6. Agency's reform emphasizes: 

a. More collaborative style of assistance which 
recognizes
 

that people of developing countries 
are at center of 

development and that. international development assistance 

institutions are assuming increasing role. 

b. Reduced US government presence and profile overseas. 

c. Incrensed participation by US private professional,
 

business, (ducatior1al, non 
 profit, and voluntary organizations. 

Special attention to finding fresh ways of relating innovative, 

creative jnd knov,'lcd ,eable U.S. individuals and institutions 

to developing country individuals and institutions in 

jc]jit /\ol Ijii, efforts. 

d. Con centrati on on a few key human problems to whose
 

solution U.S. can bring special 
 competence and sufficient
 

mass of talent 
 and resources to make significant
 

contributi on.
 

e. Broadened application of tools of sector analysis
 

and programming for such problems as food 
production and
 

marketing)cducation, 
 health and population. 

f. Better I ntegrati on of technical, capital and food
 

assistance.
 

g. lncreased emphasis on careful innovation, including
 

targeted rcse.airch, pilot field tests 
 and information networks 

appl)ing scielce and technology. 
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7. AID/W reorganization to enhance its program support
 

capacity includes:
 

a. 
Establishing Bureau for Population and Ilumanitarian
 

Assistance (AA/'I1:\) with centralized population office,
 

strengthened capability to 
respond to Deeds of disaster
 

victis;s, and improved relationships with voluntary
 

oiganizutions eng aged in humalnitarian activitics.
 

b. Es tabl - p Bureau of Supporting Assistance (CO/S.) 

with principa] L'ushington responsibility for All) programs 

in Vietnam, (Nihodia, Laos, Thailand, Jordan, Israel and 

Malta. 

c. Reorganizin , repional bureaus to strengthen sector 

analysis and programming capabi titles and to assure' 

effective integration of program, loan and technical 

staffs. Re,8 ion a] bureaus and TAB working together are
 

to provide the best available technical talent.
 

d. 
Through 'Technical Assistance Bureau (TAB) leadership, 

strengtlhen Al)' s capacity to help LDCs find answers 

to critical dcviopment problems b-y increased applied resea 

and by nea.' forms of institution building including 

links among s tvntthened LI)C institutions, U.S. public 

and private institiut.ions and international research 

centers. 

e. 
lstablish ing Bureau for Program and Management 

Services (AA/SR), which consolidated all engineering, 

1t'
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contracting, procurement, personnel 
and administrative
 

services previously performed separately by AID/W Bureaus 

and Offices. (Details on AA/SR organization and its 

expected impact on field were contained in letter from 

James F. Campbell to M!ission Directors and AID Representatives 

Jul), 21, 1.972).
 

f. Strengthening Bureau for Program and Policy 

Coordination (IPC) by transfer to PPC of budget and eval

uation staffs, creation of a Development Program Review 

Office integrating capital and technical assistance
 

review, reorgani 
 zed offices for international assistance 

coordi nation a:d for l)oicy ana]lysis. 

g. Establish in Administrator's Advisory Council for
 

regul jr considoration ofF hcy operating and program
 

])-i ci es and Project Approval Commi ttee under leadership 

of ]epit " Adminaistrator for consideration of selected
 

projects and 
 issues having general applicability. 

IMPLI CATIONS F'OR MISSIONS 

8. Implications of forcoiii,, for field missions will vary 

accordin, to staige of development, national value and attitudes, 

p0ol.-itical facto rs oF country whe re you work. Personal relation

ships c m a1. -o in fluence (1eve] opment assistance relationships.
 

e'v, rt~he.ss A]I) iweform does imply 
 a set of norms for role, 

style and; tsructure of fielcd missions and for tlheir relation

ships w1l-h A ID)/ '. 

http:rt~he.ss
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9. Role. 
 In past, AID often played direct active role in
 
LDC policy formulation, priority selection, progra% planning 

and project execution. This type of role has produced important 

results, but its paternalism impinges on increasing LDC 
sensitivity about national sovere>gnty. Most encouraging
 

aspect of development performance in sixties
the whiclh WakMs
 

-rr opti,:,isti about 
 future was emergence of corps of ]flodern
 
and dedicated LI)C planners, 
 technicians, manage-rs . Prior
 

to their emergenc( ?, All) 
 activism justified by absence of
 

alternatives. 
 Now that alternatives exist, AID is shifting
 

to collaborative 
 role. 

1.0. Similarly, within agreed project purpose and scope, 

AID is encouraging more innovative and self-reliant role
 
for US institutional 
 talent centers and more direct problem
solving links between US and LDC professionals. Tradi tional 
directive role of USAII) re all A]I) contractors or grantees, 

including approval of travel, is changing. 

11. of direct hire field staffs reinforces 

above trends ad mes imperative reassessment of what field 
representatives can most productively do. Increasing ly,-Kjr 
role may should consist of foll.owin', functions: 

a. Advisor/1ounseor'. Direct hire personnel are unlikely 

t.o provide operational technical advice inas pastlbut 

program and sector generalists can usefulbe disinterested 
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source of advice and judgment on key development
 

problems, opportunities and talent. AID's R and D
 

activities, experience in other countries, and access
 

to variety of public and private institutions make
 

it important source of advice and channel for innovation 

particularly for analysis and planning in sectors
 

selected for concentration of AID resources. Field
 

staff can also play role of talent-brok er, putting 

LDC's in touch with centrally-funded or other profession, 

talent working on probleIls outside areas of local 

AID concentration. Similarly, staff will need to keep 

LDC's infored of opporturiti(s to draw from and 

contribute to global knowledge banks emerging as part of
 

internat ional R Q ) networks. 

b. Financi er. 14 ,Jan u ary 2d memorandum said, 

"Increasingly, A.I.1).'s role will be to plan development 

programs, to help fund private organizations to design 

and execute development activities in collaboration with 

experts and institutions in the developing country 
I, 

and AID) and then to monitor the progress and results.
 

The norl'"1 steps loading to a decision to finance will 

be as follows:
 

(1) study cooperating country development plans
 

and priorities
 

(2) identify prior.ities of other development assistan( 

done rs 
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(3) select one or more (depending on such factors 

as degree of self-help, im;.portance of country to 

US) sectors concerned with basic human needs for 

All) con coitrit ion 

(4) col Iabor,:tc with country on sector analysis, 

pro(,i A anning, and proj ect formul at ion. (Often 

usin(' t:10oo alr, - c :ert outside help) 

(5) p Ircp re doCuL:ic t,t ei I for 1Al1) financial decis ioni. 

C. .loni tor. In the pas t , tISA1) 1s literally managed 

many techni cal assistance and loan projects w,;ith direct 

hire personne; in the future, we will monitor them. 

If ye d-oC wmae,,ill need managers.not we not project 
Li ,'iil- iicC.l project offi.c.rs to enable AlI to 

exercise, prudenlt !-ulpervision Ove,' its resourcesj and to 

eval nate prosrs in order to dotermine next steps
 

The moni toriui:, Finction serves the interests of both
 

the cooptirating; country and US.
 

(Tv.wo deta ilcd discussions of implications of the 

colkabortive, style for monitoring are being 

pollched Cp.'j:1tCIy to elicit field comment. One 

paper enti tled 'Pro i(cl '.Ionitoring -- FY 1973" 

is a rep~ort of a1n Ad H1oc Tas], Grolp set up by the 

Deputy Adnini slirator dulr1ing, the tral- si toil 

plnn iup perid'W1o the othlier 4Q - -is a draft 

"Policy Statec'.ill. onl the Roles of Cooperating 

Countries, A.I .I). nd Intermed iaries .inPlanning,
 

1V 

http:offi.c.rs


Implementation, and Evaluation of Technical and
 

Other Noncapitil Assistance" prepared by 
the 

Program Evaluation Committee). 

d. Coordinator. Since AID involvement will be 
more
 

selective, we must build more efficient and deeper 

working re/ at ionships with multilateral and bilateral 

donors. AID field personnel should encourage the 

cooperating country and UN or other international
 

organization to 
take the lead in coordination, but
 

we mJ:ust put in considerable liaison effort.
 

12. Style 
- Image we wish to project is that of unobtrusive,
 

highly professional agency whicii responds 
to developing
 

country interests 
in basic human problems by bringing to
 

bear highest quality resources US has offer.
to Talent
 

broLer function should dominate 
our style. Decisions on
 

strategy should be made by developing country. Large
 

bulk of substantive work should be performed by non-government
 

organizutions or participating agencies, including important
 

elements of planning and evaluating as well as managing,
 

Concentrated programs 
s ould exclude small target-of-opportunity,
 

sh]ort-duration projects. 
 With projects carefully planned
 

for life-of-project funding patterns, 
less blue-printing,
 

reportming and annual negotiating nhould be necessary. 
 I)!rect
 

hire AID personnel should he principal 
y concerned with
 

AID strategy, relationships with other donors, monitoring
 

of program development and execution, and harmonious and
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constructive relationships between cooperating country 

and non-government or PASA organizations, however funded. 

Field representatives should be continually seeking 

opportunities to remove themselves from direct involvement 

in program desi gn and execution and to promote solid 

working arrangements between US and cooperating country 

talent throug~h such devices as Institutional D)evelopment 

Agreement, participation in international R I) networks, 

loan- financed techn i cal assistance, country contracts 

(to which LC and non-governmcnt organization are signatory 

partie:s), and blch grants. 

(An AI b%/ Vor 1:ing Group established by the Deputy 

Administrator h a: recently- drafted improved policy 

stateonlVs, procedures, nd legal instruments for 

country contracts and programmatic grants. A 

series of instructions will shortly be forthcoming to 

the field). 

13. .ield-AII)/g Pelationshins. We in Washington see our 

role princip ally as sarvicc to field and our reorganization 

was conccived with tht in minad. Consolidated program 

and manaa ,i:nt support shoould permit better specialization 

of bacLslo pping personne]. Research and 2.11 (d) grants 

improve avai I;owc ], lw]edge resources. AA/I'IIA and TAB 

general technical scrvice contracts have mobilized non

government org aniz ations 
to respond to mission work-orders
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or contracts. TAB rosters 
of experts, together with
 

PPC/PE's indefinite quantity contracts and O/Engr's basic
 

ordering agreements permit rapid mobilization of expert
 

TDY help. anual 
order system being overhauled to condense
 

and simplify instructions for field personnel. New
 

contracting and grant instruments 
are being devised.
 

AID Reference Center will 
issue regular accession lists
 

of reports on previous experience and will strengthen its
 

question-ans,\,cring sorvice.
 

14. All)_ ield Structure. -- It is clear from foregoihg that
 

traditional All) style of overseas operations is changing
 

at an accelerating rate. Also clear that for foreseeable
 

future AI)D has vital need to continue overseas 
arms -- USAIDs,
 

regional on other field offices. 
 Changes should not come
 

through happenstance and initiative in 
their planning should
 

be in fiell where reservoir of expertise on overseas 

operations iesides. 
 No unique size or structure for 

direct hi re personnel being prescribed and field will have 

flexibility to adjust to needs of individual country programs.
 

Obviously structu,, should be compact, with 
little layering 

and overhead. Inter.tion of loan and technical assistance 

modes should he sought. Some functions decrease or disappear -

aspects of loglistics, managcwnt, documentation, technical
 

advice. Others continue or become more important -

arranging for sector analyses, collaborative discussions of 

program strategy and more thorough planning for assistance
 

/ 
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activity, talent-brokerage, monitoring and evaluation,
 

coordination.
 

ACTI ON
 

15. Mission comments should deal with adaptations in 

role, style and structure considered desirable for local 

circum.stances; pace that evolutionary process can and 

should tale" needsnev to be filled at field or AID/WV 

levels. lnhat modi fications in structure, procedures and 

kinds of per;onne l do you foresee to adapt to new programming 

con cepts, and n< v tolatioslips ? le do not want a statistical 

analysis of positio'fs, dollar size of programs or list of 

projects. 
 L:i ewi;se detailed information on administrative/ 

logisti c supiport arrangements were covered in responses 

to AIDTO Circ ,A757. 

16. Missions should reply by cable within 30 days, addressing 

cables to Task Force on USAID Role and Style. This Task 

Force ,il]. summari ze for me and my Advisory Concil your 

concerns aiid proposals and prcpare a policy paper for 

d iscussiol by the Council and then issuance to the field 

as guide for ful ure action. 



,J.-'- . LoLL z G 

T7FC': U.J Mission OECD Paris 

- This rtesSaga sumnarizes key elements of economic 

a.,.s.anc program reform; suggests some imolications of ," , 

re ror for role,and Ini e fie 
style arnd structure of field missions;.. .. 
 S....
 

in- f...ld ..... on 'hese implications. 

1. 
During the past few years, the objectives, structure, 
and o-,) rations of the economic assistance program of the U.S. 

oic ti of,960'.S
Go v ncnrt hiave been t0or o ugh1 r - inincxaJ;, z experience 
[ :.. 1960's has be.n studied with -- :' care. During
 

-asn 


in ai a_; out the polces which should guide the program
 

year, AID ii .lfe,. has assutmed. the leadership role 

"J. o-'-C C's 11 UZ.,i
 

i,i .,-, l170 s. We na',e also come to decisions az to t-h, 

organisational and operational changes needed to achieve the
 
objecives towards 
 ;iich the new policies work. 

2. AID's overridiinqf concern is with the basic human 

,;nte people of the 
 veloping countries: useful 

emoLoaten',and the t:xction and trainin- that w.ill help to 

ate it; good heal. t:, and tothe food that will contribute 

it; off3sring that aintedare and who are assured of living. 

CG; ,.J[ " cons istet>.~:,Lui th ' --. '"human dignity.--.
L, 


"- , ive that efo -s towa-ard tse casic human needs best 
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contribute to the long-term international interests of the
 

U.S.: the building c1 self-reliant societies in the developing
 

world; an expanding world economy, increased trade, and\ ae -.
**Y bem %o4 

N 6 -(r-ocouro fire. .- eitAUl Ltmnefiti and improved pros

pects for world peace.
 

. .3. Our, programs, 	to help meet the basic human needs - of. . 

people will emphasize the following pane:e p4p:
 

a. A more.collaborative style of assistance which
 

recognizes that the pebple of the developing countries are
 

at the center of development, and that the international
 

development assistance institutions are assuming an increasingly
 

prominent role. 
 Jac, 

b. LReduced U.S. government 	 overseas .. ' .'aw 

c. Increased participation by U.S. private professional
 

business, educational, non-profit, and voluntary organizations 1104'e.
 

d. Concentration on a few key human problems, to 

whose solution the U.S. can.,bring special competenceX , f Is 
;A . . 

e. CBroadened application of the tools of sector
 

analysis and programming-.-. . ', oo. [t',s,, o".,. 4¢Ce.ieseU, 8%14%-a-.' ,obleges .4:.~~~~~~~~ 	 1 .fdC ,' 
V~~~Se~' sqi 4" 

f. Llncreased integration of -oh..l Mi ziz~iti l e'tgLP 

0t6mmit. assistanceje,.ref-auwces A~p~e 4. 	 ee~. *4o " 	 vo d 

g. Increased emphasis on research4. wi. 6e. 

h. Increased capacity to respond to a-u disastersQe b p o ! d s 	 sAeu ~44%i~e " ~ A ~ s 



--

4. To anhmcc its capracity to support programs consistent 

wit:h th.e foregoing, ii1)/W i b,=-inK r a . The. most 

significant cang.% i ,-,l the " n 

a. C- -'-i; of i:. Bareau o7 Po pulation and Humanitarian 
A.;i.staiiico (AA!P~iA;vIwh a centralized population office, 

"c-' sr... 
+±} t ): n g t 

-...... 
e e udiru sus' 

. 
r r e li.ez -p 

"ct,
D . i 

and improved
y 

relationships with volunLary agencies and other entities 

engaged in huanitarian fforts. 

b. Reorganization regional bureausof so as to strengthen 

sector analysis and p-;ograming capabilities, and to assure 

the fecLfcive integration of program, loan, and technical 

of for Supporting 

(CO/SA), with princioaL ashington responsibility for AID 

prograiis in Vietnam, Cambodia, Laos, 

'c. 0-1-, Bureau Assistance , 

Thailand, and Jordan. 

d. Strengthening of the Technical Assistance Bureau's 

capacity to find anwers to critical de,,elopment problms 

through increased researche'forts, particularly applied 

research .Ld new fore of institutio". building, by TAB itself, 

by U.S. pu-blic and prive institution, by strengthened LDC 

stitutions, and 1., international research institution linked 

to LDC ins ti tutioj:. 

e. Orio of th( Bureau for Program and Management 

Srvices (,%/SER) . Principal features and emphases are 

Can tra.~at L lon of dinr -sm:rviccS 

Ve voed s-pty e-t4hj tv bv e\a% 
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C ' ' a io - ?±r L ' ' ' s-i r?' 

ofLaCtv-04ore a d effiei'l~n- servicing of regional 

bureau and USJiD 

-- Greater: v.-r..,.iz,.on. d centrali-zation of 

controllrer :'-nctions 

-- Preparation of a revised directives system which 

will seoa!--at policy f7roml procedural guidance 

-- Reduced admini stratio/logjsLic support of U.S. 

and TCN (see AIDTO Circ A-757) 

--Further sinplification of procurement procedures
 

f. Strengthening o 
 ti2 Bureau :tor Program and Policy
 

Coordination, including, the 
 transfer to PPC of budget and
 
evalutation sta-s, establisIme-nt of a tec nical assistance 

coordiL ting staff, and efforts to &evise an integrated plan

ning, budgeting accounting, and reorting system keyed to
 
s.ctor cOn.ehs, , 
 .
 , 
 . / 

5. Ily ..retla> the implications of the foregoing 

for HieIJ: missions arc. going to vary according to the stage 

of cvelopment of the country in which you work. I also 

r !cogn-'.ze that national values and att-itudes, political and 

- atu tudes
 

http:cogn-'.ze
http:v.-r..,.iz


psychological factors, and personal relationships can importantly 

assistanceinfiu..nc_-" the nature of Lvelo_:ntrelationships. 
304~ JA 'S S~QMc) 

IBut it seems to 72 tat '-''he TALDrefor2 (A2..s im;pl-y 

naa .. the role, nC! st ructure of field miss5ions) 

6. Role. fIn the t -,s often played a direct
 

and active rolu in LDC -olicv formulation, structuring of
 

priorities, program design, and project execution. This type
 

of prominent role .iasprcducod some important results, but it 

inevitably smacks of' paternalism, and it has

increasing LDC sensitivity on atters off national sovereignty. 

In my view, the most encoucagqing aspect of development performance 

in tihe sixties--t.-u one which makes me most optimistic about 

the future--was Le, emergence of a corps of modern and dedicated 

TJDC -planne,-s, t as, managers. to"ch<ii and Prior their
 

eLnerga nce, AID activism could boe justified b- the absence of
 

aiternatLves. Lo; alternatives and should
he exist, AID shift 

from a ieadersiiip to a collaborative role embracing the 

following functions: 

a. Advice. USAID"s can be useful to LDC'.s as a
 

disinterestedlsource of advice and judg-mnt on key development
 

Droblems and opportunities. AID'r; research activities, its
 

ue~nreiece in. other_ countries, and iLs access to a wide variety 

of e;ublic -nd private institutions make it an important source 

/.A(f- ) w/.V
9-4S 
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o advice as wel! as a s u-iale a ,'f- innovation. "iis
 

function is particularl>ap--J.o, riL.,----,- ,o.e sectors which
 

the USAID selects for c.,tra.io,
 

b f o r aq..2. o,ue %.:'i make USAID useourccs cIa the a 

ful advisor also permih it to piayr the role of development 

assisLan.ce broke' brinqing LDCIr'S ogether with sources of 

techniue and financ_2. V 

cn ce .1p'inci-al in the function of 

(and in tei closely-reiLted function of monitoring) that the 

new ernohasis on concentrat ion adn sector analysis/progrmning 

come in to play, altaou.jh the_;e emphases also strongly influence 

the advice and brokerage functions. The arane steps leading 

to a decision to finance are as follows: 

(1) study of the LDC's development plans and priorities 

(2) identification of priorities of other development 

assistance institLtions 

(3) identification of one or more (deoending on such 

[actors as the degree of self-help, the importance of the 

countr; to the U.S.) sectors directly concerned with basic 

human needs , "''W 

(4) collaboration with country on sector analysis
A 

and program design 

(5) preparation of documentation necessary for AID 

financial decisions 

http:altaou.jh
http:assisLan.ce
http:c.,tra.io


d. ~Monitoring. 
 Ihe :ontor. function serves the
 
interesbs both o1 
the LDfC and AID. By keeing in close touch 
with progrzuis duri lnc execution.,P a7, the USAI is able 

to ssua t l
(1) ice on pLrol.em-solving, evaluation,
 
and ad .tatonof programs to lessons of
the experience; and 

(2) proper discharge of AID's statutory and administrative
 

responsibilities.
 

e. CollaborationI with other development assistance 

institutions. /
 

7. St1le. Th.. i,,age we wt,h to project is that of an
 
unobtrusive, highly professional agency which responds 
to
 

LDC inLerests in basic human problems by bringing to bear the
 

highest quality resources the U.S. az 
to offer. The brokerage
 

funCtIion should dominate our style: 
 the large bulk of sub
stan(ive work should 
;e performed by intermediaries Direct 


hnire 
USAID personnel should be principally concerned with
 

AID stratogy, relatio1 .hips o"Lerwith donors, the monitoring 

of pcogram development and execution, and harmonious and con
strucLive relationships between LDC's and intermediaries.
 

TDhe U,3AID should y be seeking opportuni"iS to r -move 
itelf from direct involvement in program ign and ecution 

through such devices as loan-financed technical assistance, 

coun,_:cy contrac,_s (to which the LDC and the intermediary are 

Ltoe principal partie) , and block grants. 

, . armes'1
 

1 



8. USAID Structure. The foregoing implies a compact 

US.AID strucLure, at least as far as direct-hire personnel are 

concerned. The Director ill be served by essentially the 

samr... 4:ff offices (i.e., program, loan, engineerina, legal, 

controller, exc cutive) heretofore,as ae _h4Khhe agency will 

continue2 to consider _egionalization and centralization possi

biLities,, which offer increased efficiency and economy keeping 

in mind that some -- r-re will require 'full-time tt-Lnrt-ion 

by some or all of these offices. Some internal adjustments 

ian the staff officea may a~lao_ be destrahli e.g., the integration
/ -"- p'., /"# - '' -... ' " 

of program and loan staffs. The principal change in USAID 

structuL-es will involve the technical offices, which will nor

rally be headed by a sectoral generalist. The degree of 

su12-eporting staff will depend on the nature and complexity of 

p.roqrams i ,u Lhese officers, as well as the division chief, 

shoi.uLd normally be discha),ing the advice, brokerage, and 

2;onitorinig functions and should not be significantly involved 

*' in - a-sistn&irecco technical 

n d iV;cts a l-- - u larlyT-g 'Lo,14 L", rs--- tic mpo rtan t." 
e va) ? 9. UTSAID-AID/W Halationships. To achieve the kind of 

U[SAiD role, style, and structure we have in mind, a closer
 

L)e.d- .'shinton relationship will necessary.be We in 

•- .iee our rob.: pL-incipally as service to the field, 

nn on, "J/a reorgani.:,.:tion was conceived with service very 

I",.i i mind. are4 We particularly concerned that USAID': e,t'3 
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De fu iy aware of the kinds of su~port AID/W can provide. TDY 
onela :Jz0y used byinc USAIDs, but this is notenough, rl fie -ld mij:-t ]lv a f'oi *_= appec'i- ion o i ',,'hat is 

goinj on in ashino-n nd clsv.here, particularly with respect 
to rosa-ch interi y its 
 dexperience
 

other countries.
in We in Washington need a beLter apprecia-. 
tion of the circumstance in which you operate and your needs.
 

I lant 
 you to know of y personail interest in promoting an
 
imp'roved USAID-AID/]-I dialogue, 
 be it through more frequent
 
field visits to llas.-inzjton, Washint.jon 
 visits to the field, 

regional seminars, etc. 

10. 1 wdill be cratetul for your comments on the foregoing, 
hopefully by SeptelDher 15, 
1972.
 

/ 2 2 

(
 



July 28, 1972 

MEMORA .,DUM 

TO: 	 PPC/PE. Mr. Robert Hubbell 

FROM: 	 AA/PHA, Richard C. Meyer 

SUBJECT: 	 Ad Hoc Task Force on USAID Role and Style
 
in a Reorganized A. L. D.
 

Attached are copies of a paper on A. 1. D. and the independent 
Voluntary Sector which was presented to the Administrator 
and his Council, and approved by them, as a proposal for the 
expanded utilization of private and voluntary organizations in 
development proarams. 

The AA/PHA, Dr. Kieffer, is interested in having the members 
of your Task Force on the USATD Role in a Reorganized A. L D. 
review this paper and use it in their discussions with our 
USAID m-issions. Dr, Kieffer thinks it important that our 
field operators be made aware of the new directions that A. . D. 
is moving in with regard to the increased utilization of private 
and voluntary organizations. 

Attachments: 
5 cys of Paper 



"The C!OJcV(ijnit ~tS(,r&flts a ro 

1 iij ni~' !1,I to,i1V('j.lpflosctatio)ij 

and c ~cept (j I)y, tIcpId!;,iti tt-etoy' 's Council1 

0on Llune 7, 9 7 



.I .D. and the
 

Independent Voluntary Sector
 

Bureau for Population and Iiumiti tarian Assistance 

June 2, 197? 



Conicer' ing a propos;ed nvw and cypanded role for privatc and 
voluntary orgatninn;otJ (hi :, this .vmorandu:':miQil udes: (1) a descriptio 
of the role tie';( ogaizaLi- 'in to AID; (2)currnL of (these ll rlatini 
ways and rains of mut:liv: a n.w an(d c:.pnded to]oc; (3) inmplicatlons; 
(4) 	 next kUcps. k uned, anid rec nULiS. 

I. 	 Curr:-cLt ~oc, of private v,, untgiry agockl sin AID programs. 

A. 	 Who ;tre th, p'Ivat voluntary agencis? 

-- de fini .i (on; 

.-- description,; 

-- regI stred \,', Ut.'lry agenci es (E5 regi st:ered with USG (AID)) 
-- Unrun is cred priva te, vol tint ary organizations (110 have 

currcnt coiLtract s and grants) 

-- opcratiois 

B. 	 As focal ui nt in AID/W, the Office of Private and Voluntary 
C , rt iA U,; follovin; futnctiuns: 

-- miatch , ,t s ,;u Laiu privat.e 0gantizations with idenLi cd 

I ! t rd., 

-- funds an, ,:,, to:'; iutIua1r-rt-io;al grants and forr contracts 
tl[. ii .,. i~p t0t or rpLCJIic pr()iojc s 

-- ac_ Sas t.cretanYi:,t fur the Advi'.,;rwry (o0ittc, Ce on Volutary 
For-ign Ai 

-- mmilt nin liaison with the .inudependent Advisory Committee on 

Overse,,; Clup{ern fve lDo:vel (>p;)0 t 

-- alinlitain" cvoIiVLt. withi,,fvte Voluntary sector entiti(cs and 
a ssoci t io'-, 

11. 	 Nlew and l.:taAh Riol e of 'riaut nd Voluutary Organizations by 
lean o f: 

-- uCn.la; ii g ,ic,.:,:it prgr;;ms which offer advarntes: IESC, IVS, 
Ia Found:ntf, ,:re ci:xaplcs of possibilities 

- -{ih.ci U ciqCa:QKi y of orani.z;Lion.is ii likely potenitial and 

-- Q;lv"lvfng (4hnr,) i-rv:to )resources 

-- tcp}l, i,.', Q;u >tlni ju ,i.vge:-: and consortium possi i ji tiesn-'", , , 

- lr itl/tip , i , :'. _i 121 ;atuI lint ;g2I lI Iii LhC I. If,n'ol 

http:orani.z;Lion.is


III. Implications 

A. Caveats 

- danger of overfunding of some organizations 
--avoid deflection from original purposes of ognizations 

-
-

accountability and independence / 

consider relations with constituency......... 

; (AID)) 

--be mindful of risks in undertaking any innovations 

-uncertainty of host LDCs about voluntarism 

- limitation of this resource 

B. Process for expanding the role 

1. Selection of priority programs by 

I? a. Consultations within AID/W and with LDCs to e-vplore: 

--ongoing AID programs 

-- Ideat- fied program needs 

u:;L dry - new program proposals 

- other priority areas of concern 

b. Formal liaison within AID/W including: 

t~,, :'d - assignment by ehch Bureau concerned of liaison 

officer to work with PHA/PVC 

--designation by PVC of counterpart liaison officers 

-setting up Agency-wide private and voluntary 

11 and 
c. 

cooperation committee 

Program and project proposals of private U. S. 
organizations and of LDCs be given full consideration 

d. Joint explorations involving AID/W, USAIDs, U. S. private
i." Uh T11. r an rp oaT)t 'fin11 ,,h ver f easib1 p and 

ASAP in program process 



2. 	Identifying private and voluntary resources by:
 

--clearinghouse organization which, among other things,
 

-would:
 

--provide efficient current listing of private agencies
 

--describe their capabilities if interested in AID work
 

-- list other characteristics, potential s,..etc.. 

3. 	Screening and Selection of potential private resources by:
 

--Phase One: 	 basic sut of eligibility requirements
 

--Phase Two: 	 detailed exchanges of information regarding 

needs and capacities to fill needs; some program 
exploration/development work of preliminary 
nature where appropriate 

--	 Phase Three: Fital stnge 'f approval;finding best match 
to fit critical need in LDC; peer group 
concept use
 

4, Funding:
 

a. 	Initially, largely a process of re-allocating resources 

b. 	 Costing not done 

c. 	Possible use of Special Development Assistance'Authorit-y 

d. 	 explore Title II, I'L-480 Food for Work possibilities 
where appropriate 

IV. 	 Next Steps Planned:
 

1. 	intensified dialogue with private agencies in A.I.D.'s new 
emphasis 

2. 	 metings of AID Bureau representatives with private agencies 

3. 	 establish clearinghouse and communications system 

4. 	 set up liaison machinery within AID/W to: 

-- identify program priorlties and inform private organi:ations 

-- match best fit in private resource to MI)C's identified need 



5. 	identify key probl em areas (inter-regional) 

6. 	red- fire role of pro.(C,. ofI.c-er and gran: m:nagers to 

assure Lh, boMy are 1eip(si, ]P for being fui y informed and 
know].ledr ,nh P r- 1n a I. n:p;M of prr particuIrr y- ;is and 
of tm c<,'"hi 1 it c,f; p ral,v O ; hcivhut at the same time 
assure h ; :,:'..-h t_pas,' po;ture ia jut llt.a J.illi mi -lnc

meni of pi ,,s iolVOx]qg privatLe volunLary agc-neciv. 

7. 	e(xploiu fully the concept of voluntanri m with the view of 
cucourg i i t s growt.lh and devel uprcnt, if an d where feas ible 
in I])s. 

Recomumenda Lio ns: 

A. 	 Establih a lia i son machinery within AID/W between Bureaus 
concerned ;nd PA/PVG 

B. 	Undertnke kho r(,ugh and sy,,'toematic examination and exploration 
of All) pI idwns f r lY 73 with the new role of the private 
agenciet finMJind 

C. 	 Establi 'h cl(airinghousu ard comwu"icat~ions system 

http:growt.lh


PREFACE
 

The discussion which follow. is a preliminary presentation of ways
 
and means to expand the use of private voluntary organizations in the
 
development program of LDCs. Many approaches and devices have yet
 
to be explored and tested. It is the purpose of this paper simply
 
to introduce the subject and lay out some first action steps.
 

To the question, why all this concern about private voluntary
 
agencies? The answer is that they represent a resource that is
 
vast and untapped. The plural.is.tic strengths of.. ..
this .natio-n,harve 

a considerable potential that can be directed toward assisting the
 
humanitarian and development priorities. The energies and expertise
 
of the private voluntary community have only begun to be employed.
 

Engaging private voluntary agencies offers advantages that are not
 
always available to an official A.I.D. Mission. They offer a
 
flexibility of approach; they are not usually unwieldty and encum
bered by sheer size. The restraints and bureaucratic barnacles 
el'fecting their performance are generally fewer. Additionally 
they are, or can be, of low visibility, if that is desired. Their
 
association with government supported programs can be wound up or
 
dbwn with relative ease. Finally, they have, almost by their very 
nature, a collaborative style, which lends itself well to programs 
intended to reach the general populace.. The propensity of these 
organizations to get close to the people suggests that they may 
prove to be an effective means to assure that the fruits of develop
ment are distributed more equitably.
 

As official bilateral aid winds down, some of our private voluntary 
organizations may be a bridge to maintaining normal channels of 
communications in particular LDCs, Conceivably, they might be the
 
only American presence in some places. 

The voluntary organizations native to the developing country have
 
an important role to play in development, particularly in the pro
motion of widespread participation in decision-making, implementa
tion, and benefit-sharing. Special attention to encouraging 
voluntarism is merited particularliy with respect to identification 
of circumstances and places where the approach may be significant. 
Ways to take that factor into consideration in development program-v
 
ring, and methods by which the work of groups indigenous to the U 
LDCs can be assisted and encouraged should be studied. Indeed, the
 
very creation and functioning of voluntary agencies is itself an 
aspect of development.
 

I. 
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It is recognield that just , develUrnit iL:;elr should e notilop-
sidedly mIoco nc'r thewPicrn oritV., so should our :fforts with 
priva voui nta q,,c,.fl no hi lC',,,y wetig!hted on0 one si de.in K Ot. 
A truly coll ativ (tI.Wortv i nvolvingj the .IC, the private voluntary 
agency, and /.I, . I) is neceq;-a ry. 

As wCe MJopl op a preuctr role for the voluntary agencies and as we 
offer cou.-('f( to' cocIrJr)nc('pt, of volunLarism, we are notc.Y: to 
unmindful or ie Foct tht the consLituencies of the American 
p'iva . ;'lu 'y nqwno i .s,irony and vaIied as they are, repre
sent a great '.. it of the Irrican peop-le, and it is in our 
intre:t Oir , tliew tc prLicip to' as dirrctly as possible in the 
OVerSoas (IV1] o);,r effort, 



A_I , and the Independent Voluntary Sector 

I. Current Involvement
 

A. Who are the Private and Voluntary Agencies?.
 

Private and voluntary organizations, in A.I.D. terms are
 
associations which are (1)formally structured (i.e., have a

legal- exi stence,. a.-charter/consti tutfion ,--staff,--etc-,-)-(2) -,not
for-profit, (3)non-governmental (although they may.be quasi
non-governmental), (4)whose membership and motivations are not
 
commercial, and (5)whose aims deal with development, population

and humanitarian activities in the LDCs or have the potential of
 
being useful in the development field. The non-sectarian service 
arms of the religious denominations are included in this number.
They can be American, multi-national, or native to the .LDCs. 
(Universities and labor organizations which fall withM'n the pur
view of other Bureaus within A.I.D. are not discussed 'inthis
 
memorandum.) 

The private nature of the great bulk of these organizations

cannot be over-emphasized. While they may act in concert with 
government in joint undertakings and receive subventions in the 
form of cash or supplies, thus accepting a degree of accounta
bility, they retain their independence and their right to determine 
their own programming. Most depend on their constituencies for 
contributions and support and are ultimately accountable to them. 

(There is a small group of organizations, often identified as"quasi-non-governmental" which have most of the earmarks of pri
vate organizations. In their style of operation, in.their accounta
bility, they are private. But the bulk of their resources comes
 
from government, and usually they were created to provide a service
 
or fulfill a need identified by government. The Asia Foundation,
 
the International Development Foundation, the International Execu
tive Servifce Corps, are examples of this kind of organization. In 
this paper they are treated as -ifthey were truly private and in
dependent.)
 

T/ The Department of State and the U.N. use the term "non-governmental
organization" (NGO) to describe these organizations. The actual 
number of these private organizations in existence is not known,
but it is estimated to be in the thousands. Not all of these,
however, are likely to fall within the A.I.D. orbit. 

I 
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In its relationships .with the private and voluntary organiza
tions, the Agency tends to treat them as two groups althoughthe division between the groups Is arbitrarily drawn. One 
group encompasses the 85 Registered Voluntary,Agencies. These
 
'have voluntarily registered with A.I.D.'s Advisory Committee
 
on Voluntary Foreign Aid. Registration provides two main

benefits: (1) fornial recognition by 'the USG of the agencies!
role in overseas activities and (2) if their programs meet 

. .establishedcriteria-,- eligibility for certain subventidns-- . . 
P.L. 480 food, ocean freight, and excess government property.
 

During calendar year 1971, thirty-one agencies took advantage
of these benefits to a total value of $185,155,000. <Thisdivides down to $44,199,000 for government ,4i d overseas freight
(of this $ 4.5 million represents A.I.D.'s ocean freight con
tribution), excess government property valued,at $956,000 andP.L. 480 food valued at $139,317,000. Twenty registered
voluntary agencies had A.I.D. grants and contracts for speci
fic development activities in addition to these subventions. 
In that same period these registered voluntary agencies gene
rated $325 million in private contributions and other income.(The re sterd voluntary agencies participate also in pro

.gramsconcte by other agencies of government. These
activities are Ipt treated in this paper.) 

The other gr'oup, the non-registered ",p,,ivate voluntary agencies
with which AID does business numbers il l0. These have receivedgrants and ,ontracts for specific activities in much the same 
manner as the ordinary commercial firm does. 

Such organizations as +ihecooperatives, Volunteers for Inter
national Technical Assistance, The Asia Foundation, etc.,

have long been recipients of A.I.D. grants and contracts

and have performed i varidejy of development tasks in various
parts of the world. Others have received nutrition grants,

engaged in population, programs, provided training, .or 
have
 
performed many other varied tasks either of their own gene
ration, or at the behest-of A.I.D.
 

B. The Present Role of the Office of Private and Voluntary 
Cooperation 

-In the Regional Context 

Upon request, when an occasion to engage a private non
profit agency in a development activity is identified by
A R~oirn ] RIrpil nr. an aTirMizzinn PV. identifipcpotential resources and puts them in touch with the 
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regional offices. Its role is that of matching an opportunity

with an appropriate organization, The Regional Bureau or
 
Mission proceeds as it deems appropriate after the introduc
tions are completed. Conversely, the office acquaints Bureaus
 
and AI;.D. Missions with the skills and interests of private

and voluntary groups which wish to participate in the develop
ment programs of LDCs. 

-In the Interregiona7, Context 

PVC "funds ardmntr~rhsadcnrcssuppdrting inter
regional activities of such organizations as The Asia Founda
tion, VITA, IESC, and the cooperative organizations. These 
grants and contracts, monitored by project managers, either 
provide general support for an organization's program or 
provide funds for specific projects in specific countries. 
It also supports a capability to respond to Mission requests,
 
as in the case of the cooperatives. 

The Office maintains contact with the private voluntary
sector: with individual organizations in that sector%.nd 
with the associations and groupings of such organizations.
 

The Voluntary Agency Division acts as a secretariat for the 
Advisory Committee for Voluntary Foreign Aid and generally
maintains communication with the registered voluntary
agencies and the American Council of Voluntary Agencies for
Foreign Service. The Cooperative Development Service pro
vides liaison with the independent Advisory Committee on
 
Overseas Cooperative Development.
 

II. The Expanded Role of Private and Voluntary Organizations 

AID will be focusing its program on priority areas of basic human 
needs within the context of host country priorities. The areas of

need are complex; simple solutions are elusive. The broader the 
range of human resources and talent brought to bear, the greater the
chance that practical solutions will emerge. It is in this context.
that the capabilities and commitment of private and voluntary organi- ' 
zations have relevance. Not that they provide a panacea. 'On the 
contrary, some have limited focus and little potential for growth
 
or change. Bureaucratic barnacles can afflict any organization
regardless of size, age, or purpose. 

Among the universe of private and voluntary organizations, however,
 
are those with expertise, first hand experience in the developmental
world, flexibility and growth potential. The challenge is to find
the means of involving these resources in the collaborative effort 
to cope with host country priorities. 

-. ,-~ ~. 
A 



Inthis endeavor, the intent is to be responsive to LDC priorities

* 
 against the backdrop of the need to focus program emphasis on key


problem areas.
 

The Office for Private and Voluntary Cooperation will increasingly

'
play the "broker's"
role in regional programs, In the interregional


area, we anticipate identifying, in concert with host governments,

AID and others, developmental needs for which interregional support
 
.to private or vol.untary-,,organizations..is, justified...PHA,,proposes 
.
 
to stimulate Increased participation by private voluntary agencies

along the following five major lines:
 

A. Expansion of Present Programs
 

Organizations with which we already have grant relationships
 
are at times appropriate vehicles for an expanded private and
 
voluntary program. They offer some advantages. Such organiza
tions as the International Executive Service Corps, International
 
Voluntary Services, Catholic Relief Services, CARE, and The

Asia Foundation, inter alia, have developed a competence in
 
conducting overseas progrprns and are limited in their programs

by lack of funds not by a lack of demand for their services 
or by weaknesses in their management staff. Existing programs
can be expanded, sometimes quickly, and with predictable
results.
 

The IESC, for example, has conducted a successful program for a
number of years. Ithas a smoothly functioning, highly experi
enced staff. The demand from foreign businesses for its serv
ices exceeds itsfinancial resources. Although IESC is ;iow
doing about 600volunteer projects per year itcould-'easily
increase to 800 per year. Both The Asia Foundation and IVS
have conducted much larger programs in the past but have been
forced to 'curtail their activities as U.S. Government support

has decreased. Each has the organizational structure and trained
 
staff to support a much larger program. The cooperatives and
 
The Asia Foundation may provide us with vehicles for expanding

family planning education efforts. These are examples which

quickly come to mind of expanded engagement of organizations

currently known to us. 
 There are perhaps multinational
 
organizations equally susceptible of growth.
 

i 

4 

4 
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B. Enhancing the Capacity of Organizations to Participate in 
LDC Development 

Additionally, there are numbers of private organizations which
 
have the beginningof significant activities in domestic and/or
 
overseas development but which do not now have the management
 
competence and the trained and experienced staff and resources
 
to improve and increase their capacity, For example, the YMCA
 
has years,of.experience in developing middle level management-,,-
training in the U.S., in Europe, and in some developing countries.
 
Tosome extent they have been able to project this experience

into more overseas areas but have been restrained for lack of
 
staff.with experience in the African continent or in Asia. A
 
registered voluntary agency very often has an apparatus in
 
place in the LDCs which is capable of delivering technical
 
assistance in addition to the present food and medicines. Many
 
such agencies are already inclined toward development. Since
 
they frequently get closer to the people than our bilateral
 
programs, there is great advantage in encouraging their transi
tion to development and employing their established networks
 
in the prucess.
 

Small amounts of financial support provided to carefully selected
 
private organizations could measurably enhance their capability 
to provide services in priority fields of development.
 

C. Involvement of Additional Private and Voluntary Resources
 

Many private U.S. organizations have been working overseas for
 
years without A.I.D. support. They have demonstrated capacity,
 

.	 I[DC acceptability, and willingness to accept support to provide

development assistance in areas which have an AID priority. The
 
selection and encouragement of these organizations can be matched
 
against specific program needs in given countries or regions.
 

Other agencies, which may ur may not have received AID support
 
for development, which are willing to mount larger programs with
 
a development orientation but for financial or other considera
tions, are currently under some restraint which handicaps them 
in the expansion of their efforts in the development -field.
 
Examples of some organizations which might warrant some explora
tion in PVC's efforts to identify those groups with the most
 
competent potential are: 

The American 	Organization for Rehabilitation and Training Federa
tion founded 	in 1922, operat."s perhaps the largest ncngovernment

network of vocational education in tie world involving 21 countries,
 
half of which are in Africa. Their 1971 budget amounted to $21.8
 
million for around 60.000 students. worldwide. 

40 
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One of the more effective programs is the Directed Agricultural
Production Credit, initiated by CUNA and local credit unions
 
in Ecuador in 1964. An action program at the village level,
 
a combination of self-help capital and specially directed tech
nical assistance, has been found that clicks.
 

The Church World Service (CWS) supplemcdnts massive feeding
 
programs wi th. development projects i n education, rural, develop
ment, agriculture, small industry, and social development.
These are worldwide programs, one of which, in Brazil, has
involved a total of a half million workers in various projects. 

The Agricultural Cooperative Development International has
been instrumental in assisting the small Uganda filirmer in 
mounting one of the most successful local action programs
with participaLion involving both economic and social fea
tures. 

Catholic Relief Services (CRS) operates programs in 73 countries.
 
These were at one time largely devoted to providing materials
 
and food for the poor, but CRS has, additionally, a very exten
sive development wing Iich executed outstanding prohas some 
grams. Most noteworthy are its development activities in
cooperaiuon with the Government of Korea. 

"Last but most," might be a way of describing the CARE program
pctential. Employing carefully orchest rated strategies, CARE
works with small farmers and Governments in agricultural and
nutrition activities which seem to get results. 

These are a small sampling of possibilities. Other programs,

and greater detail concerning the programs mentioned above
 
can be provided.
 

D. New Orq.anizations, Mergers and Consortiums
 

As the development assistance needs of the LDCs change and newopportunities and needs emerge, some new organizatibns may be 
required where gaps in expertise and institutional capabilities
become clearly identified, and A.i.D. should be prepared to
 
encourage them. 

So'ie small organizations are finding that they are too small or 
too specialized to function effectively. Merger with other 
organizations demonstrates that the pooling of resources often 

p. enables them to work effectively. At the same time, such mergerfrequently enables them to develop analytical and programming
capacity that individuallv they would not Possess and could not
d Iur.' d' Ini uU~er' pussibi L Lw LtaenLs uF uieS;L '" dye'l-cy. 
can buttress those of another: agencies specializing in health' 

I 'A -. 
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programs, in family planning, in cooperatives and in agriculture

make a likely combination to join forces in rural community

development programs. When such mergers or consortia appear 
on the horizon, it is our intention to place them under close
 
scrutiny and where appropriate, tu encourage them, even with
 
financial ass-istance if this is needed. (We have, for example,

worked with PACT for well over a year as its members grappled
with the question of some form of association.)
 

E. Voluntary Associations in the LDCs
 

Voluntary associations exist in all societies. By the term we
 
mean formalized groups of people organized for the pursuit of 
goals other than those of a profit nature. Scholars In the
 
developmental field are now more alert than to theever role
of such associations as contributors to or participants in the 
process of change. Increasingly, we will find ourselves con
fronting significant questions in this area: who are these 
groups, what role do they play, are we collaborating with them,
should we, if so, how? 

We assume that local voluntary associations have a role to play
in this regard. We assume that the citizens of a developing 
country should determine the values and shape of the society
in which they 'live, rather than outside groups of power, invest
ment motives or interests. Local voluntary associations can

give people a chance to participate in setting the course of 
development, in implementing it, and in sharing its benefits.
Local voluntary associations are doing this in developing socie
ties, and will continue to do so, whether or not outsiders help 
or encourage them. But they can benefit from proper outside 
assistance and there are means whereby A.I.D. can join with 
them in pursuing joint development objectives -- either directly,
through host governments, or through external private and 
voluntary organizations. 

We must identify and distinguish between the roles and contri
butions of voluntary associations. This process will be fostered 
by developing means of identifying and classifying thehi in a 
meaningful way. NWe also need to inform host governments aboutprivate voluntary associations, let them know how they work, 
how they affect individual members, how they have influence 
within a society, how they serve as communications linkages in 
the economic, social and political spheres of development, how
they play a role in creating a more flexible structure for 
development, whether they contribute to the development and 
emergence of capable leadership, and how they make an indis
pensable contributio'n to the development of contemporary culture. 



A.I.D.'s present activity in this area should be at two levels:
 
. ) the increased i nvol vement of_ Ameri can -organi zati ons .in 
development work abroad, and 2) encouragement of development
oriented voluntary associations in those countries where such 
is appropriate. 

We have more questions than answers, but we intend to sys
tematically pursue the key elements of this exciting field.
 

What are the types and roles of organizations in'the private 
voluntary sectors of developing countries? 

--	 Are particular governments friendly or hostile to existing
private voluntary organizations, or to the notion of developing
them if they do not now exist? 

--	 What impact, role and scope do they have?
 

--	 How do we learn about them? (By undertaking contracts
 
for the establishment of clearinghouses in developing

societies?)
 

--	 What means exist for joining in collaborative efforts
 
with such associations?
 

In this dialogue we plan to involve (as appropriate) those
 
in the Center for a Voluntary Society, the United Nations an'co
 
others who are engaged in innovative thinking on this subject.
 

0 
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II. Implications of the;Proqram 

A. Some Caveats
 

There are a number of considerations to be borne inmind inconnection
 
with expanding the role of private and voluntary agencies. Our en

-
thusiasm to engage -them-ina-col laborative-role will have--to-be -curbed
 
by a recognition of th(t potential hazards.
 

First, is the danger of 'over-funding the private voluntary organiza
tion. Imposing upon it too much program all at once may destroy the
 
institution. The absorptive capacity of the organization should be
 
carefully gauged sc that the possibility of providing too much too
 
soon isavoided.
 

Second, the possibility of deflection of the organization from its 
original purpose must be give3n consideration. Organizations may not 
themselves be aware of the danger of taking on too much of a new role 
and the consequence this might have for them. 

Third, even greater attention must be given to the dilemma created by
the accountability necessary when public funds are used and the inde.

*pendence so vitclly important to the private voluntary organization.
There miust, of course, be assurance that public funds are spent for 
the purposes specified and without personal gain to any private indi
vidual. But beyond this, the degree of oversight, monitoring, advice,
etc., that should appropriately be rendered Must be carefully weighed.
The independence of the private voluntary agency should be protected,
and we should seek to adopt wherever possible a more passive role as 
grant managers. 

Fourth is the relationship of the private and voluntary agencies with 
their constituencies, Some, more than others, must be aware of the 
reaction of their constituency if it seems to become too close to 
government. The original purposes for the establishment of the vol
untary agencies are many and varied. To work with government, or to 
be a partner of government is seldom one of these. We must be mindful 
of their origins and purposes, and recognize that they have a life of 
their own, as we seek to enlist their participation in the development 
effort.
 

Fifth: by promoting an active and energetic role for the private
voluntary sector, or some specific voluntary organization, there isthe potential risk of jeopardizing our overall interest in the host 
country. Each situation will have to be examined and weighed with care. 
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Sixth, it should be pointed out that some new and innovative programs

will be frankly experimental and may be risky. Although we apply our 
best judgment'in screening out, modifying and tightening up these new 
programs, we must accept the fact that some of these new programs may

.fail .. We should,_be, particul arly-cautious about. programs ,when-.sponsors 
attempt to thrust them upon us through the use of external pressures.
We will need support inwithstanding pressures so that new programs

may be rationally developed on their own merits.
 

Finally, we must not be ensnared by our own rhetoric. The independent

voluntary sector can indeed make new and significant contributions to

development in the LDCs. It is not a panacea. It is not the only way
to atta(,k development problems. We must view this program simply as 
another approach, although an important one, to assisting LDCs in
 
their struggle to better conditions for their people. 

B. Process for Expanding the Role of Private and Voluntary Organiza
tions in LDC Development
 

The key to the greater involvement and use of private and voluntary
organizations is the identification of those LDC priority programs
concurred in by A.J.D. in which these types of organizations are the
best agents to do the job. This is a seeking out and matching up 
process which must be done in an orderly and organized manner. It 
involves an array of players beginning with the LDCs, and ranging
through the A.I.D. Missions and Washington offices. Eventually this 
leads to identifying and involving in an LDC program the appropriate
private organizations, whether indigenous, multi-national, inter
national or American. The initiative for making the effort lies
 
within A.I.D. 

At the same time, private organizations working in the field can and
do identify LOC priority intel'>cs and concerns to which they would 
like to respond. We should be receptive to their proposed programs
and be prepared to test them against those LDC priorities to which 
A.I.D. wishes to respond. 

Similarly, LDCs may bring to our attention their wish to engage
private agencies in their programs. 

The following is a proposed process to mount an expanded role for
U.S. private and voluntary organizations. 



1. Identification of Priority Programs and Problem Areas
 

a. Consultation with Regions, TAB and PPC - The Office of
 
Private-and.Voluntary Cooperation wil l-consult-.with-key-"
 
program officers to identify those programs and problem
 
areas in which private organizations might be best suited
 
to work. This would include:
 

-Ongoing programs which are now carried out by direct
 
hire personnel and which might be converted to imple
mentation by a private organization. (Example: The
 
Asia Foundation has taken over some of the A.I.D. tech
nical assistance personnel inAfghanistan and Korea.)
 

-Identified proqrain needs which might be filled by
 
expanded or broadened services by private organizations.

(Example: Technical assistance for trade promotion in
 
Korea as proposed to IESC.)
 

-Planned new _rocj(ams for which the implementing agent 
or techniCl assisYTnce resource has not been "identified 
and for which private organizations might be suitable. 
(Examplle: Technoserve providing technical assistance in 
small industry development in Honduras.)
 

-Priority areas of concern such as employment, income 
distribt-ion- abateiiient of rural (non-farm) migration
for-which new-programs have not yet been planned and in 
which private organizations might be involved iil planning
and implementation stages. (Example: The Asia Founda
tion role in helping develop the Committee for Asian 
Manpower Studies.) 

b. Need for formal liaison - These consultations could be
 
effected by:
 

-Requesting the designation by each region, TAB and PPC 
of an office), thoroughly familiar with priority programs
and problem areas; 

-Designating within PVC liaison officers as counterparts

of the above to work directly on identification of po
tential programs; 

. ;' ,
. ... . . i:-; '. , :: , :, 



-Establishing an Agency-wide Private and Voluntary
 
Cooperation Committee to be made up of the above
 
officers and chaired by PHA to deal with interregional
 

__.programs and problemareas,..and-,to.screen and..identify
 
the most promising for further staff work.
 

c. Private organization and LDC pqOpisal.s - The Office of 
Private and Voluntary Cooperation and specifically the PVC 
liaison officers should be the direct contact for organiza
tions wishing to submit proposals. Such proposals should 
be made known to other parts of A.I.D. and the Committee 
should be asked to determine applicability and merits. 
LDC proposals should be handled similarly. 

d. Joint Exploration - As early in the process of explora
tions as possilbe, and to the extent practical and feasible,
 
representatives of a selected U.S. voluntary association and
 
of the host country under consideration should part'iipate
 
in joint explorations as a major step toward full collabora-
Lion with thl LDC. This assumes USAID Missions, PVC and 
other AID/W involvement. One advantage of early involvement 
is to bring the LDC to the central point of development 
planning and programming. A second advantage is to verify 
that the position of tha project is high on the schedule of 
LIC development priorities. 

2. Identifying__Private and Voluntary Resources
 

The PVC liaison officer, using available inventories and other
 
sources, selection 'riteria and screening mechanisms, will
 
identify the private voluntary groups with the capr-,city or 
potential to match up with identified programs. It is our in
tention to create a clearinghouse function to enable us to know 
on a current basis which agencies are interested in overseas 
development, and what their capabilities and capacities are. 

Such a clearinghou.e Would be open to use by anyone. It would 
list those agencies wishing to be included, and, by implication, 
interested in responding to requests for development assistance
 
in LDCs. Current data describing the purpose of the organiza
tion, its size, the nature and extent of its programs, annual
 
budget, fields of interest, geographic areas of specialization,
 
etc., would be listed.
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Experience in attempting to obtain information from private
voluntary groups about their operations suggests that they are 
more forthcoming-when they deal ..with another -private_ organiza
tion than when government makes inquiries. Primarily for this 
reason, it would seem that such a clearinghouse should be out
side of government, It could well be an addition to the func
tions of organizations presently performing information-gathering 
functions. The Technical Assistance Information Clearing House, 
the Center for Voluntary Society, J. R. Taft Associates (Founda
tion reporting) and the National Center for Voluntary Action are 
among a number of possible locations for such a service. 

Useful counterparts to a clearinghouse dealing with American
 
private voluntary agencies would be similar units in the develop.. 
ing countries. AID Missions in the Philippines and Venezuela have 
at one time issued directories of host country private voluntary 
agency activities. They or host country ministries should be 
encouraged to make such inventories periodically. 

The clearinghouse described above does not meet the problem of 
developing a viable means of sharing substantive developmertal 
info. mation with interested private and voluntary organizations. 
Such a system would probably have to be developed separately. 

A dialogue on the substantive issues of development would be
 
benuficial to all concerned. It would also pernjit the opening
of more channels of communication with the LDCs.! It would 
enable both AID and private and voluntary organizations to'learn 
further from the experiences of each. Il: would enable both par
ties to increase their sensitivity to the needs and capbilities 
of host societies. It would permit wiser and more informed 
leadership on the part of all concerned. 

3. Screening and Selection 

As AID and LDCs determine that they wish to have private and 
voluntary groups participate in development programs, it will 
be necessary to develop a procedure to (a) review the capability 
of organizations applying to AID for funds, and (b) review the 
capability of several organizations to permit the selection of 
one or two from among the several. 

The basic set of eligibility requirements (capacity, legal 
status, interest, financial responsibility, good management)

1hr,.- '"H1o , . 



screening, selection scenario. Itwill subsequently be
 
necessary to sift out of the universe of organizations being
 
dealt with those most appropriate for a specific op.erati ona ........
 
setting.
 

Phase two in the process requires more detailed exchanges of
 
information, e.g., an exchange of visits by representatives of
 
AID and the organization(s). Additionally, several organiza
tions might participate in preliminary program design studies 
involving (as necessary) field visits, then submit program

execution proposals to AID or the Host Country. The program

exploration/development work could be funded by AID, the Host 
Country, or financed independently. The AID-university IDA
 
agreement model, though basically a contract, is a relevant 
model here. 

Phase three represents that period which follows a decision to
 
develop a program with a specific organization, and the final 
approval of that proqram and the accompanying funds. During 
that phase there is the further opportunity to review the 
capabilities of the organization. 

It is tenpting to believe that a peer group coimittee or 
similar "buffer" group can make the final selection decision 
in any given instance. Upon reflection, this procedure is 
difficult to substantiate. Logic suggests that tle individual 
ultimately re;ponsible for th program and its funds, not only
will but must make the final. decision when it comes (a) to 
selecting between alternative private and voluntary organiza
tions, or (b) to approving or disapproving an application for 
funds. 

While it may not be appropriate for a government agency to 
delegate to a non-governmental (or quasi-governmental) advisory 
or peer group (or internaI all agency employee committee), the 
responsibility For making the final selection decision in pro
grains, such advisory groups can be relevant to the programming 
process. If pyruperly staffed and equipped with clear criteria,
the advisory cmmi ttee can assist in sifting through the list 
of qualifiod n'ganizations. 

In this respect:, we should give consideration to an expanded
role for the Advisory Committee on Voluntary Foreign Aid. 

2CAI 



~ 1 4. 

4. Fundingl ,,'
 

The financial implicatior of the directions and programsdiscussed in this paper are the least developed because of
the preliminary nature of the proposals. 

To a great extent we are simply describing'a eothod oF expandedinvolvement of an existing technical assistance resource. We
are sryges ing-a-selective substitution f a priva 6evoiuntary 
agency for a direct-hire or commercial input in an establishedcountry prgram. This could well result in dollar savingssince volunteers are less expensive than commercial ontractors. 

If we were to increase our general support grants to private " organizations with which arewe now dealing, even these wouldhave a modest price tag since these agencies could. not instantlyincrease the level of their activity. Growth wouI*4 take place
over time, and the first increments in fundina would be neededno earlier than mid FY-73, with the first full-year costs ofthesc expanded eperations coming due ro earlier thain FY 1974.[By ten, assuming proinisiiiq performance on the part nf theprivate voiun4inry organ, ztions real within the total -oc-io-sA.I.D. budget could be made. 

By their very nature, some of the activities lof the private and
voluintary agencies could be financed by Aind.&'in the SpecialDlevelopment Assistance Fund. Quite frequently the locus of the
project is in an area where self-help and community participa
tion are an important'ingredient. 
The results of the curr'ent Title 11 evaluation should tell uswhether that program might be a resource to employ in a collabo',ativc effort with the private Voluntary groups and the LD~s, 

IV. Next Sters 

1. We uggest the intensification of our dialogue with theL)rivate,
voun ai-, nd coo)' erative orgjanizations. K- Ti~s tpw pl~to ave mee iros on the East and Nest - with theCoasts and oneAdvisory Committee - where PVC an-d PHA would describe currentA,..D.

Po',icy 1irTOSts (e.y., 
sector.i emphasis, income distribution/employment) and elicit .teir i'esponsc, and reaction. Similar and frequentopporttnities 'to exchange thoughts wi 1l be sought.' 
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2. We suggest meetings between selected private organizations

and the respective Regional Bureaus to acquaint each other about
 
priority development areas and specific p ,ograri opportun.ities..,
Each can inform .the other of requirements, interests, and resources. 
These meetings could take place in tile U.S. or in the region itself. 

3. We plan to move ahead in studying the implications of the
 
clearinghouse -function. A communi cation--flow .involving-LDCs,-A.I.D., ..
 
and ,the private and voluntary agencies needs to be organized on a
 
regular and sj'stematic basis. The possibility of using any number
 
of existing institutions (including TAICH, CVS and NCVA) for this
 
purpose should be considered and weighed against locating the func
tion within A.I.D.
 

4. Incollaboration with the LDCs and the private voluntary

agencies, AID should establish the mechanics for identifying LDC
 
priorities, communicating these to the private organizations, and
 
assisting in the process of selecting the appropriate voluntary
 
agencies that i,might be involved. Officers within Regional Bureaus
and within PHA/PVC should be designated to achieve ihe requisite.liaison with selected host countries and private voluntary agenc'es. 

5. AID should identify key problem areas which span several regions.
Appropriate private organizations should be identified and provided
grants to begin an attack onr these. 

6. AID will have to redefine the responsibilities of grant officers,
assuring that they are informed and knowledgeable, but that their.
 
role in grant administration is passive.
 

7. A11 should encourage the study of the phenomenon that is'"voluntaris,' and explore the pros and cons of this with LDCs 
and seek to contribu:te to its development as appropriate. (The
Center for Voluntary Society and the American Academy of Arts and 
Sciences are presenitlOi! working on the design of such a study.) 
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The purpose of this presentation is to elicit general Agency endorse
ment of the program and policy directions described above.
 

Specifically, it is recommended: 

1. that each-of the Bureaus designate an officer with
responsibility for matters dealing witih private, voluntary,
and cooperative aclivities. 
Liaison between this officer
and a specifically designated officer in PHA/PVC should

become effective immediately; 

2. that 'asystematic examiiation of FY 73 programs be undertaken in the field and in Washington to identify opportunities
for the engagement of private and voluntary organizations;.
 

3. that a clearinlghouse and communication system be studied 
and established as early as possible. 

:J1
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CEPARTMENT OT - STATE 

AGENCY FO- ,N'',"'rRNATIONAL DEVELOF-P ENT, 

WAS H INTO 1N 

OFFCE OF 
THE AD).';T..TOR July 	21, 1972 

MIEITORANDUVI FOR: Mr. Robert Hubbell, PPC/PE 

Mr. Fred Fischer, SER/MP 
Mr. Lawrence Harrison, AA\/LA 
Mr. Samuel Butterfield, AA/TA 
Mr. John Benz, AG/OAS 

SUBJECT: Ad Hoe Task F.orce on USAID Role and Style in a 
Reorganized AID 

Each action addressee is requested to serv on.jsIoreto assist 
in effectiv, comnunication with the field oj 'the effects of our reform 
poiiis on or-l]N,-f -[iO-lls.) Mr. lubbel].will serve as chairman. 

The 	tasi: force should: 

1. Reviewv approprate studies and other papers dealing 
with 	Mission fuoctions and structure \,hich were sub
mute.d from the field and produced here inAID/W 
during the past eighteen months or so and are consistent 
with th:(:oICcpts of our reform program. 

2. 	 Rteview., recent A!D/V,"papc-rs v.hich are pertinent, 
includinfg th N..).iottihe (Leviek) workirg gt'o, p on 
"'Instrumer.l:- _oT tircased Use of Non-Government 
Organizatiom;" and the Jack Benz committee report on 
proj et ntou: .... 

3. 	 Prepare a gnral, brief message for the field which 
' the--{- and procCdulra. im:Plicationso~tdin- .- ,z-ati 

, of the ,ewA._D_.stv'efor Missions (recognizing, the need 
Lo vaial 100s in Lie:]d organization for r:eason:s o"' program 
and local reactons Iitua daysion) .,Mission 	 witLIn .30 
wvi].l 	 lbe re.'qu c'sd. 



4. 	 After receipt of field comments, prepare a summary 
report for the Admni:eitr'aior's Council about field 
concerns and propos-ls, together with a policy paper 
for di::;cussioI by t!e. Administrator's Council and 
then 	*ssuance to the field as a guic, for future action-. 

You 	are authori:,zed to arrange for staff assistance as necessary. 

You shlould plan to complete the first three assignments by early 
September. 

Maurice J. Williams 
Deputy Administrator 

cc: 	 Dr. Samuel C. Adams, Jr., AA/AFR7H 
Mr. Donald G. MacDoicil d, AA/ASL,i 
Mr. Iienymnw Kleine, A/LA
'Air. 	 I? eri.c L. O'Conuoi', CO/SA 

AMr. .Toei. Bernstein, AA/'FA
 
MIr. Jarold Kieffer, AA/PI-IA
 



AGENCY FOR INTER14ATIONAL DEVELOPMENT 

Office of the Administrator 

July 20, 1972 

MEMO FOR: 	 AA/PPC - Mr. Birnbaum
 
AA/ASIA - Mr. Farrar
 
AA/TA - Mr. Butterfield 
EXSEC - Mr. Sligh 

If you have time, I would like to ask you

to do the following this afternoon. Assume you

are the President and you 
are avidly reading the
attached draft 	report from Dr. Hannah. At the
 
end you aie: (check one)
 

(a) Bored - confused. 
(b) Suspicious you're being PR'd.
(c) 	 Ready to invite John Hannah over to 

walk on the water in the White House pool.
(d) None of the above or all of the above. 

Would appreciate your reactions by the end 
of the day, 

9 

Tom 	Arndt 

Copy 	to:SER/MP - F. Fischer 



Report to the President on Redirecting the Foreign Assistance Program 

Mr. President: 

A. I. D. has been redirecting its program to put into practice the
 

foreign assistance concepts in your April 1971 message to Congress.
 

We believe we have made substantial progress. We are at mid-passage 

in the first major reform of A. I. D. 's philosophy and practice since the 

Agency's inception in 1961. 

We describe the specific goals of our reform program below. But 

before enumeraling the separate parts, we would like to describe their sum. 

We believe our efforts add up to: a program which responds more 

effectively to the basic human needs of the developing countries -- hunger, 

overpopulation, illiteracy, unemployment, and ill health; a program which 

is less interventionist and low profile; which is better integrated with 

multilateral institutions and other donors; a program which gets more 

results with fewer staff and less bureaucracy; a program which reaches 

out and truly engages the best scientific and technical institutions, 

universities and corporations in our country. 

we we 

to U. S. 's long-term international interests: The building of self-reliant 

In sum, believe are building a program which better contributes 

/
 



societies in the developing world; an expanding world economy, trade 

and access to resources from which all benefit; and improved prospect. 

for world peace. 

Because this program is directed to basic human needs, is less 

interventionist and better managed, involves important domestic
 

constituencies, 
 and meets U. S. interestse-we believe it will attract
 

increased 
support from Congress and the American people. 

II 

Goals: Our reform program has four goals, based on the concepts in
 
t-. 
 d !-f April message: (A) Concentrate A. I. D. 's resources -

and the best U. S. scientific and technical talent -- on a, limited group
 

of basic human 
development problems; (B) improve administration and
 

lower the U. S. profile abroad; 
 (C) develop more collaborative operations 

with developing countries and other donors; and (D) give greater emphasis 

to humanitarian assistance. Briefly stated, we are doing the following 

under each goal. 

A. Concentraifion of A. I. D. 's Resources: In the 1960s, A. I. D. was 

a multi-purpose assistance agency conducting a var;ety of programs in 

more than 80 countries. Loans, technical assistance and other programs 

tended to operate somewhat independently of one another. There was 
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different countries and major regions. 

wide variation among programs in 

no longer accords with A.1. D. 's 

assistance program
This generalized 

or the growing capabilities 
the rise of other donors, 

resources,available 
is becoming less of a general

A.I.D.countrieS.of most developing 


specialized agency.

more of a 

purpose assistance agency and 

regional technical assistance projects 

75% of A.I.D. 's 
At this time, 

and 
agricultule; education; population; 

are in four priority sectors: 

eliminated or consolidated 288 
we haveSince 1970 

public administration. areas.our priority 

marginal technical assistance projects which fell outside 

, 

our activities around 
seek to do more than cluster 

we 

most effectively to the
~r. choever, 

can contribute 
We believe A. I. D. 

major sectors. 
on a limited resourcesour we concentrate 

on world poverty if 
attack areWe

.the broad sectors.1 1-1 
of basic development problems 

t _ 

gr ou p of_ b ,w
identifying core problems impeding progres a+ country and global levels 

Weand education.population,
such as agriculture,sectors 

~>' A within major 
loans, technical 

resources 
extent possible all our 

are combining tothe 
S 

in an integrated attack on the problem. 

PL 480 and fesearch 
assistance, 


cur efforts with other donors.
 

are seeking to coordinate
We 

expect to have worked out programs 

By December 31 this year we 
education,

health and nutrition,
population, 

of concentration in agriculture, 

A 
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public administration and several other sector-s. This sounds simple on 

paper. But it requires a major effort in organizational discipline to 

achieve, particularly when it is so contrary to previous A. I. D. philosophy 

and practice. Putting this concentrated approach fully into practice .-ill 

take another year or more. 

We think it will result, however, in programs which are more
 

effective in helping find 
answers to the basic human problems in the LDCs, 

which will produce more results for each assistance dollar invested, and 

which will require less staff and less overhead to run. 

Mobilizing U. S. Scientific and Technical Talent: We are engaging 

the scientific and technical talent of the U. 'sS. best private and public
 

organizations as part of our concentration effort. In agriculture, 
 for
 

instance, we have assembled five consortia involving 24 U. 
 S. universities 

to work on such problems as tropical soils, livestock production, and
 

agricultural marketing in the developing countries. 
 Through these efforts, 

twe expect to find new means to increase harvests on poor soils and
 

improve the quality of traditional livestock. Under A. I. D. 
 sponshipship,
 

the American Public Health Association is working low-cost delivery
on 


systems for health, 
 nutrition and family planning. These are aimed at
 

lowering high infant death rates which 
are increasingly recognized keyas 


barriers to acceptance of family planning in the developing countries.
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A. I. D. now has more than 150 contracts with U. S. private institutions
 

to work on development problems. 
 About half of these were signed in
 

the past 'Lwo years.
 

In short, we have made significant advances in engaging high-quality 

U. S. institutions to work together on specific development problems. 

We believe this will pay dividends in terms of more effective U. S. LL-

assistance. 

B. Lower U. S. Profile Abroad and Improve Administration: A basic
 

objective of the reform has been to reduce A. I. D. 's 
presence overseas. 

17'70In FY 1972, A.I. D. reduced its overseas American staff by I,,F and
 

its local staff by 15%. A. I. D. Is overseas staffs have been reduced 37%
 

since FY 1969 and are now 
at A lowest levels in A. I. D. history. 

Overall, we reduced our full-time staff, including locals by almost
 

1800 persons in FY 1972 -- a total reduction of 13 percent.
 

We have taken steps to streamline our Missions abroad. Loan 

operations have largely been centralized in Washington; audit staffs have 

been grouped into six regional offices serving all overseas areas. We C 
aAe centralizi4P controller operations in Washington. We are moving 

toward reducing the elaborate supporting services which have eased the 

difficulties of overseas service for our employees, but have also con

tributed to the charge of high profile and a cosseted life style. 
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more sophisticated 

The model for the future, particularly in the larger, 

monitoring 

rall field Missions concerned with planning, 
iscountries,

and cvaluating assistance programs which are implemented almost 

and contract personnel. 

exclusively by the local government 

a major consolidation 
We havc undertaken 

Improved Managceinnt .1nr 	 eations in oder to imorove efficiency and reduceo si"ertl p ratwa b n tof our 
which were previously dispersed

All AL ~~"staff further. 

single operationacentralized in 
were 

among A.I.D. 'S various bureaus, 

procurement,all contracting,This include, 

as of February 1 this year. 


and administrative 
engineering services,

personnel,
financial management, 

or one-third of our Washington 
employees,More than 1000 

operations. 


are involved.
staff, 

more uniform and less costly 

This centralization will permit 

will result in substantial personnel 
it

More important,
operations. our Washingtoncan reduce 

We estimate that we 
over. time.economies 

few years.
over the next 

staff from 3000 to 2000 employees 

no longer the autocrat of 
S. isThe U. 

C. 	 Collaborative Style: 

participant in an international system 
is one 

development assistance; it 

and multilateral institutions. 
receiving countries, 

of donor countries, 

reform effort has been directed toward strengthening 

A major part of our 

this systern. Some examples of this work are: 
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systems for programming, 
We have helped the UNDP devise liew 

if adopted by their Governing Council, 
and evaluation which,

budgeting, 
if it canThe UNDP, 

should measurably improve their performance. 

be the leader of the international 
can 

get its operations under control, 

system for technical. assistance comparable to the World Bank leadership 

in capital assistance

are working with the World Bank on joint studies of unemployment, 
-- We 

and education in the LDCS. 
rural development,

income distribution, 


These should permit the Bank to give better leadership in these fields.
 

an internationaLT consultative 
We have encouraged the formation of 

led by the World Bank--
This group --

group on agricultural research. 

three UN bodies, three 
S. foundations,three U. 

now has 27 members: 

and thirteen
 

five developing country representatives 
regional banks, 

bodies sometimes 
such large coordinatingWhiledonor governments. 

effectively guiding joint international
is 

produce only paralysis, this one 

millet and 
corn, sorghum,rice, 

research to solve problems of wheat, 

a key element in the internationalisWe believe it 
potato production. 

are working to form similar groups in population 

attack on hunger. We 

and education. 

substitute for bilateral assistance. 
not a 

Multilateral assistance is 

But both multilateral assistance and bilateral assistance work best when 



they are part of an over-arching intern--tional system which coordiratcs 
the efforts of individual donors and permits Jonors and recipients to meet 
in a more equal partnership. Strengthening this system is obviousLy a 
long-term job, but we have made some substantial initiatives in the past 
few years and firmly intend to continue this work in the future. 

D. Humantarian Assistance: In a world where development is 
necessarily a long-term job, but which right now is still cwo-thirds mal
nourished, ill-housed, and in ill-health, we believe it is imperative to 
give greater emphasis to humanitarian assistance -- to rmeeting the 
immediate needs of people. We have adopted a two-pronged program. 

First, we are encouraging U. S. voluntary and private agencies 
to conduct more extensive and more professional humariiLarian and related 
development assistance programs overseas. Engaging this country's private 
voluntary agencies in humanitarian and development work abroad has been
 
part of the aid catechism 
for years. But it has often been honored only
with lip service. We have adopted program of actiona -- grants to private
 
agencies to build their capacities; 
measures to use volagencies more in 
A. I. D. programs; higher-level policy responsibility in A. I. D. for voluntary 
agencies. We believe that a modest increase in funding can be a catalyst 
for better and broader people-to--peopl 

e programs by U. S. private agencies. 
These steps have been greatly welcomecd by the voluntary agencies. 

/V'
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disaster relief operations. A. I. D. 
we arc improving our

Second,is etabliing U. So Foreign Disaster Ope.ations center; positioning 

of tie world; and 
areas 

of di.sali'r supplies 
in disaster-prone 

reserves 

noredisaster aidGovernmeltU. S ,

to coordinatevfJy5dcvClop)in 
Our disaster relief 

reli;e operationIs
vih other internationlal

effectivelY 
But as 

of our most efficienlt opcrAtioDs, 
aLv,,yS becHunit has one 

the chance of disasters 
around ihe world,

jestopopulaintl C 0 
'ie 

we are 
mnillions of victims increases and 

involving thousandS aj(i even 


our capacity to respond.
 
taking steps to irniprove 


III
 

months ago when the President 

A.l. 1). began its r(formn program 15 

We accelerated 
ce legislation to Congr(5ess. 

a ; rstaforcifMsent his new 

became clear that Congress was not 
S ago when itmonil-
the reforms eight 

the prora-n
and that restructuring4 

cn the new 1egislati'
gcing to act 

We .,ecognize 
within e,:i.stinjg legislative auilrities. 

would have to be (lone 
But we are 

that we stillhave much(o doto carry through the prograi. 

foreigna reW..rcctcd 
the right road and moving toward 

we arFe onconfident 

credit to the United States and this 

program which will be a 
assistance 


A dininist ration.
 



D;.F T: ". C. Fisc ner:7/13/72 

DEPARTMETNT 'F STATE
 
AGENCY FOR INTERNATIONAL DVLOPMENT
 

NAs qINGTON. 0. 2 0i23 

OFF2:Z OF 
THE ADMIN ISTRATOR 

Dear *Mr. President: 

we aAs you know lanced major reform of the U.S. economic assis
tance program last Tanuary. The reform was based on your new 
for2ign aid concepts, and is designed to achieve two overall objectives: 

1) 	 to concentrata our available resourccs -- and those of 
the other p-i lic a'-. p-rivate donors - on a lirnitad nurr
ber of p robl en-t, afiecting the hunan needs of the people 
of the deva!,nin countries; and 

2) 	 to establish th, iute rnal A. I. 1). organization and opera-
Ling style cu, red to: nos L effectively and efficiently de
liver tho,De r,,,45J1l-C'e3. 

I am plewsed Ka toprL-' that aLter six inontlh; of sustained effort, we 
have inadie suubstantial progress in achieving these basic reform 
objctivs. Our &ccoi-uplishrnents are summa rized in the attached 
papa r. 

I al S)io [.O.1,]d Wt eport thatt \,o are continuing to reduce the size 
of the A.!. t). st:a'', in line with your policies to,:)!'nver the U.S. pro
iil ovV,, r. .5tH a na' h(tIC t lh Ze dcrat enriployrment. In Fiscal1ine oni 

Year 197Z vio red IC n ,tirect hire ty 1J largestC) 	 ,;tL per cent, the 
percentage red,,ctini tin Ag nc's lhistory., M Most of the cuts were 
oversea Vs. in e".),ornies wv/ill Q&j),issil)l? i, the nextMrther ipoawe 

several years an it WN',t 
 tsti]t of nur refolrn actions. 

We are cn',-inVl, Air. JrSIlent, +hat OMr reformsi provide a sound 
p r oL1 'am t. I clluv.'l,it and inst ii I:tonal base for the most rational 
and effective del vivery of U. S. econonnc as sistance 	 Theyresources. 
are 	designed to .. at the r ealities and recuireInents of the Decade of 
the 	Sev'enties. 



After a period o[ -oine uiice,rtainty about tie f,ure of the U.S. foreign
aid prog ram, we are agt:inatlthe p Pi wh~re we have a dynamic and
 
vIable p ro. :an -- ot: '..I,ch all Arne :ic" n . can support.
 

We ool- forw.vard to the corning months and years with ent usiasm, 
confidence, and dedication to our mission. 

Respectfully yours, 

John A. Hannah
 

Attachments: 



DEPARTMENT OF STATE 

AGENCY FOR iNTERNATIONAL DEVELOPM1,ENT. 

WASHINGTON 

OFFICE OF 
E ADMINISTRATOR 

July 	26, 1972 

MEMORANDUMU FOR 	ADMINISTRATORIS COUNCIL MEMBERS 

SUBJECT: Summary Minutes of July 19, 1972 	Council Meeting 

The 	purpose of the July 19 Council Meeting was to review progressin the reform program and discuss tasks which still lie ahead. 

It was concluded that the basic reform objectives set in Februaryremain sound. A good deal. has been accomplished in these five months.Much remains to be done. Mr. Williams cited the following accomplish
ments: 

- -	 Beginning steps toward a more concentrated program. 

--	 Centralized service for management and program
 
support has been organized.
 

Staff levels are 
well 	down, have gone 	below the OMB 

\Ve 	have achieved some increased effectiveness in
collaboralion with client countries and with other 
donors. 

Mr. Williams observed that these accomplisliments have, in largepart, providCe the 	structure for addressing the important tasks which lieahead. The 	major tasks ahead are: 

levicw ald follow-u 1) FY 	1974 field subnissions as next 
step 	in concentration of our programs. 
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- - Make changes in contracting and other procedures to help
institutionalize the more collaborative style (Levick task 
force paper to be reviewed by Council on August 16). 

- - Improve and simplify program management and information. 

- - Consolidate field functions such as controller and logistics. 

- - Mobilize technical skills for the new program approach. 
Re-examine our personnel needs. 

-- Appropriately relate our reform approach to political
imperatives and A. I. D. -State relationships. 

Improve communication with W.ashington and field staff on 
the aims and implications of the reform. 

- - Attend to minority personnel considerations in a period of 
declining staff levels. 

With respect to concentration of the program in a limited number of areas, Mir. Birribauin observed that the Agency appears to be worrying
excessively about (1) slowness in identifying our areas of concentration
and (2) the niethodolo vy of achieving concentration. We should move aheadwith the proccdures we lave apgreed on. July field submissions will indicateMission LDC priorities and hopefully provide a basis for tentative conclusions 
on the areas of concentration. Actual concentration will evolve over the 
next year or so. 

Mr. Birnbaum listed the following advantages of the "sector focus" 
apjPoach: 

BJroader objectives within a sector can be addressed as 
comipared wili single-ta'ge projects. 

Out' various assistance tools can be integrated effectively
with emphasis on problem - solving rather than loan, grant, 
etc., implem(ientation requirements. 

Secior anal.\s ,i; will provide a sounder basis for our decisions 
on the al]ocati w of resources. 

Coordination vith other donors, who aremoving increasingly 
to the secto]i aj proach, vJl be improvedi. 

-The Apenc'.vi. function in a mCnore unififjgd manner with 
COD1]in10)1 c 

http:Apenc'.vi
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Concentration of our program in areas of basic human needs
will achieve increased Congressional and public support for 
developm ent assistance. 

Mr. Birnbaum discussed several related problem areas: 

The field submissions probably will be of uneven quality and
will need to be analyzed carefully to identify the well-justified
activities which can be used as th_ basis for selecting areas for 
Agency concentration. 

Recognizing the potential conflict between sector concentration 
and a more collaborate style, we have areed to select our 
areas of concentration "from the ground up, " i. e. , starting
with field submissions rather than A.I. D. /W-level analysis.
Eventually, the key problems and global strategy work we
have done so far and the conclusions we reach aftei analysis
of our field submissions will need to be brought together as 
a basis for uhirnate prog;ram concentration decisions. 

Some of us hav, ,e,.n a conflict between seeking a more 
collaborate style and continuing to insist on performance
criteria as a condition for our aid. Ve will not be able to
abdicate our insistence on performance and must accomodate 
this to our operations. 

The question of the best use of development loans in the 
sector approach has bothered some of us. No attempt
should be mnade to force essential program lending into 
the sector niold. Sector loans, as we have experimented
with them thus far, should present no special problem. 
Projert lon s. 1h-lJu.stfied on the b ; of ,Llicraddress of a ba,.ic humnan ned, not on the basis of their 
address of a reLsource gap. 

Mr. Williams emp!hasized that the coming program reviews will
be the crucial test of the reform concepts. Air. Birnbaum reported that a memorandum on the )progmII In review process would be issued in a 
day or so. 

There was considerable discussion of the problems of mobilizing
technical sl:ills f "or anzalysis and related ,,ork.sector \\ith the hiring
freeze ¢o)OJI1nuin ,, si'iy1i sucl talct froiii tl)e outside11 uist be approac hed 
cautiously. Mr. \V ii] in:s clAc (If - inc ren. (U use of 'A for assistancein ,)ro'idin" :,ctor ao-n ,.: ,-heon snc ser'jce bas'is as AA/s.lt provides 
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management and program support service. A few sector people may beneeded in the Regions but we must realize that hiring will be very tightly
screened.
 

There followed an extensive discussion of the best approach to betaken in Dr. Hannah's forthcoming talk with the President. Dr. Hannahsaid that the central purpose of the talk is to obtain the Presidet's supportfor A.I. D. 's carrying on with its reform and making recommendations inFY 1974 legislation. 

Thomas M. Arndt 
Executive Secretary 
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age'ncies but aUsoJ non-government indigenous entit-es 

Us ualIv, A D deals directly with a governnient acgency but 

U.S. int:eml'ceaiawry organizations often work directly with
 

]ocal non-qovernlent orcanizations, 
 doing so under the
 

g,..n1.._J,; pormission of the govemrent of th 
 country. 
Techn.i;il! assistance consists (1) provisionof: the 


of e.:pcrts in many differen,t specialitJies who train or
 

advisc in oroer to transfer technology or help develop
 

u,.,C (2)ins -.. s the financing of training outside the 

cooperat.ing country, thean provision of limited amounts 
I' 

of commodities to qupport the training or institutional
 

devc.-op,%,tnt 
 acti vitJ.oes. Technical assistance may be either 

gn--,n ., o r ]oan fin an ce (]. 

non-capital a.s , for purposes of this 

I)]..i3cv sta'Lc.;-int, is Iim.irlted to the donation of .,gricultural 
co-L 0odit.eA5 for Iielping to overcome iJa.nutrition or for use
 
ac, on aeo-t.ie -opii,-w.ltnn projects.
 

1ntzcr:.'.:Ie inclumde U.S, Federal .,nd Statc I'..ci ' 
t O ti.es,v':si:. non-profi I- asl sociatotn -, foundations and 
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An..... ii-a..- fi nianced by A. . 1.D. throughl 
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DEPARTMENT OF STATE 
AGENCY FOR IN'TERNATIONAL DEVELOPMENT 

WASHINGTON, D. C 20523 

ASSISTANT 
ADMINISTRATOR 

JUL 2 1 1972 

As you know, the Administrator's Reform Plan of February 1, 
1972 called for the establishment of a new Bureau for Program 
and Management Services (AA/SER) and the centralization within 
the Bureau of all A. I. D. /W engineering, procurement, contracting, 
international training, personnel, management planning, and 
administrative/logistic support functions. 

For the past six months we have been engaged in the task of: 

--	 identifying 4he functions and people to be centralized; 

--	 creating he kind of internal organizational structure 
ru:quired to provide these program and management 
serviceti on a centralized basis; and 

--	 establishing the operating procedures and mechanisms 
necessary t assure maximum service to the rest of 
thte Agencl,. 

This process is still underway. We expect to complete most of 
the required ituff work by the end of July. The actual physical 
niove,i of the hundc'eds ,'pc,-p,- invoived will start in late July. 
There will be shakedown" period of several months duration 
thereafter. However, rather than wait ",ntil everything is finalized, 
I want to give you some advance word a6 to how we plan to organize 
the individual AA/SER offices, and how those offices view their new 
roles and responsibilities, parti.:ularly with respect to the Field. 
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Attachment A is an overall organization chart of the Bureau for
Program and Management Services. With the exception of the
Office of Housing and the Office 	of American "8chocls and Hospitals
Abroad, every office is affected by the reorganization/centrali
zation process in sorne way. 

I have asked the 	heads of each of these offices 	to give you their currentthinking/plans 	with respect to the functions they will soon be performing
on a centralized 	bzsis, and the internal 	reorganization which theyproposing in 	

are
order to handle 	those functions 

Bureau on the provision of our centralized 

most effectively, (Attach
ments B - j). 

We will, of course, continue to work closely with your parent Regional 
services to them, and to you in the Field. I want to take this opportunity to assure you that weshall do everything in our power to 	be responsive to your needs. 

Sincerely, 

(ximes F. Garnpbe 1jsistant Administrator for 

Program and Management Services 

Attachment: a/s 
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TAB A
 

DiEPARTM(ENT OF -'STATE 
AGENCY FOR INTERNATIONAL DEVELOPMENT
 

WASHINQToN. D.C. 20511
 

SUBJECT: 	 Office Abbreviations, Bureau for
 
Program and Management Services
 

In response to numerous telephone inquiries, the following symbols
 
may be used, subject to change 
as a result of further reorganiza
tions within the Bureau. An interim organizational chart is attached 
for reference. 

A../SER = Bureau for Progr'.m and Management Services 

A/SER = Assistant Administrator, Bureau for Program and 
Management Services 

AA/SER = Deputy Assistant Administrator for Management Support 

AA/SER = Deputy Assistant Administrator for Program Support 

SER/ASHA 	= Office of American Schools and Hospitals Abroad 

SER/ FM = Office of Financial Management 

SER/ DM = Office of Data Management 

SER/ENGR = Office of Engineering 

SER/H = Office of Housing 

SER/IT = Office of International Training 

SER/MO ± Office of Management Opei'ations 
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SER/MP = Office of Management Planning 

SER/PM = Office of Personnel and Manpower 

SERt/CM = Office of Contract Management 

SERLZaZOM = Office of Commodity Management 

DIsrRItTION: 
A.I. D. List H, Position 8 
A.I. D. List B-I (Circulate 1 copy to every ,5 enployees.) 

\
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TAB B 

A. Functions of the Office of International Training
 

1. Current Functions
 

The Office of International Training (SE/AT) will continueto perform its current functions (as described in M.O. 205.7).Briefly summarized these are:
 
-j 

Develop, direct, implement and evaluate participant training
programs and special projects conducted in the United States. 
 (Public

Safety participants excepted.)
 

--Administrate contracts with academic, business and other
institutions; and coordinate participant training operating agreements

with other U.S. Government agencies.
 

2. New Functions
 

a.) The Program Division is reorganized to create a new Program
Development Branch. 
Its staff will have a thorough knowledge of conditions in world geographic areas and data from individual country PROPS,PARS and PROAGS. They will remain current onpapers all policy papers, planningand other materials pertinent to participant training. So prepared, they will develop the best U.S. training program possible for
each proposed participant arrival; develop training opportunities in
third countries and respond to broader training requirements in the
cooperating countries. Additionally, with bureau approval, they will
travel to various missions as appropriate during the planning cycle
period to assist with the human resources development planning and at
other times to assist in the participant training implementation process.
 
b.) Within the reorganized Training Support Division is a newManagement Development Branch. Among its other responsibilities, itwill pick up certain appraisal functions formerly handled by the PolicyPlanning Evaluation Staff (now reduced to a smaller Planning Staff
reporting to the Director). Appraisals will be made of in-house, other
federal agency, academic, business and other training institution performance to assure development and implementation of the highest quality

lowest cost programs possible.
 

A newly created Mission Staff liaison function in the same
branch will assist person-to-person (with bureau approval) the local
hire mission employees to fulfill, to the extent possible, the participant training functions formerly the responsibility of U.S. Development
Training Officers or other U.S. employees.
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B. Organization of the Office of Tnternational Training 

The proposed organizational st:-cture of SER/IT is shown on the 
attached chart. Sl.nce SER/IT has operated as a centralized function 
for some years, most of the changes affecting it have to do with 
realigning its remaining functions, rather than bringing others in. 
Some internal realignment also is required to assume the former 
Department of Housing and Urban Development, Office of Education and 
Public .,-,th Service participant training workload, as well as handle 
PIO/P-funded participants. At the same time, certain other personnel
 
shifts, including a dozen retirements, necessitated reassignments
 
within the Offi._ e. 

Resulting changes additional to those shown in A.2. above:
 

1) Restructuring of the Training Support Division to include
 
some of the support activities now carried on in the Administrative
 
Division and PPES, as well as to continue the present complementary
 
and non-technical programs.
 

_2) 
 Realignment of the Program Division by reducing the number
 
of regional branches from three to two and combining population training
 
programs and several other multi-regional projects in a new Population

and Institutional Development Branch.
 

3) Establishment of a Special Assistant for Evaluation to 
report immediately to the Director. 

4) Establishment of the position of Executive Officer to
 
expedite a number of administrative actions.
 

" I0
 

0 
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TAB c 

A. FUNCTIONS OF THE OFFICE OF ENGINEERING 

Centralization of AID/Wis engineering functions and personnel
 
is in the final phase, Under this plan the former Office of
 
Engineering 
as described in M. 0. 204. 4 and the engineering units
 
of each of the Regional Bureau as described in M. 0. s 206.1, 206. 2,
 
206. 3, 206. 4 and 206. 5 are amalgamated into the new central Office
 
of Engineering (SER/ENGR). The principal elements include:
 

Operations Division and Special Projects Division organized 
functionally to provide necessary engineering expertise to the 
Agency.
 

Client focus will be assured by four Regional Engineering 
Coordinators and a coordinator for non-geographic bureaus 
arid offices, who will be responsible for marshalling 
engineering resources fromi the Operations and Special Projects 
Divisions to satisfy burau rqu remenes. 

B. ORGANIZATION OF THE OFFICE OF ENGINEERING 

The organizational structure of SER/ENGR is onshown the attached
 
chart. It shows the two Divisions - Operations and Special Projects

with client liaison and (.oordination of activities through engineering
 
coordinators. 

C. RELATIONSHIPS TO REGIONAL BUREAUS AND OVERSEAS MISSIONS 

Centralized SER/ENGR will continue to serve the engineering needs 
of the Agency whenever and wherever required. This means that: 

1. Basic project authority and responsibility will remain with the 
regional bureaus and necessary engineering inputs to their projects and 
activities will normally be made available, as in the past, by assignment
of a Project Engineer to the project committee or team on a continuing
basis, thus providing for day-to-day engineering participation in project 
actions and decisions. 

2. Centralization of engineering functions at AID/W will not alter the 
organizational structure of the field missions nor will it modify the USAID 
engineer's responsibilities or functions. However, the functional 
organization and concentration of engineering talent into SER/ENGR is 
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expected to provide direct benefits to AIDs field forces in that 
technica] backstopping, in terms of both information and TDY 
assistance, to USAIDs and their engineers can be made available 
on a more comprehensive basis and in a more timely manner. 
Further, SER/ENGR will be in a position to assume a more active 
and beneficial role in future assignments and career planning of 
engineering personnel overseas worldwide. 
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TAB D
 

A. FUNCTIONS OF THE OFFICE OF CONTRACT MANAGEMENT 

I. Current Functions 

The Office of Cont-act Management (SER/CM) will continue to perform 
the contract services functions as described in Section VI. of M.O. 
205.9. The key elements are: 

-- Development of A.I.D. contracting policy and procedures. 

-- Negotiation and execution of contracts and grant agreements 
for Agency-wile technical, professional and institutional 
services and research. 

- - Negotiation of overhead rates and underlying institutional 
compensation agreements for application to appropriate 
A. I. D. contracts. 

Revi(w of A. I. D. direct contracts for compliance with 
Agency and USG policies and procedures and good contract
ing practices. 

Provision of advice to top Agency managers on matters 
relating to insurance. 

New Functions 

The Central Office of Contract Management will assume new and expanded 
functions to provide services to Agency Bureaus, Offices and overseas 
Missions as follows: 

Guidance and assistance in making maximum utilization 
of U.S. small business and minority-owned firms in meet
ing A. I. D. and A. I. D. -financed requirements for ser
vices and commodities. This will include: 100 per cent 
screening of A. I. D. /W procurements for set asides 
opportlnities; publication of cooperating country importer 
and U. S. supplier listings; publicizing indiviaual export 
opportunities; and maintenance of A. I. D. 's Index of 
Contractors, etc. 

Negotiation and administration of all A.I.D. agreements 

) 
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(General Agreements, PASAs and PASP) with other 
U.S. Government agencies assisting with A.I.D.'s 
program. 

Negotiation and execution of A.I.D. direct contracts 
and services grant agreements of all types except for 
administrative purchases of furniture, automobiles, 
supplies, atc. 

Review of A.I. D. /W contracts before signing and post
review of all other direct A.I.D. contracts. (Review
of a trial basis of Asia Bureau borrowcr/graniee con
tracts.) 

-- Maintenance of Agency central files of all direct and 
borrower/grantee contracts. 

-- Operation of A.I.D.'s program to maximize utilization 
of USG exce,:s property. 

B. ORGANIZATION OF THE OFFICE OF CONTRACT MANAGEMENT
 

The proposed organizational structure of SER/CM 
 is shown on theattached chart. The new office is being organized both geographically,
to ensure responsive servicing of bureaus and field missions; and 
functionally, to serve central offices in A. I. D. /W.
 

The Contract Operations civisions will 
 be staffed with specialists
experienced in all areas of contract negotiations and administration
in Washington and in the field. Establishment of the Participating
Agency Staff will, for the first time, provide a single office in A.I.D.
to administer our relations with 
 other U.S. Government agencies. 

C. RELATIONSHIPS TO REGIONAL BUREAUS AND OVERSEAS 
MISSIONS 

The Regional Bureaus and Central Offices will continue to make the
basic program decisions as to what :o procure and when. Servicesrespecting possible sources, forms of contracts (grants), negotiation
of terms and prices, and administration will be provided by the 
Office of Contract Management. 

Specifically, this means that: 

,V 
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1. For procurements to be made in Washington - relative to
 
individual regional or country programs, 
 as well as Agency-wide --

CTM will negotiate, execute and administer contracts, services
 
grants and participating agency agreements in response to require
ments provided by the bureaus, offices and Missions. 

2. For procurements to be made in the field -- Missions continue
 
to perform contracting 
 functions pursuant to appropriate delegations
 
and subject to A. I. D. /W 
 review, and approvals as required. Copies
 
of all Mission executed contracts will be forwarded to SER/CM for
 
central filing.
 

3. For Borrower/Grantee contracting for capital projects or techi'i
cal assistance -- responsibility remains with the Regional Bureaus and
 
field missions pursuant to appropriate delegations. However, a six
month trial is in progress 
 with the Asia Bureau involving participation of 
SER/CM personnel in A. I. D. /W review of B/G contracts. Determina
tion of the future role of the central office in this area will await the
 
outcome of the trial.
 

4. At the request of the Regional Bureaus, central offices or Missions,
 
the Office of Contract Management will also:
 

provide advice and assistance involving contract policy or 
procedures; 

assist in resolving contract problems withor contract 
negotiations in the field; 

assist in locating suppliers, contractors, institutions or 
government agencies to provide desired materials or 
services; 

establishing toassist in programs utilize U.S. Government 
excess property and with acquisition of such property to 
satisfy established requirements. 

SER/CM will normally receive requirements for contracting in support 
of country programs through the appropriate Regional Bureaus. SER/CM 
will, however, welcome direct communications from the field on any 
problem related to its functional responsibilities as described above. 
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OFFICE OF COMMODITY MANAGEMENT 

The new Office of Commodity Management was activated by
the attached A. I. D. General Notice, dated June 30, 1972. Essentially, 
the new Office will have responsibility for providing those commodity 
procurement services previously carried out by the central Office of 
Procurement and the Regional Bureau procurement staffs. 

Since we are still in the early stages of developing functional 
statements and organization plans for the new Office, we are not pre
pared to provide detailed information at this time. We will keep you 
informed of the progress in this area. 



DEPARTMENT OF STATE 
AGENCY FOR INTERNATIONAL DEVELOPMENT 

WASHINGTON. D.C. 10513 

A. I. D. General Notice 

June 30, 1972
 
AA/SER 

SUBJECT: Office of Commodity Management 

Effective June 30, 1972, there is established in the Bureau for

Program and Management Services 
a new Office of Commodity

Management (SER/COM).
 

Mrs. Virginia C. Hancock has been designated Acting Director.
Mrs. Hancock is presently located in Room 4716jN. S., and can
 
be reached on Extension 28262.
 

Further information covering the structure and functions of 
SER/COM will be announced in subsequent rjotices. 

DISTRIBUTION: 
A. 1. D. List H, Position 5 
A. I. D. List B-I (Circulate 1 copy to every 5 employees.) 



PROPOSED REORGANIZATION 

OFFICE OF FINANCIAL MANAGEMENT 

(SER/FM) 



INTRODUCTION 

The Cffice of Financial Management is being reorganized to (a) 

carry out 'ts increased responsibilities resulting from centralizing 

certain fiscal and financial functions in SER/FM and (b) provide new
 

organization structure and realignment of responsibilities to meet
 

the concern of the Regional Bureaus and other Bureaus and Offices
 

for responsiveness and adequacy of service for these centralized
 

functions. 

Attached is the proposed organization chart. 

FUNCTIONAL RESPONSIBILITIES 

The Office of Financial Management is responsible for developing 

establishing and maintaining the Agency world-wide financial management 

policies, programs and systems, and for' providing advice and assistance 

to Agency management with respect to the financial implications of 

legislation, plans, programs, policies, procedures and operating 

activities. SER/FM adminiaters and coordinates the Agency's financial 

services to client offices as it affects or relates to their scope of 

activity; and provides financial services for individual employees. 

CONCEPT OF ORGANIZATION 

The major consideration in developing the Financial Management 

organization has been the departmentation, grouping of people or merging 

of activities, within the organizational structure so that they can operate 
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in the most effective manner in achieving the basic management 

objectives of the Office of Financial Management. These objectives 

are primarily (a) providing controller services to the various levels 

of management within A. I. D. 1W, (b) providing advisory and technical 

services to USAID Controllers, (c) accumulating accounting data and 

in 'ormation necefsary for issuing financial reports and statements 

both externally and internally, and (d) controlling financial operations 

in accordance with statutory and regulatory provisions. 

ORGANIZATION STRUCTURE 

The organizational chart used to depict the new organizational 

structure is a two-dimensional chart of concentric circles forming 

three rings. 

The immediate Office of Financial Management composes the 

inner ring. The control and service staffs work in the second ring, not 

reporting to any particualar office but accessible to all. The third ring 

consists of assistant controllers in charge of semi-autonomous operating 

units or departments responsible for providing controller service to AID 

executives, operating officials and employees and the AID contractors 

and suppliers. 

The third or outer ring of the chart depicts the service concept 

of the organization -- making these offices readily available to and 
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accessible by their clients. This differs from the pyramidal style
 

chart and organization which traditionally tends to restrict all
 

communications and information to come in and go out at the top of
 

the pyramid.
 

The basis for organizing activities in the third ring is depart

mentation by client or service. 
 These units headed by Assistant Controllers 

are multifunctional in the sense they generally encompass the major
 

controller functions of accounting, voucher examination, financial
 

analysis, financial advisory service, 
 and financial reporting to their
 

clients. The Assistant Controllers are delegated full authority to
 

provide controller services to the various managers 
or AID employees
 

that have been designated as their clients. 
 Their authority to act is
 

unlimited except where there is 
 a specific policy, law or regulation 

which prohibits such an act. 

The basis for organizing activities in the second middle ring,or 

is generally departmentation by function. These units headed by 

Division Chiefs, primarily have responsibility for carrying out some 

function or area of activity that has been separated from the units in 

the third ring because it either provides a common service to one or 

more of the third ring units or receives common data and information 

from the third ring units. They may also be responsible for performing 

and directing functional operations, particularly those that relate to 
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external reporting.
 

RELATIONSHIP TO FIELD OPERATIONS
 

As presently envisioned, the proposed SER/FM reorganization 

will have little impact upon field operations. In short, the basic 

working relationship and reporting requirements will remain abo,,t 

the same. 

While there are no concrete plans for specific changes in field 

activity, it should be recongized that with reduced work load activities 

in some of our smaller mission, we will be exploring the possibility 

of consolidating and/or regionalizing controller functions in some 

areas. For example, at the present time a pilot study is under way 

in East Africa to dete-.mine the feasibility and identify problems with 

the regioixalizing of certain selected controller functions. A complete 

study of East Africa area has been completed. The principle feature 

of the study recommended that a fiscal service center be established 

in Nairobi to service Addis, Nairobi, Dar es Salaam and Kampala. This 

plan also included the recommendation that the Controller remain in 

each country to serve as the financial advisor to the Mission Director. 

Listed below are brief functional statements for the 13 operating 

entities plus the Task Force for Financial Management Systems Survey. 

When the functional statements are finalized, we will send you the entire 

package.
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1. Loan Division 

The Loan Division is responsible for the financial and accounting 

aspects of the loan and housing guaranty operations of the Agency for 

International Development. 

2. Data Control Division 

The Data Control Division is responsible for controlling all financial 

data input to and output from A. I. D. /W computerized systems (except 

for payroll and central accounts); for A. I. D. /W cash accountability, 

control and reporting; A. I. D. /W accounts receivable, cash payments, 

and billings and collections; program assistance accounting and 

reporting; and cost accounting. 

3. Banking Diviion 

The 3anhing Division is responsible for implementing financial 

arrangements of A. I. D. project/program ictivities, whether loan or 

grant funded, which are disbursed through commercial channels. 

4. Support Planning Division 

The Support Planning Division is responsible for assisting in formulation 

and presentation to review authorities, budgets for all A. I. D. offices 

in Washington as well as overseas, for the following segments of A. I. D. 's 

funding categories: 
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Administrative Expenses (World-wide) 

Domestic Program Support (AID/W) 

State Department Shared Administrative Support (SAS) 

The Division is to establish and maintain or monitor a comprehensive 

cost system for the Agency (World-Wide) that will account tnd report 

functionally, and afford meaningful analysis and measures of control 

over approximately $200 million of overhead-type expenses, including 

administrative expenses appropriation, AID/W program support funds, 

Mission technical support and trust funds. 

5. Funds Control Division 

The Funds Control Division administers a comprehensive system 

of budgetary controls over all economic assistance funds, including 

administrative funds and appropriated foreign currencies. 

6. Accounting Systems Division
 

The Accounting Systems Division is responsible for designing,
 

developing, establishing, maintaining, evaluating, improving and 

refining accounting sy3tems and fiscal reporting procedures for the 

Agency. 

7. Central Accounting Division 

The Central Accounting Division administers and maintains the Agency's 

overall system of accounts and financial reports for the control of all U. S. 

dollars 	and foreign currency appropriated to the Agency or for which the 
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Agency is responsiblc or accountable. Administers the 

Agency's cashier and certifying officer functions including the providing 

of advisory and technical services to the field and A. I. D. /Washington. 

8. Central Services Division 

The Assistant Controller for the Central Services Division is
 

responsible for providing complete 
 financial services to A. I. D. /W
 

non-regional allottees for their substantive program operations.
 

This unit is the official accounting point for the allottee and provides all 

financial information, assistance and analyses regarding the allottee's
 

projects. This includes all aspects 
of accounting up to the point of
 

centralized agency reporting, servicing,
contract and financial analysis. 

In addition the Unit provides Controller type assistance such as financial 

information, speciat analysis and reports for other AID/W offices 

such as PPG and the Office of SF.R/PROC as it relates to projects and 

programs serviced by the Unit. 

9. Regional Services Division 

The Assistant Controller for the Regional Services Division is 

responsible for providing complete financial services to AID/W Regional 

Bureau allottees for their substantive program operations. This Unit 

is the official accounting: point for the allottee and provides all financial 

information, assistance and analysis regarding the allottees' grant project 

activities. This includes all aspects of accounting, up to the point of 
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centralized agency reporting. The Unit also provides Controller 

type assistance such as financial information, special analysis and reports 

for other AID/W offices such as PPC and the Office of SER/PROC as it 

relates to projects and programs serviced by the Unit. In addition, 

the Unit acts as a focal point for the Bureaus in obtaining financial 

analysis and specialized reporting on their loan program. 

10. Field Services Division 

The Field Services Division is responsible for performing the 

full range of field Controller activities centralized in Washington, 

D. C. 

11. Employee Services Division 

The Employee Services Division is responsible for performing all 

employee related financial services (i.e. payroll processing, travel 

voucher processing, etc.) of the Agency for International Development 

that are centralized in Washington, D. C. and for other designated 

Agencies. 

12. Support Services Division 

The Support Services Division provides Controller services for 

administrative type (other than payroll) activities for all AID/W bureaus 

and offices. This involves preparing or assisting offices in preparing 
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budget requests for both the operation year and budget year programming, 

monitoring the budget execution and issuing periodic analytical reports 

to assist management of programs and activities. 

13. 	 Procurement Services Division 

The Procurement Services Division is responsible for developing 

and administering procedures and systems for the review and validation 

of transactions involving commodities .and commodity-related services, 

financed or proposed for financing by A. I. D., for compliance with 

statutory and regulatory requirements and for taking corrective 

action in connection with those transactions found to be erroneous or 

otherwise improper. 

14. 	 Systems Task Force
 

The Systems Task Force is charged with the responsibility for
 

(1) thoroughly analyzing and evaluLaii.g the current Agency's world

wide fin,-ncial management systems, (2) determining management'l 

requirements for financial data at all levels of the Agency, and (3) 

developing an integrated financial data system which will meet Agency 

needs, regulatory and GAO requirements. 

SER/MP 
7/20/72 
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TW-E OFFICE OF DATA MANAGEMENT 

Proposed Organ: ation and Functions - June 15, 1972 

A. Functions of the Office of Data Management 

1. Current functions to be performed 

The Office of Dat2 Management (SER/DM) will continue to perform the 
following functions (as described in M. 0. 205. 11). The key elements are: 

-- providing guidance and leadership in the planning, development, 
implementation and evaluation of Agency automated systems.
 

-- administering data automation programs and services.
 

--	 administering the Records Management Program. 

--	 administering the Agency's Directives System. 

2. 	 New Functions 

The Office will also assume central responsibility for providing the 
following servicesi to Agency bureaus, offices and overseas missions which 
they are now responsible for performing themselves: 

--	 records disposition, including the preparation of necessary documenta
tion and the coordination of arrangements with the National Archives 
and Records Service (NARS); 

--	 assistance in applying records storage and document retrieval 
equipment, such as mechanized files and microfilm, to specific 
work situations; and 

--	 conducting files surveys periodically, and recommending necessary 
alterations to conform to Agency standards. 

The Office has also assumed responsibility for the administration of 
the A. I. D. Records Center (ARC) and related bibliographic programs. 

B. 	 Organization of the Office of Data Management (SER/DM) 



The organization of the office is shown on the attached chart 
'Attachment A). 

It combines, in one Division, the function of Records and Data Manage
nent with the function of preliminary systems design; and it established in 
he same Division an Information Requirements Branch, which will serve 
ts the primary point of contact with other offices and staffs. 

This will leave the Computer Center Division free to concentrate on 
omputer systems development, programming, software and hardware 
upport, data processing training and computer operations. 
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TAB H
 

A. FUNCTIONS OF THE OFFICE OF MANAGEMENT OPERATIONS 

I. Current Functions 

The Office of Management Operations (SER/MO) will contin'e to perform 
functions of the previous Office of Administrative Services contained in 
M. 0. 205. 6, with the exception of Section I. C. and II. B. ("personnel and
 
budget").
 

2. New Functions
 

In addition to the current functions, tinder the Agency's Reform 
Plan,
 
management support functions formerly executed by the Bureau Management
 
Offices will be centralized under the Overseas Operations Division of
 
SER/MO. These include:
 

-- coordination of action to resolve overseas administrative and 
organizational problems, particularly with respect to Executive 
Office operations; 

-- coordination, together with SER/PM and Regional Bureaus, of the 
utilization of overseas management officer personnel and of over
seas materiel resources; assisting in determining needs of Missions 
in both areas;
 

review of field inquiries, and requests for assistance; including
 
necessary TDY personnel;
 

-- evaluation of the overseas SAS program, in coordination with SER/CONT; 

coordination with STATE and Regional Bureaus, on reorganization, 
establishment, and phasing down of overseas posts; 

-- coordination of JAO and CAMO administrative management with 
STATE;
 

-- coordination of 6 3 6 (c) requests for funds;
 

-- advice to AA/SER on dependent's school support (636(d)); and
 

-- advice on overseas commissary and recreational activities.
 

B. ORGANIZATION OF THE OFFICE OF MANAGEMENT OPERATIONS 

The centralized organization, SER/MO, will have three major functional 
ireas of line management, specifically: Washington Operations; Management / 



Support; and Overseas Operations. 

The Washington Operations will encompass three divisions -- Publication 
and Audio/Visual Arts, Building and Supply Management, and Travel. The 
major addition to the functions of these divisions is in the Travel Division 
where, unde. centralization, domestic and return international travel for 
participants will be provided. 

Management Suppfort will undertake a new concept in its Administrative
 
Support Division. A iviessage Control & Information Branch will provide
 
Officer Information Center services:
 

(1) 	 by preparing and maintaining a "Catalog of Services" showing who 
provides needed services, and where they can be contacted; and 

(2) 	 by furnishing telephone information on services for all clients. 

Additionally, the Activities Support Branch will provide administrative
 
backstopping for all components of AA/SER.
 

In the Communications Management Division, the mail and message 
centers will be centralized in terms of supervision and personnel; however, 
the centers will retain separate physical locations. 

The Property Management Division will now be responsible for all non
expendable property world-wide, and it will continue to establish policies 
for use of real and personal property in A. I. D. /W and overseas. 

The latter area, Overseas Operations, will provide a comprehensive 
support to the Field in providing assistance, formulating management 
policy, and maximum utilization of human and materiel resources. 

Overseas administrative and logistical support will be handled by a 
geographic unit staffed by personnel who are familiar or have served in 
their respective geographic area. Service is the aim of the new organi
zation. It intends to be an efficient and responsive group -- one that will 
command the respect of Assistant Administrators, Mission Directors, 
and management personnel, both in Washington and overseas. In dis
charging these responsibilities, close coordination will be maintained 
between SER/MO, Bureaus, USAIDs, STATE, and other agencies, 
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TAB I
 

A. 	 FUNCTIONS OF THE OFFICE OF MANAGEMENT PLANNING 

1. 	 Current Functions 

The Office of M.anagement Planning (SER/MP) will continue to perform
 
its current functions (as described in M. 0. 205. 3). The key elements are:
 

Provision of staff assistance to top Agency managera, as typified 
by the development of proposals leading to the Administrator's 
Reform Plan of January 24, 1972 and current assistance to Agenc:y 
officers in implementation of that plan. 

--	 A contiruing management consulting service to top Agency managers. 

--	 Administration of the Agency's organization program, including 
maintenance of the Agency's organization handbook. 

--	 Administration of the Agency's manpower program. 

--	 An Agency-wide management-improvement program. 

2. 	 New Functions 

The Office will also assume central responsibility for providing the 
following services to Agency Bureaus, Offices and overseas Missions -
services which many of these offices are currently staffed to perform for 
themselves: 

-- A management analysis service, including: (a) assistance in the 
preparation of policy directives, regulations and procedural instructions 
for internal Bureau/Office use; (b) conduct of organizational and manpower 
studies in A. I. D. /W or overseas; (c) development of reports on manage
ment improvement actions taken; (d) assistance to the General Counsel in 
preparing Bureau/Office delegations of authority; (e) preparation of functional 
statements; and (f) preparation of related briefing materials for senior 
Bureau/Office officials. 

--	 An organization review service, including review of and recom
mendations on Field or headquarters proposals for new or revised 
organization structure, preparation of documentation (SPARs) to 
insert approved changes into the Agency's automated systems, and 
maintenance of basic data on overseas organizations by type and by 
country.
 

--	 A manpower resource review service, including: (a) preparation 
of advices of ceiling to Field Missions; (b) monitoring Mission 

manpower levels; (c) highlighting Agency proposals which affect 
manpower; (d) maintenance of basic management data on manpower 



levels; and (e) preparation of special manpower analyses as required. 

SER/MP also will assume responsibility for Agency systems coordination
 
and development. This is a new function, not previously assigned to any
 
one A. I. D. /W office, and includes:
 

developing an inventory and in-depth knowledge of all existing Agency 
systems; 

analyzing existing systems in order to identify problems of. inconi
patibility, gaps, duplication, and general possibilities for improvements; 

insuring that individuai systems (and operating procedures) are fully 
documented; 

exploring improved interfacing with other systems in the development 
field (i. e. , multilateral agencies and other donors); 

providing assistance in the analysis, development, design and 
documentation of individual systems, upon request of the responsible 
office; and 

--	 providing similar assistance in the area of operating procedures. 

Finally, SER/MP will assume responsibility for periodically reviewing 
the utilization of Advisory, inter- and intra-Agency committees to assure 
that: 

--	 functional duplication is avoided both between committees and regular 
organizational components of the Agency; and 

--	 the committee mode of management is the most effective and efficient 
method of operation in each instance. 

B. 	 ORGANIZATION OF THE OFFICE OF MANAGEMENT PLANNING 

The proposed organizational structure of SER/MP is shown on the 
attached chart. It differs significantly from SER/MP's current organization 
in that it is basically a "client-oriented" structure. Three Management 
consulting Divisions will face "out" toward client Bureaus and Offices, in 
Washington and the Field. 

Thcse Divisions will be the single point of contact within SER/MP for 
ie provision of all those management consulting services listed at the center 
)f the organization chart. They will also have the bulk of the SER/MP 

('.k
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staff: management analysts w-ith a wide range of Washington and Field
 
experience, on call to provide services of various kinds to their client
 
Bureaus and Offices.
 

C. 	RELATIONSHIPS TO REGIONAL BUREAUS AND OVERSEAS MISSIONS 

The Regional Bureaus will continue to exercise basic decision-making 
authority on regional management matters. Staff support in the develop
ment -- and service to implement these decisions will be provided by the
 
Office of Management Planning.
 

Specifically, this means that: 

1. In the manpower area, MP will be assisting the Regional Bureaus
 
in the review of Mission manpower requests, in the determination of re
quired manpower levels, and in the preparation of consolidated Bureau
 
manpower requests. When Bureau manpower levels are established, MP
 
wi'" provide advice and assistance on allocations to the Field and will 
prepare and issue ceiling advices to the Field, reflecting the Bureaus' 
decisions. MP will keep records of current allocations, monitor actual 
strength against allocations, and alert the Bureaus (and the Office of Personnel 
and Manpower in the case of direct-hire personnel) of possible problem areas. 
The office will also assist the Bureaus in responding to field inquiries 
regarding manpower. 

2. In the area of Mission organization, MIP will be providing assistance 
to the Regional Bureaus in their review and analysis of proposed changes 
to internal Mission organizational structure, and in either the preparation 
of a response to the Fiuld, or the processing of the change (SPAR) to the 
Agency's automated systems. 

3. In the administration of the management improvement program, 
MP will be assisting the Bureaus in identifying problems and accomplish
ments, reviewing and consolidating Field CR/MI reports, and responding 
to Field inquiries ,egarding the program. 

4. At the request of the Regional Bureaus or Missions, the Office of 
Management Planning will also: 

--	 provide advice and assistance in resolving management problems; 

--	 conduct organization, manpower, and/or system studies and 
management surveys; and 

--	 provide assistance in systems analysis, design, and documentation. 
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In all of its relationships with the Regional Bureaus, MP will be 
working through or with the Bureau Management Officers. MP would, 
however, welcome direct communications from the Field on any problem.' 
which are related to the officc's major functional responsibilities as 
described above. 

SER/MP:6/15/72
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7/19172 A. 
 FUNCTIONS OF THE OFFICE OF PERSONNEL AND MANPOWER
 

I. 
Current Functions
 
The Office of Personflel 
and Manpower (SER/PM) will c.
205.4). In brief, it is 

ntinue to perform its current functions 
(as described in M.O.
administration. 
 This 
responsible for developing -.d conaucting a comprehensive f
includes developing and administering policies on of personnel
and base procedures in 
all specialized
areas of personnel administration.
 

Specific functions subsumed under the above 
are 
--Advising top management on line responsibilities for personnel management.
 
Evaluating thi cffectiveness of Agency pFesonnel operations.

Fcstering action programs in labor-management relatioas, employee rights and benefits, employee grievances,
e=ployee benefits and retirement.
 

--Directing an Agency-wvde manpcver planning prog2am.
 
--Operating a personnel data 
input and retrieval system.
 

--Publishing personnel reports.
 
--Providing professional employment counseling and outplacement services.
 
Developing policy and procedural issuances.
 

--Conducting personnel research.
 

--Preparing legislative proposals.
 
--Resolving systeLs 
 and procedural problems relatina to personnel activities.
 



--
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With regard to Civil Service employees:
 

-- Certifying candidates to line officials.
 

-- Processing personnel 
action requests.
 

Assisting supervisors and employees 
on Civil Service procedures and policies.
 

--Maintaining liaison with the Civil Service Commission.
 

Providing support for special personnel programs.
 

-- Inducting new 
Civil Service employees.
 

-- Classifying Civil Service positions.
 

--Administering 
a position classification survey program.
 

--Classifying AID/W positions for Foreign Service personnel on rotation.
 

With regard to Foreign Service employees:
 

-- Coordinating selection and appointment of personnel for 
overseas assignment.
 

--Administering a comprehensive training program.
 

--Assiating rmploying offices 
and employees 
on Foreign Service personnel matters 
and problems.
 
--Administering the performance evaluation system for Foreign Ser , ce employees.
 

--Conducting a 
Foreign Service rotation program.
 

-- Administering worldwide occupational and pay standards.
 
Assisting management with problems of communication, motivation, decision making, team building and identification
of personnel-centered 
issues.
 

Providing special assessment systems.
 



Although the mode of operation described below will provide satisfactory personnel services to 
client organizations
during the period immediately following centralization, further substantive reorganization within SER/PM is
This will rpobably take the 
form of a regional/organizational focus being planned.
on
with responsibility tor normal personnel operations.
career developmert and selection on 
A separate group
a
on 
all personnel assignments, both foreign service and civil 

world-wide functional basis will make recommendations

service.
operating efficiency and Meshing the two vievpoini.s
service to th. should maximize
client organization while improving the quality of personnel selection and
assignment.
 

The proposals contained in this 
section are subject
operations during the 
to revision as a
next few months. While major needs 

result of experience with centralized personnel
and probable developments in
day-to-day operating experience is the personnel area can 
be identified,
required before final organizational plans 
can be developed.
 

C. RELATIONSHIPS TO REGIONAL BUREAUS AND OVERSEAS 
ISSIONS
 
Based upon the 
experience of 
working on 
a largely centralized basis 
for more
the Asia Bureau pilot centralization study, than four years
a PM/Representative will be designated for 

and the experience with

Office, supported by an adequate staff. each Regional Bureau and AID/W
This arrangement will provide
the full range of personnel services a satisfactory method of ensuring delivery of
to SER/PM clients. 
 The next few months
burden for the Office of Personnel and Manpower resulting from the 

will clear'y involve a substantialvorkload

I-eing made at this time. Therefore, it 

implementation of the AID/i reorganization decisions
is critically important 
that 
continuity of personnel nperations be maintained
with 
a minimum of disruption during 
this time.
 
The PM/Representative position is 
regarded as crucial
It is designed to focus all of the resources 

to the successful delivery of services under centralized operations.
of
sentative will be 
the central personnel staff 
on
an experienced personnel speciaisjt with knowledge of 

client personnel needs. The PM/Repre
responsibilities will incluae: the :u11 
range of personnel activities. His
knowledge of program dev-lopments and participation with management in
personnel requirements; preparing position and perzonnel planning of
 
suspense controls, action requests; maintenance of projected staffing patterns,
and status information; counselling employees
full range of personnel matters and supervisors; and providing information 

Offl.zes, 

for employees and management. The PM/Representative for 
on the
 

other than the regional bureaus and the Auditor General, will report to 
each of the AID/W Bureaus and
Division for all AID/H positions whether filled by GS 

the Chief of the Civil Service Personnel
 
and the Auditor General will report to the 

or FS employees. PM/Representatives for each Regional Bureau
Chief of the Foreign Serice Personnel Division for all
In those Regional Bureaus for which a single point of contaut 
 overseas positions.

of a single PM/Representative who will report 

is desired, this responsibility vill be placed in the office
to the Foreign Service Personnel Division hut who will channel Civil
Service personnel matters to the C'vil Service Personnel Division.
 



PM/Representatives and their staffs, vhenever possible, vill be physically located in,
and offices they service in Nev State. or adjacent to, the bureaus
 
requests, referrals and 


A PM stafr member vill provide on-the-spot assistance in preparation of personnel
appointments, distribution of documents and 
relZted service physic&lly located in 
or near outlying buildings.
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Laccount the M1vsson respons"es, as I believe you phrased it to me. 

There is another collection of docuizents which I suspect are much 
more relevant to your assignment--the , transition planning papers. 
Presixably PFC has copies of nost of these documents, as well as 
the various suLJ-lcario3 such as the material prepared by the regional
buresus for the Dcuity Adinistratort s review. A word of caution, however -. 
many of the comnunliications were by -letteror memorada. As I recall,
the main steps involved in the NESA region wore the Wshington cal 
fo.1; prpo alb ard ing devdnlopmnt iending andtionsst-affing,and 
the Mlission resDonse, regional review end packaging, DA/AID review,
regiondl advice to the field. Then later, abouat the same process 
on non-loan activities. However, this involved more than one 
round-trip, and sirce these communications were largely by lettor 
or memorand-un it vay be difficult to know whether all of them went to
PC. If the did, I would think you'd also find sumnaries and 
annottions, whjich i..,ould help cut dowm the coimnittee s reading time. 

Has not something of this same thing been done with the 9 volume 
set? Did anyone try to surffnarize the field comments, or analyze
them (on paper) by subject or by the items in the Administrator's 
memo? I find it hard to bnlieve that this was not done by or for 
the Si.o-rn commnittee. It' not, your colnitteo may yet have to look 
at mror, of the nateria ' in tho 9 volumes despite what I have said before. 

Th: reason is tlmt there arc ,an v co i ents which. while not deal.ing.pc-ciI.Ic!lly 1-11t.1 :n ('II implications vithli. ellru)I:.,u., 


respect to stbructure and certainly to function. As suggested 
 earlier 
tlly dwell mainly on sinplificatbons in the way we do bIasinoss. 
Th:., ru rs to proj c(ut p.reparuatiot; the review and approval process: 
pro curcne ,t 'rcLl '[J.ons an)d praf'tices: I.athington/field relationships;
the burden of W;.ins.ington rcqi.ticbo for information; tho function of 
L!'e rro'icct Oflicer (the Guyana -ubmission says there is no such 
thing :;,; a project mana[er or even monitor, that this is a group,
co:ruuit.tt e, or task group function); the role of auditors, evalhUators, 
insp..ctars and the resulting Yission worl-oad; Mission flexibility
in t,..: of athority to epprove D'odificaEtions, issue 1I.- letters,
GWIR lirid waivers, u,., etc. In th-;.e areas there are many
sugg't.ons,: certa.inly not entirely consistent. Some of them (the
role of the project monitor) are br,ing awdressed, but. chances are
 
many eve not. Obviously they have On efet on field views no
 
to the size of Mi:tsions and the tpes o.1' personnel.
 

There nrc few.!er fiOld papers in thI.e volumes than oile would expect.

There mre cables from New J.l , fnkara ]s]a.imabad (Volume II)

Kabul (VIII)T and reference t.e: i2, kok 1- F3M euIrgrams, lett- rs 0o'
 
memos, generally with L pi,paers attached, Laos-.p frcm Guyana, 

http:co:ruuit.tt
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(v3I) , :.Colo.bia, Nigeria, Ghana (VI) tra.nxnittals frin
RQC.!' (I) ~kp:.i (IP.), Cosl~a Tta (vi), Poragary, Vietnan (VII),Thai].and (VIII) and .sn interesting study, January 1971, by JimJJA4J from ,ni'cobi. From t.bIS you can see that the Voliunes are 
not completc in terms of your present task - the heraldedEthiopia and ,tinliJ mJc.iages 3ren't there. Could it be that theyare pm-"t of the trkisition planning exercise? If not, we may haveyet aiother collection to look for. 

|A
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&AD11 r~om~ A.I.D.7/W [-5/31/72 
PROC S S'Err ee XAdministrative/Logistic support Arrangements
;0 pro idZ ........

LA 28 
ASA 15E-RENCE - Paragraph VI. 1 AIDTO CIRC -5v dated4/57 

V-N 10
 
4Missions 
 are aware that it will become increasingly difficult to provide-

STATIC the,current level'of administrative/logistic support to Dlirect Hire,-1PASA,


'Contract and TCN employees',due to budgetary coustraints, reduction of
 
.administrative staffs brought about by the President's desire to.reduce U.S.
 
ATT: profile, and the need to meet manpower targets imposed upon A.I.D.
 

:?! 


To assist in charting a policy course, missions are requested to submit to
A.I.D./W, ATTN:. SER/MO, their,thoughts and recommendations regarding.Q! 
alternative sources and methods of providing required administrative/logi'tic 
support in the future. Alternate means include, but are not limited to: 

1..l.
Reimbursing an employee for the cost of support services, through
 
a system of allowances when proper and practical.
 

2. The establishment of host government institutions with the capacit
 

to provide support to all A.I.D.-financed personnel and ultimately to all
 
aid donor personnel.
 

3. Making PASA, Contract, and/or TCN personnel self-supporting. This 
'would.require new PASA agreements or contracts which would provide for 
AI.D. to finance, but,not fun,,, agreed levels of administrative/logistic 
support.. They would either ests sh their own institutional capability for 
support or obtain it on the local economy. 

. 4.. Contracting with U.S. and/or local firms for support of A.I.D.
financed employees in country.
 

Attachlment: 8-part.form PA-- P'*g 

c - J4M[IA JRA-TEO By OFFICE PINS NO. ATE AP RVE F I o3 

AP.A vro MO/AD' 28554 5/16/7bn AA/SE esF C 'b 
AID AND OTHERN Ai MOCLEARANCES Conurg
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AIRGRAM DEPARTMN NT OF STATE 
 AIRGRAM 
CONTINUATION 
POST -" 

NO.AIDTO CIRCULAR A j CLAISIFICA1IONUCA PAG EFI 2 o 
UNL T_'FIF1 OF 1 

5. lurning to the U.S. Embassy for more suopo2tfe to the extent that this isle (in view of the .JY!ibassy' t own manpower problemis). 
Atached is a eight-part fsom designed to pro'Jde A.I.D./W withprofile a comprehensiveon current and projected levels of service and supportsolicit Mission views arrangements and to
 
be 

or. -. tiure levels of support. Tt is requested that
completed as dctail the formin much Gs poIibe. ft is believedexpl.anatory; that the form is selfhowever, the following -, provided for your guidance: 
PART I - Contain.- a listing of support services generally providedMission personnel. It is recog12zere that all services listedmay not he npplir:able to e'.'ry post and that some posts mnyprovide s -,viecs whiesK ,ir not listed. In completing theform, .imP:.y indicate in the appropriate column whether the 

serv~ce is .- ovidfzdsupport each tTe o-f personnel regardlessarran [enent used 'c provide the service, i.e., 
of
directhire, nr-nersonri1 services contract, Embassy, etc. Thecoluirmn ertitled "other" .;'u-ld be , used for types of personneln .isted, ussuch TDY. Services provided but not shown cnthe f'or.:i ;huld bel"].. Cf-d u der Item V. 

PART TI - Using Part 1. as a guide, list those services being providedby arrangements or personnel other than A.I.D. Direct Hire, U.S.or ±ocal personncl. This listing should be shown in three
different categories: 

a. Nun-personal 5eV']C 2 contracts, including employee
associations, et.--list the service being provided,
for whom, and type of reimbursement arrangement.
b. 
Embassy through SAS or cross-service arrangement.
 . Other--list the service being provided, for whom,

and type ,f arrangement. 

PART III -
Identify those services noted in Part I which are currently being
provided ihich can be reduced or eliminated by June 30, 1973.
 
PART IV -
Identify those services currently being performed by A.I.D. direct
hire, U.S. or local pers-onnel which, if still required, could be
performed by other arrangements by June 30, 1973. 
Indicate proposed
or 
alternate support arrangements possible.
 
PART V - What 
 would be the estimated reduction by Jvi- 197330, of A.I.D.direct hire, U.S. and local personnel as 
a result of implementation


of Parts!Il and IV?
 

CLASSIFICATION , 
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OEPARTMWN ENrN OF STATE ACOT INO TIONATION " 
AIDTO CIRCULAR A 757 UNCLASSIFIE
... 

PART VI - What would be the estimated monetary savings as 
a result of the
implementation of Parts III, IV and V?
 
PART VII Foreseeable problems (if any): 
 Indicate local conditions,
availability of local services--other factors which wouldseriously affect reduction in services, etc,, or other. .
 

PART VIII 
 Identify any differences in services provided USAID personnelo
vs. Embassy personnel either in type, level or method of support.

The completed form must be returned to A.I.D./w by M 1972. Please note
that fa,cts and figure's 
are essential for the realistic evaluation of responses to
questions raised in Parts II through ,VI.
 
Upon receipt and evaluation of Mission responses, a determination will be made as
to which posts will be visited by TDY teams in order to assist with the implementation of the "new look." 
 Such visits will be the subject of a subsequent.
co lut-ication.
 

IRWIN 

CABLE ROOM SEN~D TO:
 

ASUNCION 
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MEMORANDUM FOR THE EXECUTIVE STAFF 	 July 19, 1972 

FROM : AA/PPC, Philip Biqp 

SUBJECT: Program and Budget Review Processes
 

This memorandum provides a brcad outline of the various review
 
processes that will be taking place in AID/W now that program and
 
budget documents are arriving from the field.
 

Developmnent Assistance
 

AIDTO Circular A-543 described three different documents to be
 
submitted by the field:
 

--	 a Development Assiztance Program (DAP) for each country
 
or sub-region, to be submitted when ready (no deadline
 
given; we expect that DAPs will be arriving over the next
 
12 months).
 

--	 a papt.r describing the !terrs necessary to convert to the
 
new program emphasis and ithiftin frame involved (DAP
 
outline), to be submitted by each mission no later than
 
June 30, 1972.
 

--	 a FY 1974 Field Budget Submission (FBS), due from each
 
mission no later than July 31, 1972.
 

Some confusion has arisen because several DA - outlines have come 
in from the field improperly labeled as DAPs. Please note that a 
DAP is a fuil submission that. states the priority development problems, 
includes the sector or sub-sector analysis of these problems, and
 
recommends a U.S. development assistance program for a multi-year
 
period. DAP outlines arc largely descriptive docu-ients, without the
 
supporting analysis, which describe the steps and time frame needed
 
to 	build full DAP submissions.
 

As 	you know, a major elrment of the new programming approach in the
 
A.I.D. reform plan is the decycling of substantive program reviews.
 
Ideally, the annual budget process should be based on and reflect the
 
substantive program review and approval process that under the new
 
reform plan will take place independently throughout the year. It is
 
obvious that the FY 1974 budget review process, which is now upon us,
 
will present some spe-cial problems. Although we have made a good
 
start at program concentration and elimination of marginal projects in
 
a number Of countries following the June 1971 technical assistance
 
transition reviews, much of the supporting analysis necessary to build
 
DAPs is yet to be done, and DAPs remain to be submitted. Thus the
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budget process cannot yet fully reflect the substantive review/approval

process. Nevertheless, we will need in our FY 1974 budget presentation
to show OB and the Congress significant movement in the directions

envisaged in the reform pla. 
 The review processes described below
 
should help us to do this.
 

Set forth below are descriptions of the various review processes that
will be taking place in Washington beginning this 
summer.
 

1. 
Review of DAP Outlines. Basic responsibility for review of
DAP outlines in Washington rests with the appropriate regional bureau.
At 
a minimum, these reviews should seek answers to the following
substantive and administrative 'ucstions (we recognize that at this
stage the answers to these questions may not be definitive):
 

Substantive:
 

Is the proposed program focussed on a few priority development

problems that are of major concern to the recipient country and
that are defined in such a way that the inputs from all sources
 
over a period of time are likely to solve the problems being
addressed? 
If not, is there a good reason, eg, a least
 
developed country that requires spccial treatment?
 

Does the work to date and proposed for the future reflect
 
effective collaboration with the recipient country?
 

Does the proposed program reflect adequate coordination and
project dovetailing between the U.S. and other donors (both

bilateral and multilateral)?
 

Has adequate attention been paid tobroadeningA.I.D. 's

objecti\es to address problems of grow'h and social justice,

eg, greater concern with probleLIS of employment and income
 
redistribution?
 

-- Has consideration been given to potential linkages between theproposed program and ATD/W activities aimed at innovation, eg

central research, 211(d), GTS?
 

Has adequate attention been given to integrated budgeting of all

A.I.D. resources -- loans, grants, PL 480, HIGs?
 

Has consideration been given to the use of new implementation

arrangements (block grants, host-country contracts, etc.1 as

well as the managerial and financial capacity of the LDC?
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Administrative:
 

Does the proposed timetable for performing the required
 
supporting analysis and b'ilding the DAP appear reasonable?
 

--	 If the mission has indicated the need for external help in
 
the form of TDY assistance, special studies, etc., do these
 
requests appear reasonable and can they be met?
 

The regional bureau should involve other AIP!W bureaus and offices in 
these reviews as appropriate. Following Washh-gton review, eacb field 
mission shc-,ld be notified as to the adequacy or inadequacy of its 
outline as 	 a btsis for proceeding further. It is, of course, particularly
important that field missions be 	 apprised of any inadequacies in the 
outlines so that appropriate corrective action can be taken prior to
 
building the DAP. We believe it is essential to complete the review
 
process and communicate the results to each field mission no later
 
than November 1, 1972. Communications to the field regarding the 
adequacy or inadequacy of DAP outlines should be 2learerd with PPC 
prior to transmittal.
 

In 	 order to provide the Administrator with an early progress report 
on 	the overall shape the A.I.,. program appears to be tnking, PPC 
plans to reviev the DAP outlines and provide a report to the Administrator's 
Advisory Council a out October 1. This report is not intended to take 
the place of tne regional bureau reviews and will not discuss individual 
DAP outlines. 'We will attempt in this re.,ort to pull together answera
 
to the above liFt-.d siubstantive and adrinistrative questions from the
 
standpoint of the Agency as a whole, and in addition will ley out for
 
discussion any broad. issues or problems ",-hat appear to be emerging.
 

2. Review of DAPs. As indicated in AnDTO Circular A-543, DAPs 
will be reviewed in Washington as they aie received over the next 
12 months, and. will be approved as plans of action for the field 
missions to follow in implementing their programs. Once approved, 
a DAP will stay in force until it is in need of revision. 

Basic responsibility for review of DAPs in Washington rests with the
 
appropriate regional bureau. As they are received, DtPs should be 
reviewed against the substantive criteria listed alove for DAP outlines. 
Also, the supporting analysis should be reviewed for technical adequacy.
The regionaL b,.u'eaus should involve other AID/W bureaus and offices 
in 	 these reviews as appropriate. 

By the time mort DAPs start arriving, we should have from the earlier 
reviews of DAP outdlines a broad picture of the areas of concentration 
cr.which the Agency as 	 a whole may wish to focus. As this picture 

ck 
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becomes clearer, individual DAPs will need to be considered in
relation to it. 
 This will be an evolutionary process for the Agency

that will undoubtedly entail some adjustments in indivifual country
 
plans.
 

As indicated in ATDTO Circular A-543, some DAPs will be reviewed by
the Administrator's Advisorj Cuuncil. 
While the identification of

the particular DAPs to be reviewed by the 
Council will be the
 
subject of PPC/regional bureau consultation during the regional

bureau PAP review process, we would expect that, as 
a general rule,

the Council should review DAPs that: 

present major issues or questions on which significant

differences of opinion eme.-ge, or 

--	 involve imaginative or unususl elements that may be of 
interest to the Agency aas Ti.ole. 

Once a DAP is approved in Washington, this fact should be officially
cmmunicated to 	the field as a guide tc future action. Any such
approvals should be cleared with PPC prior to transmittal. 

3. FY 1974 Budget Reviews. PPC has already requested FY 1974
budget submissions from all A.I.D. non-regional bureaus and offices

and -will chair sessions to review these submissions during Augast.
Within the next two weeks, we will issue detailed instructions to

the regional bureaus calling for budget submissions to PPC by

September 1. PPC will chair sessions to r(view the regional bureau
submissions 
 during the first two weeks of Ieptember. Dunling thethird week of September, PPC will chair a worldwide wrap up review
 
covering all elements of the A.I.D. FY 1974 budget submission.
 
Following that review, PPC will prepare an FY 1974 A.I.D. budget
proposal for review by the Administrator and the Administrator's
 
Advisory Council. Following approval by the Administrator, PPC will prepare the FY 19714 A.I.D. budget submission to OMB which is due
 
September 30.
 

As menticned &.,, we must demonstrate in the FY 1974 budgetsubmission sip.ificant progress in moving toward the goals of the
reform plan even though the substantive review of individual
 
programs is only just beginning. We do, however, plan to include 
as 	much information as 
possible on likely future prog2am concentration

drawing primarily from two sources: 
 ,a) the DAP outlines and thereviews thereof, and (b) the FBS tables that array FY 1974 budget
requests by areq of concentration. 
 We 	ask the regional bureaus to be

alert to this aspect of the FY 1974 AI.D. budget submission and be
prepared to discuss such matters during the budget review sessions.
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Security Assistance
 

As last year, A.I.D.'s Supporting Assistance request will be reviewed
 
by the inter-agency Security Assistance Program Review Committee
 
(SAPRC) during its consideration of the total U.S. Government security 
assistance prcgram. It is also likely that OMB will, as in the past, 
ask A.I.D. to include a Supporting Assistance request in the A.I.D. 
FY 1974 budget submission, subject of' course to SAPRC re,.ommendaticns
 
which are due in OMB on October 15 (two weeks after the A.I.D. 
budget submission).
 

A single series of reviews of the FY 1974 Supporting Assistance
 
program will be held under the joint sponsorship of the Supporting
Assistance Bureau, PPC, and the State Department Office of Planning 
and Analysis for International Security Assistance (PM/PA). These 
reviews will include full participation by other A.I.D. bureaus 
and offices as appropriate. If any unresolvable differences of
 
opinion arise during these review sessions, the issues will be placed

before the Administrator for resolution early inSeptember so that
 
A.I.D. will be ready for SAPRC discussions beginning about September 15. 
'TheSA Bureau will issue all instructionr regarding the Supporting 
Assistance review process and will handle all administrative arrange
ments for that process. 

To provide a complete A.I.D. budget picture, PPC will include
 
Supporting Assistance totals in the documents for the worldwide wrap up

review. By the time of that review, however (third week of September),

the A.I.D. Supporting Assistance recommendation will have been locked up.
 

Involvement of Other Aencies
 

In the past, several other U.S. Government agencies, and the U.S.
 
executive directors of the international banks, have attended various
 
A.I.D. program and budget reviews. This year we ask the regional

bureaus to extend invitations to other agencies as they deem appropriate.
 
We request, however, that at minimum Lhe following outside offices
 
be invited:
 

-- the State Department Regional Bureau, as appropriate 

-- the State Department Planming and Coordination Staff (S/PC) 

-- the International Programs Division of the Office of 
Management and Budget
 



-6-

PPC has arranged for automatic distribution of DAP and FBS docments 
to State S/PC and OMB, and we assume the A.I.D. regional bureaus will 
arrange for distribution of such documents to the State regional 
bu'eaus. DAP outlines will arrive in airgram form and be distributed 
autoinatically to these offices. 

If your staff have any questions about these matters, please have 
them contact Sid Brown, PPC/RB, extension 29176, or -- in the case 
of the regional bureaus -- the appropriate PPC Regional Coordinator. 



DEPARTMENT OF STATE 
AGENCY FOR INTERNATIONAL DEVELOPMENT 

July 20, 1972
 

AA/SER, Mr. James F. Campbell
 

Jim: • 

The attached action memorandum from
 
you and Phil Birnbaum reflects the
 
outcome of a process started in a
 
meeting which I called about 10 
days ago. 

The timing is quite fortunate, since 
Fred Sligh called today to make sure 
some provision was being made to 
follow up on discussion in the
 
Administrator's Council esterday.
 

')Fre
 

Attachment
 



ACT ,. ..";' U:. FP TIL ' . . 

EfTHR"U: Y ,"A 	 Campbel 

FROCE: 'A/S2, .r. Jares F. Ci).mn ell

AA/-rPc, Blr. Phuii, Zirnbauni
 

Problem: Role, style and or anization of field nissionsI. D.
in 	 artfor7.a.A. 

Discussion: T.!ie i,--ple.<ntation of the reforr, plan
annow.icd by the Ad-.-initrator's rowmorand-uLm of January
24, 	 1972 has proogressed steadily and, within a relatively
short tine;2, it should .e completed. The i.:pact of the
reform has been larg1y in lashinqto. thu,3 far and ques
tions are coi.iinf-fr--o.. our overseas staff toas the effect
 
on USAID operation and organization.
 

A.I.D. people in the field have rueaO :.>.e Stern-Birnbaun-
Arndt Co-.ittee A'eoorL, the Ad!inistrator's January 24 
nI,:.orandui:i, the FY 1974 program guidance airgra::, the 'May
status rxp)ort on roforrrilcrcc-ntation and some other 
related pamers. ,1!oever, the only clear n~ssago to the 
field oi what reorgcnization rvcuiis at the USAID level was 
your "Tranoition Planning" mr.ssagc of 16.ury, 1971
 
which preceded nost of the finial decisions. 

This does not mean that the USAIDs have been in a vacuum;
letter-; and airgram from rugional bureaus, AID/W'
travelers to ,I'issions and "ission travelers to ashington
have all provided lbits and pieces. Ilevertheless, it seems 
likely that US ID' s need it;ore guidance. :,0w that refo-m
of XIU/h; is well uder.,ay, we believe it is tin e to 
address the field aspects in an orq/anized manner. 

To this end, we recomr-nd that you create a small senior 
task force with four assignments: 

1) eview the recor.endations received froM the
field 1a,t fall for the Stern Co-,mittee which 
dealt with reorganization of Missions and are 
consistunt with the newa Au) concepts. 

2) 	 Review recent AID/WI papers which are pertinent 
to this proble, includinc the 1cport of the 
orkingj Group in "Ins t-Lru.nts for Increased 
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Use of Laon-Covernnoent Organizations" (Levick), 
the Benz' group on project monitoring, etc. 

3) Prepare a general, brief rssage for the field 
which outlines the organizational and procedural 
irplications of the new AID style for Missions 
(recognizing the need for variations in field 
organization for reasons of program and local 
situation), and request reactions within 30 days. 

4) After receipt of field conva.nts, prepare a 
summary report for the Administrator's Council 
about field concerns and proposals, together 
with a policy paper for dicurJsion by the 
Administrator's Council and then issuance to 
the field as a guide for future action. 

iany of 
for the 

the operational and 
USAID of the future 

organizational imrplications 
coixe from changes in the 

nature of our programs (altiough there will also be some 
USAID chances arisincg from manageor.ent reform). Among 
these prograrim changes are 

shifting couitry program planning to the 
countries and to riultilateral agencies 

concentrating on key developrn;nt problems
 
defined by sector analyses 

collaborative planning and evaluation with
 

cooperating countries
 

-- integrated capital and technical assistance 

-- greater reliance on non-government 
organizations
 

-- use of new procedures such as block grants. 

For this reason, we conclude that the lead on the task 
force sfiould be ta,:en by IPC, witn close collaboration 
from SFl. (This assign-nt is closely related to the 
task recently 3signecc to rPC/PE to be the focal point 
in the Alrency for coordinating acivities related to 
iwprov-d project monitoring,) 
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Proposed 	 'Inccror.'er of the rTas: Force are: 

F;obert L. Hu:,be11, PpC/i,, Chairall
 
Fred t'isciier, Ri'P
 
Lawrence Harrison, AA/LA

Samuel Butterfield, .h/ A
 
John Benz, hG/OAS 

Re comed ati ons 

1. 	 That you sicm ti:!m attached rrnoranduia (Tab A)
 
estoblisihin the task force.
 

2. 	 That you sign the attached Information Memorandum
 
(Tab B) to £'efjional Assistant Administrators.
 

Clearances:
 

AG/OAS :JBenz draft Date 7-17-72
 
SE,,V (T: V-'' draftiScrier 	 Date-7AA'/i2A: Sutterfief-d draft LDate--7-TT--7Z 

A3IA/Pr,: ,n rnbcrg r Date 7IS-72 
dA /AFR: ;11ogan draft Date 7-72LA/Dh: Je lie r drr7--- Date 	- 

PPC/RS:Sflrown 
 draft Date 7-17-72
PPC/PE : HDTurner "draf Date--7-7-2 

PPC/PE : RLiubbell: dew : 7-19-72 



SflF~:P,1r. 1Wrcd i"ischer 
AA/~A,~r.Latwre-nce Larrisori 

i~A/TA1'r. Sav:uel 3utterfiolcl 
JAG/uA"S, -"r. Johni Ionz 

SU2J2J-C-L" ,M 11,0oc F2~korco on USAID Role and Stv'le
 
ia Reorganized AID
 

I am hrurobl appointing the addrossc-: rtormbers of a

tazkj, force 
 t~o carry out Une four assignrmentrs otutlined
in tieo atttac'ied mrz!r-oramlum- from ;"Qs3rj. Cait.;bc11 wid
Birn!-,au-t. 0*1r. ~I>c12~zbo.-: dte-sinnatad cilairl:'an of 

You nlri- autlorizeca to arrance for staff assi ;tance 
as iic-c s) arv. 

I exixcL bbrivou viicor'i'1;te the first three 
ai~~cn 1)by arly ~ti~r 

Deputy AdiAinistrator 

Attach rmcn t 



: i~c2. 1 ". Aans, Jr. 

'.e;=oralida th abovc subjoct which 

CO/'sA, :.. :oric LZ2'Connor 
;uk/A, Lr.oel !learnst:in 

A/riiA, i.r. Jarold Ki-ffer 

Subject; The Rol,- ,,
R-,,rgarin_ --od 

Style
A.1. -,. 

of the US AI[D in a 

Attachod for your infornation are t.',o self-axlanatory 
on I have approved

today. 

Maurice J. Williams
 
Deputy Adrinistrator
 

AttachzTent 

4 



July 20, 1972 

NOTE TO: Fred Fischer 

SUBJECT: Impact of Reform on the Field 

Just after you left Wednesday afternoon Fred Sligh called wanting 
to know if I had any thoughts on this subject. I told him that I did 
but I understood that there was an effort on the way to focus action 
in this regard. I also said that I was not personally familiar
 
with the activity in this area but would report back.
 

After checking with Jack Benz and Bob Hubbell I called Fred back 
and indicated that an Action Memorandum was enroute, having
received PPC and regional bureau clearance already. Bob Hubbell 
also plans to brief Fred on the history of this play. 

Dave McMakin 

Attachment: Memo from Benz to Fischer re Future USAID Role in a 
Reformed A. I. D. 
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UNITED STATES GOVERINMENT7 

Memorandum 
TO " See Distribution DATE.: June 23, 1972 

FROM SER/MP, Fred C. Fischer 

SUBJECT: Impact of the Reform on the Field 

As you know, several of us have been trying to get something started 
with respect to informing and involving the Field in the Reform effort. 

Jack Benz sent me a memo recommending an approach (which I under
stand you've seen). I discussed it with Jack last week, just before he left 
on three week's TDY. lie agreed to several changes I suggested. They 
are incorporated in the attached redraft. The two major ones are: 

1) 	Taking out his suggested Attachment III, a report which MP would 
prepare on current status of the Reform itas impacts on the Field. 
Much as I'd like to put this together, it's a bit premature. A number 
of things are nearing completion, but it won't be until the end of 
July that they are firm enough to add up their precise impact on the 
Field and puL a report together. Also: a bottom line of our May 20 
three-month status of the Reform telegram to the Field indicated 
that each Action Officer with a piece of the Reform to implement
woulcl prepare his own report to the Field on impact in his area when 
the time was appropriate. PHA is currently working on such a report. 
So is SERZ. 

On the other hand, the proposed task force could still put together -
with MP's help -- the kind of report Jack suggested. But the end 
of 	July or early August would be better timing. 

2) 	Inclusion of some suggested names of people to form the task force, 
i. e. , those of us currently collaborating on this package. 

I'd like to discuss this with you at your earliest convenience. 

Attachment: As stated 

Distributi-on:
 

AA/TA, SButterfield
 
ASIA/DP, AWhite
 
LA/DP, JI-lelier
 
AFRP/ PP, EHogan
 

PPC/fR5 , SBrown 

AG/UAS,:y Jienz d 

Buy U.S. Savingrs Bonds Regularly on the PayrollSavings Plan 



DRAFT:AG/OAS, JSBenz; 
SER/MP, FCFischer 

ACTION M\;EMD j._'DUM FOR THE DEPUTY ADMINISTRATOR 

TitR : EXSE;,C 

F ,0O4: AS/SEiR, James F. Campbetl 

,.rtr . The role and style of the USAID in a rcorganized A. I. D.
 

Dis2u.;s ion:
 

A. I. D. people in the field have read the Stern Commitee Report, the
 

Administrator's January 24th message 
on Agency Reform, the FY 1974
 

progr,.amn guidance air-ram, 
the May statuS report on Reform implementa

tion and other related! pa per. in the last few months. They have not, as 
a ruIl, seen the various Phase I and II reorganization apers that have 

circtlatc:d in A. I. D. /W. In fact, the only clear message to the field on 

"oranizatioavh, i nmeans at the USAID level was the "Transition 

Plannig" unessage ot .February 16, 1.971. 

This does not mean ,hat the USAiDs have been .;na vacuun; letters and 

airgrani,, Ccom the Regional Bitreaus, A. I. D. /1Wtravelers on Temporary 

Duty ,Ll'ips. and visits to A. I. D. /W by top Mission personnel have all pro

vi ded ! he fi.ed -ith parts and pieces of* what is going on at A. I. D. /W. 

',,r t,. field has heard has whetted its appetite. There is a gathering 

grounld svw-ell fron the ii that ask; for a greater participation in the 

rIeetrinination of the policies and operational guidelines that govern our 

Cic,Id mn;ss ions. 

-ihe attached propos'ead memorandui, from you to the Regional Assistant 

AH.,!: st,-ators seeks to involve the fie.ld more deeply in the ongoing Reform 
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e f Irt in Washi z:. . The two attachments to the memorandum try: 

--- to outline -2c chantng role of the USA[Ds, and to ciscuss some 

of the issues involved in the change.; and 

-- to ptosent a pict:ur, of project roni toving in the new context:. 

The proposed memorandcum asks t]hat the Regional Bureaus circulate
 

this material to their field missions, and that the USAIDs reply within
 

30 days. The lack of specific questions to 
tb.3 USAIDs which would structure 

theiv answers is deliberate. It is not dif ricult to see a second phase to this 

ope cation which would present structured qurastions, based on a collation 

of the ruplie!s received. 

The USAID replies will be of interest anl value to the Regional Bureaus, 

hut lhey will also have Agency-wide implica'.ions. I therefore recommend 

:tia:t von create a s m.0.1 ;enor task [oc:Ce that would review the replies, 

iupc it its fi.nding'; (p, c..ps for AdLu ii,,isg ca.Uor' s Council. review) and 

rcc o rn n,( appcopr ;-t:a L-ollow -up action. 

It is doubtfu that_ l:-op-- of the caliber needed to make this assigmnuent

coruipl tely meaningful could he released on a full-tinic basis; but with 

so-no staff assistancc, it could b done on a part-time basis. The task 

force, however, should he required to submit its preliminary findings 

within 45 days of the date the USAIDs are required to reply.
 

.'Le ast force ri;ht well include 
Al White, Ed Hogan, Jack Heller, 

, j;irl , T.'i- Samirvc -recd ;clic r, ,Butecfield and be given leadership hy 

,Ja-: Bon-".whlo hasd -veluped the attached draft proposal r' and worked on 
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...- ::-.e 

' havc in:-z-:-,ally cliscussed these ideas with Hi.-se representative 

Ou'iCQe cs and they, faIvor g aoi on those r,:coi-nmenrlations. 

s 	 orobe, :!::. tranziitioxt resource group period. 

hear 

.RecCoO I nendlatons . 

1. 	 Thl . you aipp rov-e and vi gn tie !p'op)Tsed rrnemorandun-i to the
 

Regional Assistant Administrators.
 

Approved 

Di sapp roved 

Date 

2. 	 That you appoint the ad hoc tash force descried in this memorandum. 

Approvcrd 

Disapproved
 

Date _________ 

AtL:, ch-.nn:s : 

T'rope:, Memo to Regional AAs 
;.°i .AlfLa chnyents 



DRA.FT:A'7,/OAS, ISBenz 

6 //72 

- . AA,.: ., Dr. Sanu l C. Adani 3, fr. 
AkA/A[., Mr. I).naLd G. ivacDoiald 
AA/I A, ivT'. I[rr ian, Kl,ine 
CO/SA.', M,. R'ode c U. O'Cun nor 

SUBJECT: The Role and Style of t1he USAID in a Rcor' anized A. I. D."

Implern_trtation of the A. 1. D. RefCorm is progressi.Ig- and,Steadity, 

much of t:his wot-h will b. completed soon. The irnipact of the Reform has 

been al most entirely in Washington, however, and numerous questions 

are corning from our overseas staff as to the meaning of the Reform in 

terrm no p2. icy and ,-p.ction at tie USAID level. 

The:.- will be cb a.n C <Jitecti g, the Field, and it is inportant that the 

USAt[J~ he invoijved i;i t', .:reatiun of the policies that bring therr about. 

Tht.. oll.L l to t ji -()s';ra have be en inform theu,-rn vr.teii to 

USAIDs of [he new policy thrusts, and Lo stintla.e thinkin- at the USAID
 

level.
 

1 a,-n asking each ol yo'i to transmit this memoranclum, ,vihwhatever 

additions are desirable, (e ., attention might be called to changes parti

cularly relevant to ti specific region) and its -at'acl.-ents Lo each USAID. 

i plea-;e ask that USAIDs re-ply within 30 days of receipt of the transmittal 

a irg rarr. 

.1 arn also creating a senior task force (I will announce the names 

later) which wviii focus on the effect of the reform on the Field. This task 

o ree ...ou., draw on the USATD responses and conversa:tions with the 

.- r(3.'is at A. I. D. /" to pir(-pare a new set of policy papers on overseas 

or ra.ons Ufor t Adi ini:ttrator and his Council. 

http:progressi.Ig


I belicvc y: .--""_:'ld the attachments self-explana~ory:
 

AttachmenL _, Cha Ri:on
The .Rlol of the USAID, " attempts to present 

the issues as the USAID; -iovc tovl,,rd thc! policy of a low profilc.Y, more 

rnLLltIaLe ralismn, and thcir rlC Of bc-in- financie-rs and projec monitors. 

A!-c, ment II, "P 'ojiht Managemert, f'Y ]973" is a revision of a 

p-per don, in the autumn of 1971 as one of the reorganization papers. 

The paper (oes not present a new and radical approach to project moni

torin;,, but attcnpts to artii:ulate the best of the new project approaches 

which have bceri tried and adopted in soine USAIDs. 

Maurice J. Williars 
Duputy Administrator 

Atthic]n ecnts: 

.- '"'he Changing Roue of ihe USAID" 
If -- "Project 'anagenL, FY 1973'' 



D 110 T AG/0AS.,JSenz:" ' -. ,'-_ *7G~ ROLE 'F US"ih * THE 

saexnorandiui o04.au-r 

24 1972, "Reforn of the 
USEcmncAst±e Progr....," said that the Pency would: 

adjust traditional techniques and policius changedto 
development needs and resources in the world's poorer
countries." 

But that merioranduv dealt primarily wth changes in AnID/WI. earlier 

memorandma from the Dcputy Acinistra-orl "Transition Planning for Technical 

Assistance," February 16, 1971, gave guidance to the USAIDs when 'it . "., 

said:
 

- "'he LDCs must have the primary responsibility for developing
their programs , setting priorities, and taking the self-help 
steps which can make outside assistance effective." 

- for continuing projects. "...meais should be considered for

orderly phase-out of direct hire project personnel in favor
of' imple-mentation by one or another of the other methods." 

- AID should: "...rodify the aid relationship by moving in the i! 
direction of acting primarily as a financier of technical as
sistance, where the contract relationship, as in the case of
loans would run between the LDC and the foreign advisor rather 
tlan between AID and the foreign advisor." 

The February 1971 memorandu= urged USAIDs "to work toward a lower 

profile through Mission-initiated staff reduction and reorganization, 

eliminating lower priority activities from the program and recbmmending 

stremlining actions..." 

Over the past few years, the Agency has steadily moved away from 

USAID direct hire Americans in the non-Supporting Assistance countries.,
 

As of end-December 1971, program-funded direct hire kaericans in non-SA
 

USAIDa, excluding Public Safety, totaled 1,006. Of these, about 150 are 

curretiLly involved in Technical Assistance tasks which might preferably 
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be eli :ihi.e ror'- :. =.ncc under co.ntractua1 or 1 -e:,-nt
 

Mihi. ':,:cin .,!.. ":e.- 1
:nnnor ve. in project planning., projoe- ,o'.-itorin,
 

Fo.'ti. ' P .c'?, rni p r':i.:r.znd t ;..i.i In M ? O,:in p '_',:
to ,'::m-f 

per:o:'-.. 1jT5! d i.rect hire- Woles:icms oye-r.n:.-s a:re par'id fh'yn .TRAM ""itr, 

tive -- ,]] WasD:) spite the!a.2t reduction i. Aif) pre!senc( cverseas 

o:fx:sdiret hire,nc-'.:. 


sli.i C -n_. The reduction:in U',erican di.recut hire will tak9e place in
 

in t o-" and WishaLtivt , -i].1 crothfluc to 

both thc ;)A a-nd rnnA t_.es, but this paper addresses itself pri

isri 1y to Lhe non-;A:V i ; 

t is ~ear fr. t;-in f'ore.oing that the traditional AI;) style of 

0V........ 1.. _0.ti.nand that the rate, of chanie wiil accel

. . .....are .. contnty ,dvi-;ed that ,apta.s. th-y 

.Lo. pcn'jiLe." U.he .-ords coae across, b uthy -teanr diff--cit Lhing s to 

dri '."- s 

Zb,2idoi.infc.lmerir-o ' fe..er ch'iuifcur-driy:nn 

pe. To s::, i t =F-wns l oxi; living: smaller 

"hettos 

o
,I'S so. il; ,n r'-, - rect hi_,c Ao .1i,,"ifi s in the U;'J IDS. 

VTiie tM.aue a: some o ' .e cLor ent, th.L; h%,e relevenee to the lower 

profil, they do not&const-ue the -!nao concern. tit major 

o!e' change is found in w,,t thie f z-in i.strr-or has called the need 

for a na.:: a"d wore "1coi T',orat ive' s"le of overseas operaiions, This 

lrea:ns that. !ihzrice.iz"will ;.o longjer be the driver of the development 

vel:[e in:;oe 50 f*,r,_.Lv co.n1rics but; that we, along xrith others, 

w~i..l ::upp sore of the ),A.ro!." It Mcans that the LDCs will set their 

0Th 1.>r:. V c~z.,.inrd detI.:.eo L, their oun in tiahtives. Fcr inny:,; LD as:, it 

: ,'v :mn ; sil, ]-:. in deve].a'n.. Some w 1. argue that these 

http:detI.:.eo
http:f*,r,_.Lv


t bar!eT!creric'in s'i want v'ld need aid missions, 

It un.ucs1 L trn- therevon..- th-:t .:e such c Ounu:1, nru.t the xa'
 

of' :to~l.is:, znn' donin". 'i 
 the c.Linue ans ,ro.;i1. and p,'oblb:ly 
1fn i. ': ' , an , tn. coro. ', .,:',. .ill c-- L',.: ~Li'z.:.:i2 -; dCs' e 'o-, -.Cm '..ri 

io:> ....,1 L' .iion i, :': te. J'C 02proa)!L:u d:Co-, 

' lo.rAd,)ption o ','t'oJ'ile .ilL h:K ye .:,.y ien'ica0tionis for the 

UO'Vu).D d rector. in the ne. ole of a jfinancier and the senior monitor 

of A ..... P.., ho ;;i'l an.emeni;e.of projects and less Of 

arn In or, or- e.p e........r ci d lo-..m... . Direcbor:, will continu- as
 

i t... and ir:.Tortant persons, but they will lose the al) important

nes'--.d the &---- the rosition of A!id'.tn..... o-ic-c. Director 

ihe, ro Un I. e or a U7.Tb: under the nei 1tyle.Missions 

to have the orct :n q-lii, that h-s Lioed-s-. them to 

adju.t; to the oh.rirt.nedz of ini"-i. coVintr-y ro-rc . Eliminatior 

) the sm!l 1- t'..rrlt-o- 1' o . .- r [C'o 5eC¢ nd the short (duration pro-. 

ject, ad, inirov':i Lo o,'r,,L d:s t'_'at .ill. srml out the total 

_011ofP..--..lo th should mean fewer projects 

esPs r.I, Li v.nn t a y. rIi ill. b ;.;e ov,2 -hd pe ,-:nn-l: 

a e.ecu_ 

these func-ions w;il.. be 

rfi , .d ofice personnel. Soce of 

cen01l.; or r,,rionali-zed; other: will bece 

T1he bas:in 1ssion stncture will be the director and his 

Dro1jct :-orwiitors; ,djl personne!l .ill have to be .jus;ified on the 

b-i :o ..... a.rid .. orkl.oa. 

http:an.emeni;e.of


U10 1:,,Wog, f:: of" th7 L:SAYD has aht-:-ys been T'.he nerve center
 

of.. p.eed for proi:ran officers will hae
I.-.ion. 
 Ol n3 

to be A.th the ado. icn of til her.: style, }3-'.er PROPs :nd 

pzo-s., - W--....t out - oi~i-]. .'.pojct nap-.tterns 

and t.. •h.. the -r:;.-,, -ts and oWtp:,s should ser-. to re2duce 

the . i :" "..erc.i. If the -- and sector 
n';.Yu-Cab e c..ue.ced in the Pi ' " .. 
 . .. . ,n
anhyit ei.P-y maee be -possible to refine
 

the "blue print"... xcrs to a seies of cover 
 she--ts. Many,
 

or " )S t, 
 mission pr;re:. ofTicers no .ongseor p-ar-n -the d-tailed 
analys!is rf' the host cotr 's zconoumy .nd -n n that occupied 

pro..> in.. "'Iees ti. s A n e crea se Q form l , o r .tins, , , 

.~~:... ......ict~l 
ver , ,,c cr,?cx-e'.u L in all been ac:COacale byaa 

,cdacL.iO. in the infinor- r.-r7ninZ:, i.e., Lorcsonding re""ion"_al ..eau
 

arK dwA~ Ko cauo:.;nro Z11 n be laid d~~nfor this tyope
 

of : iJ will ha-v,! 
 1c .ach.ission;,-.0 lhoe y; director and 

:<.-r'n
h:i.r co :_,i rt.s in P .D,,'U 

AID)PO Circular A-5 43, .. Givelo-... 1974"Irni-,, ,;.d-ance - FY 

(o!- -':) , doscribc'd.th 
 . r 

.. fo- as s t: u nd.cr the.:AID 

re'or:', pi.,.n conco:ti: fD 

i%':0aoo.,ro-,h,--s foc " Lanee'rJrth'A] 

f.or Cn0t ceer , :in anii r., approach to 

Prio iL :-vO cpmwntr-. mn'ica :. hin . ru.ui. :tea'al co.t...;.. -. 
 .. and. a i.orc 

.-i.h-..
ye gSiU ; wov....', The guidu.nce given in this airgrm should 

pA.. 
 part in .N..cantAn Lhin'k .n tht'ouh of future progran planning 

..
... 
.....n oF th U- A1I) diret h:ire implcrnliter, and the 

l*',, ro-,.,-1. ' ],.::'c fm ...., n 1,,.. i by ... . Li o LJ. " 

.......... ....... d.. ,'J...
.... r )v nt ...... 
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hnao a dy i):',-:" :tout a change in .h- style of USAID op':ions
 

M':--.' , i.*'..., are 1. a to ho.t
r, Fl .iV2c ,12 the c ,,o-ry
 

..o.. ....... it., cc,.. . to : . 'r
and sT!,c bei_:;-i rC, r,. A'P j"Vi 'i TI, ''Project 

Mon,' itoi'n - FY 073,1 disu-sas . p'o;.o:r. no., in . rojuct o!;nitors. 

At ... a.:--(,."' ,:ne'r
: should bi: conside,'eC't as a. discts sion pPaner 

It is 2 tta, in,a p .... it make;s are Ln
 

U':,_)u .. and consis cnt 
 with objectives of Agency'sthe "col..aborative" 

policy.
 

i.r,ne AID policy prescumes., that haveavs an ability to .. anage 

'-" -..... .-- "nI;, in Cact., there is a wi e variance among the 

in their abilii s to -auagers oU development. Tlevertheles,,, the 

,.,"iln 
 musL t thW Ai) ;ill rot. ",,-ertak, a project ,ctivity in 

4.'9. y.e
a.n te . ,.,r ?ittle or ,r, p - The"no .rnrLc .... ... ... ........ 
 ... .] "y. The 

troidl o croer/ :o'n.t i: c) m ,nta i o-;"poj*, ;,-- or .
 ..... ,. _...... a l u c ',. or+ . he r 
s..o. ,n, ..on host coutr'y; aility to mn.-C,-, Eac,. USAID 

wi.l:.:1. h.vc to make a serious judtr.,,t ca this factor in thiri.nsi oat its 

nc. C'O.... 

A.,... of th-e Transii on c.,- ..,e.ch Mission thou.rht, cut and 

corxu(L,-+d on w.hat s, wc.,it soaul, of..r. its ,i"c hire porsonnel anc 

coori t t'oi:s . T:tio,. his pi'o',rcsscd in. th2 a-st year, 

mhr,and thIiLs may .'...i, on LhW pn,-:e of Pais:ion operations. ATTAC.Ui:T 

IT[.t,'"A:D/!R oargi:: ,tion ad IN"; I rTpct on Mission .aiageentl," briefly 

e::la. thc r'Srn",!i at.occ of A D and its imoli ations for overseas 

v:. ,',.rci; t thlo ?oi:s:s]n level. 

\'
 



!t -, e , - - thi , I . ..11:, be we. . this poi. to recapitiulate brieofI.y 1he objectives 

of the n r ASD a:. 

- .a>..ataf.n.; . low*p,-olile± for U.S. Goer.n officers, 

i nciid [i -"A'.-A; 

- OW'n,.rn; _-.'s .m oYf' relating; i'novative, creative and 

knowledoeable iodivicuals and institutions in the U.S. 

society-- dl kinds of inptitutions--to developing country 

individuals and institutions in p -oble.-solving efforts; 

- experim ng'L"-.. further with neor techniques to encourage 

riore dire-ct 1J,.'owssmonal collaboration bet.seen developing 

cor~t[_rand U.S. ins L:DL.vions;
 

- conecaut. 2A'.,, s efforts 
in o.n... on p_ nning 

- e.ai.,ntr: 'ith;iastir attcrition of high quality 

U.S. . talnt outzide of govenment in 

this broad tor. 

P',-, clecar that foo the fo-seeable future, AID has vital need to 

i:: fore:f, op,-rat-n e.ns--the IJSATD,;. It is also clear that
 

Wh, role rui tho -untion: 
 of t * IjAML will evolve and ch.x.nc. The 

....... r shnull noL come about through happenstonce; the evo

lto~',.. ~pr,-cnss shonuld :.lrane crc'ul y rcconsidered inputs. Policy 

gu-].dn -: w I. have to con. Fro::i ATDJil, but the great reservoir of expertise 

C'. ,', .. s'"""'". . . in fi'.... ch ge will be expedited and Tnade 

;iI .. s.: . ; :i " L.- .orLil n_ i' e, eh1 o es comes from the 

" . - . 'ron.. o .j D:,- rh.ie r 

http:OW'n,.rn


dhou-'h. on t!e ::.w.-_ . ciil and: ...hat course the chanc-gs should take. 

(;!- a '., outni'tn, issues been discussed this... cL:'. . have in 

, :.-y !'2:;2.d.:aL is.. r:m::in fo' res ..tion For e::up].e, in the 

,.'oo, ' {, er:..ion ),ari, , S.JDs ...." h .. cou.,*.,,. traditionally
 

dis.:-",, considere J..e. activit-
.'d c.. 
 ,.or !en.:hs before app-Coaching 

...L'. ith a ,,~ _Ilo .ion wth litod strc,.nth In any particular 

-"di scir -and 	 in the pro.,... office, should AIDiT be brought into the 

project ptc:ture at an -,L_ i :oment? If so, what kind. of' resources will 

bo c'rw.ted -n AID/W? Will the c urrent- ofattcrn time-limited visits 

by AT' .ffice or will there have to be relatively 
; '-.,.s,. be brought in.r:....7f... 	 dui " Should the :Lntr..edia7/ 

aL I;L.4t-o'c,.ccl £ca.bi.i, ' desi. p 	 . a% kind of:,.nd ase? assist.nce 

is ....U for r-va1Qai_,ion (',nY., )? 

"\,.:, ... -hac-	a . iJ :J h i.i control.er, ....... , participant 

. .... . ... -l0 are......... , - p -oblr.i-s
. ... .. an iAci o -tced? AkIM
tem.........on 	 C
S-cc.: eoe d 	 LThlD;L'z r~to:, :e dae a~cv t-a/,. 

" ' .. . ... data, T hich of 
t,hcwc J...."5 5nr: fild c~r~Kers1 cs,:tn J. which are merely burdensume 

aind nOd.seuseful. to the'no 	 Leacica-l ission? 

c-nt h>:U,. -. loans b--n concent'.:,tcd in relativel- few o:f the 

;s tTD sarvcs. Th,:;.on,_ asS countries have spci.al needs, 

an] t,-"-;.2 neecds sho',ld entr i nto thi-i of" Cutui-e mission style. For 

( ae .ywi.th 	 sirJe _l.oa isol.ted cpitalL;-. an development 

oa tlay be uneccnot,.'Lco :.intain st.ff other than that needed to 

t.. ... rai,..shouldgr eatc ... b- pl.cd ui "TDY" pero:.nel 

'"._::.: 12 i1,I.. iu di;cu-s~i~o, [arininn: and 	other prior implementation 

http:Th,:;.on
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http:r:....7f


; 1n o'der t Meru:2 01! DartillyeCd rersonne]. in th;- newer, 

'._o-.io fu': h~zy' s s in articula-ting a.policy position, AID/-" would 

ap. rc. ,v~dn2 s.i.,in vi.c>: en the evoiuh~ion- -nrocessin the UISAID; 
t.. '..;houl. n can :, the new nces to be filei at the Mission 

or ATO'.., -. .. nd uh,3r r.,ttc's - considetred -relevoa..t. USAI D directors 

ae nou ec:; ecU'ed to provi dn a Lttiecl an&L-sis of nersonnel needs,
 

.ella:" s'.: of programs, or list of spei ic 
 (ongoing or planned) projects. 

1foPe''u!i.v, .i'sion replies cu be kept reauonabe in length -ih the salient 

:oI,,ls 2:1v...rdemarcate2d. To achieve ,axi-,t, usef'ulne" , replies should 

be -in /9 2/U within 30 days of thc receipL of this airgr..m. 



'i~l. i'~il~z- 2rculthoe:c on *Jc2- .a 2-4, 197Y2 his o U for of 

U..S. 2conomc:'2 As~oc Prognma. INe pipe ' frovie,, theK 10LfO 

f'ol :. r'xtu vo-c)e>. Tihe sZC(Aici proiW:21.3, 0n rtor7;n z ation
 

in th 20.refer rinm. ly to AI/0 
 pcr inci-ples 

.. ;etheton.: ,!.qd d i:c~ion f~or the T JATD!,VT. In theeio~g' 

but t1m r~a7~ outlined 

2vc: cy' s poliicy fOr thei fuuue tll,. 

Mncrj..ekrpl-, A. T D. 's role.wl be to plan1 
"i ' o hol'u f-'.l privt e orp~'-~ 

Mir n tin dc C lir country Omli. L then 
,;(9 ]*.a; L ni the resi,].-Ls 

USATllj ~' h v~~~i'- areinlmrtm ~ of the A,,nonr. The 

Vr~ryuelLil~.nrtoni.2 are the projects, both loan and owHr~i. 

UrO. re~odm-oec3 03, thera~orne the he~y to the iAr:ency's style 

of c';q'';;ions, * feni cpmlo.......... OL ai? pro.,,rari 
 do:onh fficient 

j lrU:! J.Pc eional plk-rnli - -t~ztotermnizi-- A evalua-tion. 

}'rn M*Ly'Ihic; W' Tocorn; 19Y31 is__.~ a tly~, ro ed vc'sion 

Of a prP ;*'ittCrn in the A.ll of 19.7. as PA bEnort on th- Pro,-et ',YMnitoring 

PA2SOuroeC-, Gr1-OUP"; that p.ane-c rce,-ivecl vry liwiteJ cilrcultiJIorl.
 

'En follow~ingr spacif ic prfrnine w..ere adopned 
 for t~iu ,;eaner and con

tlnuvu to pr in this ce: 

rhrt wvill be tm;0210, althou,,i lieiitud, direct-hire A.I.D. presence 

i.nrz cun,,tri en w-:here A. I. U. has an active progr Lm today. 

- A..D.wil, hhrccrcont-inun to slim down the size of its 

oveczcazztacf. 

-Ince practicc of'r]AI~in pojecr throu,n inlevedlaries 

w;ill acecrtp, ; ~ ~ whre-. ~s e to exist; . ~ ~il 

.;
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- An 	 ._errc-:- : t-h-.re erployee .ill be assigned to each pro

ject (in S-e ca es, it Mght be ,,two or more projects) to oversee, 

assureass s.....''s".'--uc-_ss ,1 i enation, and prot.ct interests.re l."... .....a s on American 

'or-,i-<1 --,this pr-oject offricer uIhs nn AID/.; 

baek-up. 

- Use of the Porr;.:'/Granteo technique in which the host country 

rather than AI.D. contract:s with the inLteruediary (institutions 

private contractors, etc.) vill gro;.T. 

-p . .e bc the responsibility 

t , 'of thl h. .t
 

.A sf 
 ,e Traditioni ly, the overseas direct-hire
 

"s " r.. Pon..ble br oroject has. bcr:n called the 
 "project mana,,..r." 

A.T.D. 	 nl Its redecessor acnci ss have -aid lip service to -the conep 
Tc-ienical .... istance u,'. .... rre ".cs t"..eo"utry projecl in ha.; 

the host co ', nantnmat,--ed tht project.. All too often, this has not been 

th,. case. Projects v.- ,_ result "\.....Lfcoleni been of initi-tive 

and an Amric'zn h,:P-ri-ajnd the project fro:r its inceptio to terminal 

evaluation. The new style calls for th. host country to initiate and 

a Drojec'; in short, , be at the center of its own development 

ef ort. The !;issi. n c,icer rsponsible for the project undr -these 

c.... s be... "mnage the project. His primary functions 

are to ove,'see the ecfective use of the U.S. resources bein, expanded on 

the rec t and -to be inform,. of the progresc; or lack of progreoss of 

(C t, , Prj ot. T"he term "pronec ionitar" is clu,;er to .,Ial: we .. , 

s kin in hat one of the task: is to alert or wa.rn the "i ' ion Director 

i' 



and AT,/ of' fv'-n. -- :Ka,, Rut, in part, inenik;-'ing is synonyr.ou:
 

wi :;I:2',.,zei],c-. --.i ta., is not pr.&c.Yly ,,t s expeItA.d under
l A 


Co:0 ho. of
tU P ml(;; 'iyip)te ,- N stO cc" hin:"lr' "I', 'Sr[ O :-ihl. ./ and i&1. r . -;."ie 

Me Pore . et'e0, "project of.i,.," 0us, ill thi.:Ln rter exp-resses
 

Am. ri can concern for the cct wroj .he overtones implicit in the
ithout 


3-'rterms, project or, r:onitor. 1t6 also hs an :dan.L:;e in that the 

project officer iai the field can relate'.o his counterpart, the project 

officer in AID/W. This Report continues to use the verb, monitor, in 

the eone. xplai.d in fM.. 

PART' 	 ILIT.C(:IC!, . i'r.: 0M.,;IST, }C PPO-TECTS 
A wil! bo srr i '. parr.,hstre has been considerable 

di~c~:2c':o 0 .f joi.n 	projccs (CA), ge.ter cern[ralization 

L,.n 	 iso' 10:nny aztivities u.nder.;ayv, <nd he ter2s of refc:rcnee for the 

pro; r'u.oversight of loan proj ec ru,:. thetileon,,]cinsarte.. 	 areUs W:;h 

re-sona.ol y spc.led out or b:eing n't~iat.d. This does riot rean th:-_t 

there will not. be loan projec; problems'.,A require h-indliin: by field 

Irso ol . There wi..., b,. loi -;Pnrbe,.> rein[ U:>,!D an(d. D/.i .ction, 

some of which ;ri.l.. be sirn ssa in this .p, o;wv-,r, tho 1:or thrust 

of" t;'Is po'n !r is Lh cons; ... .!.on Mf in, u...., s.. v.o A Techni cal 

Assist.r,:e (TA) activUies, .tslho all mn; ecognize that; one project 

officer, particu]arly in Uh.e field, m;r.y o. assigned both TA and CA projects 

in the future. 

'Die unstnated but irrpliceit assu-,,ion of the Group on a change in 

•.*:'.y!e or ,,.,met,'-! .aaotpahosis, In practice, 

i c v i iot.'I irheA 111. novii!,t!th e cc :,.-.lut, i f one: concentrates on 

http:re-sona.ol
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pdlroj: . Lois obvious that the transition will not be gradu.al. 

" -As projeets reac V"-ng poiAnts, or the current project .nagers end 

tours, decisions will hav to b made on , or not to continue "the 

projest .IT..he decision iH to cont;i.in, iL Would s-.em that. the .ojical 

decision would be to r-hi.u. the project .o conforn to the nco, style. 
; '.p:'o]cj ,s ures-en .... - sh_e bed___,e " _' ... ul .. 
.... ~ e t' h ...... .)_ctux they sh ul 'Li .ei,,s...dan-2 structulredl 

-to 1o rore sponsive to the new concepts of project rionitoring in the 

future. 

PART iII . M,ATOR COT. )T. ;s 

A. Darrer T,,o, of feost Count./r and'the intermediary 

'ihe Group' s ca.'o:.r:.son of the A rcy' s current nth.ds of' monitoring 

QL projects; with those n for TA projocots showed that thE,re were many 

si.ilaitieo bib there ;:ern also ifl,..es.r The host coiuntry tends to 

e,'.r . :.nvo,,... in l]o'Ln projects; it also tends to ha, TC7 close liaiscn -rith 

the conti'actors. Mcicall., this probobly results fro..-, the f.et that the 

host .. mt.r is paying. for som ;h-ing rather......tha [ rant -as ..ell

as f 1 oaerv].tin , ir]'.i f.'C,1 Loanth.6rO s,,',. Led the, fo-ner Development Fund 

..he e the 1or..o. .c d... [to a as-vtte co,.ra- in; and i rnu..lem 'ntatio 

resr; .Ih! ties for l e pro 1 e, "-. he, n-..s is on implemrentatio by 

inten..aric wal thair sel-,tion thro' the use of the Borrower/Grantee 

(3/l) or some other similar techniqu-.- [or TA -projects will tend to increase 

the willingnezs of the host country to be the implemnter. Thus we can 

b.thost counir:/ to lose the passivity that is oo often displayed 

by- has;t ro,: tries tio:f . 'C0,-o.,t. in mituality b, t.;e-cn the h r t couttry 

mae IL.h i ntc::edi,, cy .ill reduce the burden oV U.S. Goenment monito'rin, 

. i." :r.ium ,.'; ,r t v.'L: c:';_ ]'.c: I-h --, -:: :Y . i 2.: ,.or nz :......... t~
 
...... i . .. " ,--',] e :: a -,--;ns~[.'or. 

1A
.-.


http:cont;i.in
http:gradu.al


'.2: t be Ionz 

TIhe sy e-w.re t1:rgb' ilho.-;rmean U,iqt A 1.D 

*~~'.ex '~ ro~3 e to0ak aclreTfi 'beorcior' ';oJ apprcwini; 

th-- cooperat'.-IM.- c outry a,In h n~ ir aetecncteal 


to c1Arr-y th ig an (1 1llly conorm to the termjs 
 o., thIe a T ~nT. Carrying 

CO'i~''j'C'LO~i LO2C Cir, Ijlrl , an 0!(L jfv1 l~O jaion s 

t?~is TiL , c~. ;Lt th MecY's 'Tsrzto ohl1-gate.. 

'iir..dtL.LvA. . ha: b- OMISL; O-,ec! to thnIin .n term,3 of' 

I: r cin nL; cr j :~~ ee s. As a result th j e in nol a general 

ac~~a*0 4;c onn~c. tatin thie fu'u. 4-t-XI ocak h 

Thre aL:.p: makr.i:1: cce~ soe s ~k .~ c::to 'ce; t e onc 

cen;a icet~~;'~srjecr~ei o'' rmOah;iZLi cu{md te c'ie c on

nIC.. 

u~,th'I'. hifOf par.ty Co h in1scdaywllbcr the advisor 

and h' ga direcLhIecu(yecotsei hi-,7:*.,If as an advsr n 

-Iviso- ii'4. 



noztiy a;as Azcnd~ ma prefer, For A. E.T oD niI 

!M'a:O2 of' a. 11-::nqW e iiv o:ania-. Iof, steps s1h-oald be 

Mai~-5 to gai g-Wc Cogesoa ecoe-nLt'Jc.i zard ofozci.,.i.s 

C. i'h:- "~Ptr W.D0.Tenal' c Pronect 

'inc erc doe ,o h-ve as yo a of~ tn.e-~i~
 

futxurn, Tr-,l'.ical A. tYP2 LIT project- CUrrT: 0 vly irnyn USAIDL
 

have a scat 'Jrahibn of smli pr'ojects. Tin the riMn Je " are targetzs
 

of' opporv";ulity an:d rletsp,?cial: reque~sts by ho:st ov 
 mncs, znaller 

prajccts whkich are WSM-cjn to a Ia e paoetLnd W.of.' them
 

or the Oo'artLI-niLY to soefor the Mcie 
 an :LIT cL theLi dennoic-;-n 

o h has cmuntrythou- a rlt;>1 1 :eiu of, 

an.d M2~ ird).re of MhsIe eosL Qyfw of a iproject
 
lacons iderablr~c i-"i arr~ Cc -. u ad
 

~e:2J"'LZOLmadie. Thewy are also Qer'ndent on the ass is~ance of o 

zouaT [TAD st~aff to i dentify and assets "ncw" TAnes urt 

poi-*,cy 1.2; Chart A.I.DT. -:ili nol, op.K 2 across the 11oajrd as the Pd,-:ncy has 

:in LlnO? 22 ut, 1 ic (70)10 irate in1 r-''5cc-Lctd dievclc ox'iorlt'r 

This willSO broad seectu :Tpoch S Igi cy't 

-n in -L .Z, I -q W VA 

is r. a ne'.-: policy. Over the yea's , the ALency hv)as ed U-,~~t .ssions 

and hrctsto fol to;: tils poll ,' ; lout the Asi ttrsrf raunof 

*-u ,'~1(1 . ~~i thi of-ii Agecy? poicyf. 

- Y~i ~ gOV.Ij#n:, andJ the~ WSc OMia intrf.;Ovr;T-rio; Led -La have a, 
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[fluim price d. :=o7ht t e"vea~ projecot be lar._or t;han many of
 

to."L.y's pvoj'cts 
 ' b:he.e rvisn.ius do!;r lcvel ].imtation
 

f' ,.! ] - •-,. .; of a - , , t. a : ' :.. o 
 ; ;; LJhrue c'ontirue
 

over a riIn[.-zu:-, o-od :;, 1t t .-. )
last 

D. 'VIle tY. .. Assis .... le 

One oW the di_ s that cu::xes froti t:e co:-parison of lo2.n and
 

Technical Assisti.ace 
 pr e,cts is tht the foier in most cases are financed 

for the life of .. p,',ch While the l.tter are ref'Jnariced annually., 

i .hi .. l... in , ,.:-ed s-t,y-!es of proj c.:i-s -,-e-e,., TechnicalThe 

Assi:tnce m- ct is;" n;e:-ct to th, ca:nmi.rl irNd in the host country 

nc.!4c1 hsa atiur-~ c c~n l~at, -h ost, col'.rlry Ps-"eriaz, 

a. 
 r n.. -inancial p;rorities in / constant reviewf ,n. other A1DI.V [ 

h.-mn
... has not been all bad, but it has pro'bably ecrn the chIef eler.ent 

in the crevtion of ba....t-eprojectsn that heno discrete objj.otives and 

projsn th.t -ietim to go on foever .- ithoutac: teving theor o ,iinai 

objective *,3 ,dea., the'.- cn id:-st- i'd.
 

The nm; format saOul call for 
 u t.iple year finraciing, and the
 

,plication of this principle will
..
 do uch to elii:inate the fluctu.tions 

in [__e r; ects.. An u alco ul, ce of rTA -.
 (PA I) nvie.s 0il b , rcu.i1ed,'r"
 

bu, tere will, be less . nti'['e to chtvne objectives or moes of opera

l15nh .2.-e.V.~t prior yea'r ob]i-itinnn.; Thus v. a majorwe 


in project .:so.n Li u;;. The r-,ltasks thla't tahle. a great share 

or the tJSATT' progr: and th"a..t o..the current project manager 

1Led, _ to fii.zrape.x. 

I 
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EL. -lThe in>:--L-- .0% 

C'uctlY, O.. the past, A.T.D. has used several iacthods in work

-. s;ncwith Atce ...ari in Tacbrioe jt At t.o 

.- ....+ .... . .- , :;}ic'n ca-l:Ls f'uv 4.he inite .Ii.'y to take over 

.'...e -...the. .cr -. k, . , select and buy i2, c':noditie, select and 

1'rocess I w'" .o... ,ti ; ,i-tucmic.. the nix mid selection of techniians. 

At the .. n L... h-s h.. a "body" contract w",ith 

A..D. c'irollir, the s&-Lectiorl of tne.. t ec i..cians , arra!ncing for pur

c,.5... e, cr~O.c ie,, and oeleci..- and processinZ the parLicip.nts.
 

t e bnnct.on in ;Ele new 
po] icy will b to all.ow the host govern

mnet and tbv inbem...diarv- to initiate arid m'rae the project - (.hi,' paper 

um.:< a'. trtrnd to',,n'rr[ UC;roWr -,.nt/,e .lr,_ " ttio O proj ects. 

lut AR wi.ll be also true of thme projetss iMoie.ened. by a direct 
.D.). cnn ..ract,) It is, there sore co.,jcato assu,,I.,. ' l ivinr the 

iiost country and/or: tlc intermediary the r's ,ns ibility for monr, ng 

the p,,_ c. (or that .. : of the proj, ct cov,-ered by his" co trac-t) will 

be th... er prozcd,.n,,;. Tis cha..ma''- bin rc r or ik. in 

,tcrirms oP project mrot:]o.] n1, rather t,-. ,row,- , Currentlyj 

the uro(Y.nirvr otescic-.n,, ,ti 

a'..(. d::Lal of theiL 

, rr ccc, di-,rector all s ,i 

various .. - onn u"ojcc..details that wi become 

th,e i n.r ed_r,'s rspon:bilities. 

'The rosponsihiii!.. of the AIf.D project offkicer will. be one of over

vi e,; ......., the h.e will a.h. " .. iu.s ",ce] are: do the actions repre

ht:i:; L .Lt . "". ,'' . Of te hOg , C -In>", and the ir"t, .edz..j.
 

.. .... i .. it 02......d f.e? .. i .-h cIi:ality of the
 

AM :.0 . I cl:'' amr ,;; : "td "., to tho: ; " a..r, Oh:L . 

http:bnnct.on
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jOctLiv,-5 stated the project p.. This typeplan? of assessment requires 

a :'>,,,ea;- --o- officer but it does -not require a hi_ y Speoializ.,I 

technhiaLr]n, 

i-ssion- . ojct office' will r.ee.d a; uudeC2Lan.JnrV of the host 

co-r 1 .y,it . its oM icials, and its w-ays of' do.inrj thin-s. 

N'ot beinj, "an adviO , ' at times wi.l recuire more res.raint and sophisti

eat~itn in contactsi ih theihost countr-: h-n bejinr an advisor does. 

}e wil still be e'f L ',to make continuou juLmentfs over a wide spectru'-. 

Ife will not irnplcm.nt his om reco-med- io:b ut th- ..ill not d .riinish 

hi, responsibility for the. in rnan'y respects, the nroject officer posi-. 

tion All require a broader g - officer than that., of the "project 

In te., case of ].o-. projects, the Agehy ha,; hioricaliy used the 

;or'o;:,r/Crantec. taS &life. in an earlier l.a-,prcldec-sso-r agencies
 

d:id uch the saume things "
 , iti Co cpa'io projeet" , but it 

wacs ten called t1he "thi'd-party" ecorr.c teci:niq, The crtiis r at
 

thaLtime was- that 
 te creat.edt.r udsir ble pipeline 

probI c:a. Tis . do2 not soom to have been actively made in the 

...of' the current l npcojec 1:.ts. 

dveico-iriCe U M. IU i*,lr between -Mh! host counkry and; mIt 
 the inter

mcd.ary .essentA, it- is obvious tha.; a device sirti>e.r to the Borrorer/ 

Cene ' 1at+, 2.:i .ve to be empo;,- by A.T.D. for its Technical 

Ass; 5"4.",n,- L>r, e.... Illy TAet:ureus CronrJ currntlr working: or tile legal 
• ,. a i re - 'm'>.;ai'v m rn1e q~f ,... . .0i 'e s bI t',o th :-] and" i-[.' - -..L [ r a.. ts4a n d 

http:creat.ed
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.r l out ho-,;? A..D. shoold 1,rite the ncesc-,

n;ai... ocx,:ro and. ot.,. dcuets to firml, est.,hl.'h the i n,( tho," r 

th-e: 'u e of' n e_-..e i:- s 

.hile not an is:-,,o for this repoi-L, it should be rec;i;nized, howv.ever, 

thnt "-'::ori "a - .iaries are not going to weo:can: the third

.. . ... ..........
 can un rsiti s, in cu- arai'-. not used 

to doo.ting autonomy to their field part'eos and if their Chief of 

p:tr :y 1 ,: to;o'j.., 
 act :, adv sior to -h:- oA.t*rov :::ent or;-,-f.icym-tt'ters 

a.d... . with hostpar-ker L-,.. go.;c ?8sjn! in "..nv.,':ren d.c .;jions, he
 

will :avce to have 
 a grea.i, deal of aut~ono::y. in a]dition, iar, of the
 

u.ivasni s feel that .ill
Aill they not have thl,, s-m.Zne clvera.r e in their 

di:n the :r,:c;iosY:th countries that they have hi stor 1. ::..lly had in 

G f.o .t n of? +]., ,-c .oL 

Cu:.rre.t-, and in O>- nsu;h, ther.e his been a _ct-Iintt certai.n 

ftunI-.on:: (r ',-,s; AID/-; othrsdone by an"' by the Mission in -he field. 

t' c aththere necessiLy to have a man, the U.... 
... isU projecct
 

ofic.., i the f:ield_ to oversee the une of ATD proje-,t -irput!-., to do the 

'on-sitce :ns;ccticm" n h;,. :dle '.tc...- ace ].ii-son, as sLure .0

r ,.r!: to coun _ . u-,,pco!b le; .a"( to be rCS)sponsL

h.'o alert.ahinn -is to posib-nL tubl-. Put beyonrd "eyes-- rh 

ear.:" field protection of U.S. iCterests, it i5 probable that, the ba!:r,.Ce 

2. . - -. Inr the pro.jrt cti.vity could b,_, handled efiher 

in i.,'i:rIl, or ATD/W, a.nd iQe t on is not" Lt' 

http:ba!:r,.Ce
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.... ... -- ,: - ...... na..... are not recomriiz ed as such i n :Is;.on 

W......rM, ,, .,t ern:. .... their --- ',,; positio.n iz;%-e W :;: ~ : :te . .;, 

VO s,. 1ia are z c. n: c a rivt;;:A.?o Antl , hontve L, p. . r-c -Is i.-

L-:i.t:L*.-., . '. 5n. 1. -O' to c" :toa nd " str[,. m.i;W'iV250 "-vis".. m." Of.m. l, 

ald rojsect !:.:-anaer. Other project a nger: a.thouh Tistd a,- sluch will 

be ound far do.,-n in the . "hnical iivisio, rn,! who, in " manag only 

the rncessary -,anr,-,... In other than a few countries, e.g., India> 

a ne;. styl mission Wth a few selected )roj,.,ects oobably has no need 

fo ..... n . ............. ... ...fs" whoso r jor role , heretofore, has been 

to serve rof---ess ./tiA 'chnic-. ad-vi sor Lo host co.uilry ministers and 

d.r.e....... :ead:s. In M,y risslulm o incipal 2-itiona1e fo, 

..... 2.... J title... of divisio, chief ha's Men to give pref;itge--make 

th advice morwh.::...s.sive and tMYpto m:inistry officials 

h -,'rviswd. if patyr ,-iliadry" over thethe cMoif' of for th i '.AEu, 

odv-',:ir rolei ]..':i_ .,iAon chifs 

i.n tech ic.,.l divisio::" : :--,,sc .. crinc-. !. phe-,-o-, t-sk of 

this proj-ct. o "fu rce'.-1, ± ,-t. tl . .,"ssio-n Director to ',,-" various needs 

of" t he projects and co'r!nications ',,ril be better if there ar no bureau

crat;ic laye-"s between [.h-e two m.,en. 

IH. Pro, ecit P3;:" ':. < 

In a -th, loan ad technical assistance projects, 

t"he l!ter c:., out . poorc second, baseJ on the adequacy of project planning. 

(Tcecliual.as.stance portions of loans also tend to be poorly planned.) 

Ye,<: t Is;i. ichon ee c substitcutig, project ronitoring for project, 

ram2 In":unt. If' the host. country, and the jrint,.sed Lary arc to be the 
.... i,;,.': A . " ] ''..1', it}, ue ... .. , . .. . A . .. ..... . . r ,]., [i<cenn 



-" -L2.

...... :,2 :fl of i. -mi:r.. nt _ ,c .-r,.-, ivst haie its s:y and its main 

.niti 2],.li_ p id ,on ancd subseu ty
 

in thi cc~~ 
 em lo.~oked :0. fro.:a this persective, the need 

to. Co :.ida-".... "inr A 'J" ...... th;. ... 7rC1 inc&O-ption of th 

idea 't0 {'.a ev:.Lhon ....... "vident.
 

'cs has b :I"?..- in the rr..'-mo i'_.. n of the P}-0P if missions
 

ca,efZly foio n,,-:"nu 
 -rder (M.0. 1025.1, Auust 13, 1971).
 

in the mLSt, 
 P c':- been ve-alk in several respects, :in particular,
 

the ab.e!;.o of a t:ce table that are
for inputs related to time-structured 

PIOPs. P" . IO25.1 joys not sufficiently stess that ii:port-ance and the 

es 2nen.tc ; of' a st ic].y '.d, casn .nt of host coumtry cap'bility to mranage 

thu -) iCoj.c;-- , Imir-2nt 7j'nl. if the ne.w sty e is to succeed. Too often, 

in t:m! pas;L roj c ,s have been entered into .hre it has been realized
 
I t .l. host ccir . does not i:.,- t"e abiitjr to .. nvcj the n_ Ct
 

but AI.D. had intentions (hopes) of buldin, in this ca-cp ability as ';he 

project uvolved. a.c. these conditions the no responsible 

count':r".. in t L t. .s .overnwer. 1 , .nd the no-w.i style cannoL Mostwork. 

P,,ON,, 631 not b! Ale to identify the specific person in the host govern

r,,nt 40 M A.I.;at .I. 0C e l, projent n,,Ser, but they bem'_ shculd able to 

I"tify at uere in he fhils. M A HG counterpartL will be. 

Theyj a..lso, should i tify }L nuts, the timing of those inputs, .nd the 

conseq,-.n.s .f noes eet 

MuL1iple-year finencing of projects is obviously extremely desirable, 

Lhc H.G not its commitments. 

b.d it. wil'[1l.Tc) b..c v ery dif:'ficult; to achieve in the near future. .ulti

%pl r inlf,, ' h, to s10sLi iuf, e f'or multi.-yerr furi,.rn_. Both pr6eszes 

. ....o. ;o /,] ';,: ,J i .nt ,-.,,,ir. -r?sr Ui lii-'' r'o-r .r,-:-ocl i 

http:furi,.rn


annr -bic r. "..:n-- 0:'o,"b ,er_ ,i... ., ,-,s. On the other handl,
 

IIte ~.,jti .. fAc:-:bi iL:,v ronf,, the line items
 

An the WdSM means tbi Me Wge ux heV~1" orined,Daiv]c 

rhit. joi.nL ,-", ...... that co'_ si'dered a n:. operational fra:,e,,work 

_vt:for ;"-.I.D. ancl t'e mi i (th"e !nstituitiona]. Devclon-ent Agreement
 

-
(.Tn,-: ry 197/0)) s , +h -L the original contract with the iiversity 

finance a which work he host fortea:i .,:olc w.ith country university a 

period of t;t!:e and on ",iJ b.sis of this prodce a project p ar. A varia

tion of this :J_ffht pr,:cv, f'uitful for other types of' projects. Recently 

thore have b~crn so:,-- i_-"o,,tcc faiiiity studies, but feasibility studies 

. uoeeza in 1.o:2have beOn sed the cas. of 1roject3s than- in the 

case oF technical a.ss: t'nce projc(c:;. This Aiil have to ch'ange if technical. 

. t,c.. p.oj cf.i3 i>,1 , '. . . st-,-,,oj-eF-ts too should 

rCoj .e ha in i':.k'. crc:,r project in every A, .D. country, there 

A.]I.D.0Ornc 2K: of this history.s r.,; or 2:-- r AP M.tory, :nd. no,.cdge 


h o..l er;er into t1iie ova . o:f" a nou:, project,
 

I. T~~Rport i nr; 

r te ....-, .ea-y is to bte -rsag-r, he mnust be the 'prime reporter. 

If th, ' conrtract is sufficiently Specific in what; thescone, of work the 

iriter.iediary has to 'e:;ort on, ti"s should rot p-es,2nt a oroblem. In the 

unusu..al event .:here ,,e . /, projeci. officer is to be the prime project 

monitor, a responsibi iiLy of the Mission project officer will be thlat the 

arowledrei)'m~n hv;, ai on-.te i.sp.ectiion an( an acqu..irtance with 

ti- , view of both PALAW. and '.us qu _lified to co:rar, ert on the int-.odiary's 



J, F,.. v. ].u'-	 !: 
J. 	 Evalatio - ..
 

Domes . all .. ,o..t.. if w.:c acor' ;. now style 
of operation. 

........... , o: Mission :sponsihlty: for what it finances.
 

This r ~or~ibi.it.r :,,il caon:tinue to -'p b,.ri1.y the
rest r on ission but
 

ticre ::eeds 
 to be a . :cul b. AiD/W. T',t the reduction of field
 

staff, the:r annualeva].ution be ao'ms of utmost im.rporftance. 
 Considerationb.,b'e _-cZ..ri' tO-. the .... "" ... e s ......
 

mi..h. t toLges,-d ......... in the Institutional Develop

2n(, C.7ree:~ent*a mc--,I rc.ie,r in the. host
, st um'al country that would
 

cons - pro,_,.rcss and prb :. papers su bit d b,.r all foirr parties: 
 the 

t.host......... , AD/V, .nd AI) Mission. !his would
 

co-li a recer.o 
 -nliq: .. cion to involve contractors and PAS.A teams
 

in the e-.-!.,luutie Pproc s. it esswni.
is that the provisions for the
 

eva]Iu.at-on b.2 wCork:ed into the prJ- l.1
,t the 	ajr-an-,,.n .. ,..h the host 

coun,. -yL.ct; 'or.-rar~t; wih the intermediary. Cua'rentlyin-any 

P .; _ -.- ,"AcLion;in Ai),U of fors- , the .wK ' -bh col.um:r The but PAR, 


t...... i, S not a doc men!; designed to obtain AT])/' 
 action. A ssto 

W.ereb ;!JD/v, i. signiac. to t-:Ire action and USAIDinfora the of the 

action ta..,en 	must )e ;,.-

K. -no Trars; onP&:ti.oa
 

Trumsition frow the cu.,rrent 
 style of' project monitorinZ to the new 

style .ill not, tke place ov.rnight, ,an. of the on-going pro,jectswill 

not be adaptable to the n,. style, but A.I.D .d.ill not ablebe to ini

Ied~t.,:] di.see'tv those do meetsoe off' th.-t not the netw criteria. 

Ch:l:mrs in .nd r."hic.Lion in a-e eicected to be throughaerso':el personnel 



cat~: a-n 


peioth-is mn:::ns-e ~l i*1l be on bward.
 

All o' fcrcooin:; -ivun, s3ote~d the
 

ti o <rough e,:r). ve char~ *V'rhe transition 

the is nu-- erir-hi 

chan-_ in- . the ov 2ruLI ~~'' 'u:i]'. indiAvid-aalrofile C).-

proj11 ccls ri~~-1IL- 'fly. cn y e.s e7.;itcl I i:~~r ontiL 

nc:Gro Iet nrIC il e'' ii that new,,71-i 'ia 7) 1j3 , i 'h 

Profi-Le for Droj c-Lt ;:coitorin-r' b drell and and eined 

fnt~raed 'in cliironnio -1cai temns bc divided 

into fou~r P~rc- n .. andproj neIt lnijal lnn .tr-ee-nt, irn

..I-c~. ~On, and 1';_ a l~luti 

- I370O~uTcai_ r>"io. Sne: tnder, the new.,. s'clyle, the U. S. wl 

T-0obub 1 dor) i~iu o--_-I,' _-n irv- cunt'r- pro Tonia, h develop 

in-(u -i.±1hvet courn-- i ;~ii L needs and( mo 'ua~ t 

*t~e. K~ '7Lse~o tvonj y (ionor oi- or:Tinf -_-Jistin~A V.D h --at:Ior 


~~uuni rI L eIa) 31 ~jeh t±~c : ill corie frorlia conLry,-J h 

soriumin-,M.nak'- IOj'" Lion, etc. in or-d-r th-i' there is anu 

oxr 'i~ a'o to a sin:--Tf countz-r. On a cou'ntry 

b asi, thiere will -,! t-o bhe an A.TI.D. crcsnajewai'L so're st-aff w.,ho 

sun ficI!v ac. ~ ~W!eof, local odiin to carry on th.e ital 

ohesrai aild _ or regional 

d*._l.1_o-,iie. durin- h ci' i. 2'iich the evlpir couru-i'y i s kdof= its 

prl2]nrtinkiflg on a project. 'hn tids thiinking bas --eached the 

~Lt:t~;;i~c 1i dveo~.LgcoorItry rcquestr; U. S. aitnethe project 

f teI-ulrt ion arnd planitin g Z L aye co::-"' ico-s. 



.... .... . . C..... ..r.. o c o h.... . .a . th et-o 


ng ... istg :: n...hv ,d. project o'ce s .i]. hae ' to be ai'poilui .t
 

,. ' : and I .. This ,.0.7I ilL recjni r e:t conw
.ico.r, in /. l.rsationc ::;i.,. 

HIM, tho li'x;t+ .. . . ,, .'Uc'n of t "I .q; ..] rr..."... .
A.ft ?errl ,,_] CO . "..... c. 2 Z c', ' 
'.by 

. o ::'.i r o2 "Gi s t a )!'J LL i~ [). tr,,]].}.h u..;j0r 


- !/,..c nm 2l or niC.L ccn"i,. -. bit to,-a i vc to be an
*-j . 'c W! 1. 


in-co.r or re..c.r'L d! Coco-hire pr. Cct offic-ct who is rsion_D. 

sib.e for continuig' 11aison d-biriri; this period, This p2rsoon should be 

~l"e-g- hle lo..l conditions, ",onv.lopen.t theory, project develop. and 

rent; he not -ce in ,e 2Ienti..ic nuances of Dhe projectneed c,;. 


c.nzi...ratimO..hi.. 
 K . cotype fromAIDW or
 

conoll..1,.-. Since thru will be rmr.ods while is
 

and tha 

thf-. ov.erall proj act de;_., 

c.pI ;, p,. k -r se,'!. to ccc .ar, of 

this 01, not be t f'li e job. if agree

'
mnt is reacheal to un7.-ake the ra;,io , ti :jc--cc.r job beco.-3s more 

e-ncUsumLngnU, i even an AID/. ass. in the.ts town 

acua.t of tl-i resu.t;n p_,roject a rCc:." . wr':,: of the 

':...imi Mroi.c Lor r.r. " "(or Qoun ' r, ao.. thz. nli:zion ;,ojCct 

o" ... not si . ..r is that o pl,,-" . , o All .e hvc,be!n in the field 

};ho, the r];fiCuli; . o. i.n ere:'. in'" vi r _ 

mnts to a develn;i: coulkry and the Sine CifCuity i assung that
 

[" and ex- O n M !inv;.. a "" 

Lhl developi.n-,, col:y ;,s.er. l.13 .i.f!.!ct reply to ia,..rng-on s query. 

At mos' or" the eroject pl.anni.u; phase of a new project 

is in th.,, fiel.d. Ail-i,. his final approval of . PPGP oA the HR) but 

L,/ .a.invo.LVe.2':e,L 1;..! , Oi,-l ,sLaceauA !'i varies from: P.egion to Region 

lCt A,, rcj '1cL Th fo e['}ree cl aretims tha,t 

'I 
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,'hthe G' -77_ f Ct:--'cI o _tSz l ~uL; 1OSi15 

Joi decicio:zI C -:. t t! are d .2 thIe 11ieLd. AV SAIi' S field. 

I:~sn~r:~&c~.~.it i oe i;n~ that in Thi not Jooar dist .rit
 

fatu. that Idan~:i: plaasen wilt 'L;? at A11)/:%. In thi;- case,th
 

fJDI/ yroject officer in the~ plan±ing phase w:.ill reallo- in! a "project
 

~ -, 11 1-.,.- rs:onsibi litlco simi:lqr to those 
of a"la
 

office'r. He will be 
 Wi> Mcly raslar:Th1e fOr' Pc'h ploin~q steps as:
 
poc.'Th thr- 1aOpers, tn-?tI wil1 10 ~ni ne Arigncy 
 .appr.cvat crt ddisapproval; 

detexmining Wiat NeqsibiDlity studies rericajd an! l1yz.r) eabt 

stdis aie rltie ua; the proii sions fo- 1 h rjcn 


a-r .' t tehic Ccp o lEal2 cmlss th
riiliinu 


budQ O'ct
Cviosly, ra, one nan can QC a d cvpment ec~nrtenginrier, 

11:;srcectoi.ficer ;*2In axr to bc a gocod rnaoLat i e inn-iger and co

cv.: I or if' lie is to harniess all the wavalabbe tWaYSm Lo p1)ofL- the

gnq~~~*nnesLy -to starb a large, muLlti-year' proJ-_ieeLori roiite thnat will-1on 


vne. ji the &-3i:red obujcctives. 
 This; type of. pro)jecft :rJi-,co 1.-,F o-:05sinas 
worl; curiv:intlh cdonhrhercih brauKsk, the .iUsitutional 

devlomen Mison my!~.ir(<the <t- lydcIsinmkijwl n h s 

pat he Loegte ,ndi thetl iIend arthe fu cta 

of both the i~Sihrnjto fficet' anrid the Afl/11 Project ovnier ill. 

he rwca'c us si ye, Theyf bl.e rcespoci.siJbie for LQtr;seni-or otfficials 

I~ciL l~LO(ic Scountr o')Pfici l s , where aporpr.ic) Luvotlwnq 

pec'. 1 c':,, mcjni Lorving; ;iarenrce to thie MTan or W.- a pnarty to cha,.n.es 

tit *j1n am .22rja! !in vypl'si:L *id 0) 'it * hSc .tlcw.tiii-; 

i 
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.. i('20~!ost A .Dw th counr ;' Lnu the int 2 

rMc utr dcc s r:
 

i".r... 
 s in tl~ ens oftj e\'ap jt ,fl1 


10aa ~ion Pi'(CCS S., thi M.112 be the 
 task: 0: h ADWrrojc.t ofijcer. 
~rL j! -2C an A -D i.-oni toring systan:- 'hich sharply di ffers 

fro.- that cu:.-'rczt Ied 

PA RT V. SCIE.T v
 

Suvollrv by 
 h staff of the Auditor( General (M,') in his tasks 

ofadln~e ~ sy - of~.n &eval c(A ogh "drA s ne , style wil
continu-j to b.,-: an import-,lt, if not cJi c7 1, dart of th~z. overall AID 

Ssystem. 'Ileicanje cWheribei in Yarts 1I th rollu-Ir IV of this 
papcr T.;ill not howew ' ldi e c~stc ('m in. 

the curnt practices 
0-r ConC.-pt of' the Ge1Cnera-l.
 

The MG wa 
 a"'~Uesa' la~tter roans of con~inuo-i3 ~c1n 
on ~~t "o i 'in ;ti[ " dos'ire -to asia~hLthe 

its W Anz;,in W mos efn i w.ay: psss ,.b2c i-h ov 
u~)ect~c~o,' n AG ~v~--ad f ram ovv ton i to.r.
 

Orcnt :in~:.~ uI tb 
 .1s-t 'nn~j' n~ inor"'v-i, analyse, 
aoprai .zi rd rc, n .L0Cls p r 1 nent to i''; d:~t'cut:es -j.nd objec

t.ive~s whctr c .imved,i or pec rb.A ucy 1%'- o-r outside rauthority, For 

to tr'n-i ia n or FnalLi 
,I rvibre'.ie.rs , and op, rationc 

aiprisa.; :nich crLcnon the broader s ;ect of projocts andprog;rams. 
C'h! a"a aLi on 'Of tfhic. co-': 0a ~s in thisp ~n tc--id -to njc ha t his thrust 

' r.-I I1' L l- il~o co-r~~;t~ type o.U" cC: 1cbrcts rcvidi-_ 
thOM& annrie :-, their 0011 wH~ts of' con tract~s or provid.12 audits 

http:provid.12
http:rvibre'.ie.rs


Wou--> prvt 1n:noS TAM'.: Progce"Ss in this zl %'cahars bteen 

thiS o:: shnot:l2 be pursa.ri undler the riela toe rl(:ai assist-.nce 

-zicc o::k i hecc Lr e sc n or nfl , co C)tf'-iccor
 

tasr;i: a zr:!atcv~ UK *ol uemrm, thce.
i nspt ,L to 

,and, ciuirv m consultutive Y(2via;: as pazrt of his project. 

manitoring rolo.. in LhIM wayV mro fiscal or documentatioe rwr:ies of 

tho leitimacy, ofi cihr;es to AID be)t odut throughUicingy n 

col~ac-.i.alairang:rnmi; charm able to the pro I oct. Thus-, tLhe AG could. 

concu.nLrte or, sthO or by, conkrun: operationalHs f.uceiaudit rs , (b) 

roew c~ OF rjo~s e os or acti o~s -11)Oeocc c-ause anct,o tuo 

COw K'ir sie andi~ emm.::natiow of' he duqic of the mr:e dtie 

adits ca~ried aub by thlird pa-t-ies,. 7ne At-ditow Conaral. ha.s; airead;

of thie conccepts cihri ~. auioTccelcrute this ticend to;:.,arcl con

z tructiix audi tinS to asi.st the agincy in its nma:-:xcent :~noci'l 

ufforts. 

In those tcrms, there nued not be dras Lie- ch:agpz- In the--. current 

surveillance structure. Mhere are, ho'.wver, imtrorLant cetos 

1. Under' U40 principle-. amd conrcepts, axi a.%cfly' s I tru.au;]it

.1.. ,cu.ld be ca-iri (-w f-, jas rtstvfanadsoyfnio and not as 

u 1i0 op0" i. Lid fo netic:. Me MAs auditL stof'.E 1:eschrLlr o'c 

~atci~oeii ni nit and. oIeratn dciien ,lstth type of 

c pt~n inhibi~t tlh:eir r ltto KCIMo sulhcc~qcct iUi~omcnot jucV;-

I: It zqlacars Lhat the- conce,.pt of' pla cin,,rr-r-tr;p ro;;ibi1.ity *on 

http:conce,.pt
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.... . ...... .. . . .. c r at , - 'i~ .. - d -.,i l l r e iui re 
" ,' ,:,e"",.o.',-u r '.: a, J i. i in A J.! s t a .ge;', :of P: ij ,:c t J - , e a n ag o 

[ . .:)t oA.C l Ir to:;() 7.;,.Uhmy,E. l.2 .. c n2 have 

fK.2. So-e feelCthe deve oping coti.-uvjcicm are bcco:;,ing ro re . nt 

to e ica _i .. .. o: ovo: their Cmu.ders. In Avi e of the 

fact t. greater rm panvs2bi liti .ill bhe given to the, co'nr, ,
 

ch Ps... direct-hire i.;olve,, 
 nt , this sensitivity will hx.vo to be ironed 

ouo "h ...... . . a:t p n,-t, A. I. . I... C.o.n.-.. s i.o 
rc!.,±etionc IC'oblems of in. ha.lo_.:r Lo 

- . .. h..-..-_A. t-. . " ' ' :d , _ 

WINLOngj- thr'ough accrauditing:;the' 1 . S-. . of thle tn --rs 01 it s 
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r . n .. .-. 

Po red V-C, ?5c1e, " , "' 19'/2-

Jhn 3. nel~ 

'mrue TZAID .Ole i n a Refoirmed A ,D. 

It i-,y be well tro start thi memorandum by relating the events that brodit 
i.t cabtt In midL-April, Sern Butterfield circulated a draft paper, u11he
 
Role of' the Country Field Missions ih A Refonled A.I.D.," to an informal

worki.., grout. Management Planning was added to that 
group, and as a con
sequen~ce of this, I became involved. The second event was a request bycerta-3.in ,members Panrig study the "vof Fatthat Management plementation
of 'Froju-ct lMonitoring' in A.I.D.11* 

T -pei-onally agreed to i-rite a score- cf w-orlk t6 accomplish the purposesof the Butterfield Growis. The attached package canot be called a sorle
ork git i rather a set of papers designed to elicit from, the Sa.s 

their ljzzest-ions -~.erfutureon role in a reformed A.I.D.; this, of
Ccurse , s he purpcse of Sam's paper. The "package" consists of:
 

L, R* vronose' 6rtin Memo'rrndim, te. the De-pouty Acbinirstrator; 

2. a proposed eeorandum frc the -D oputy Administrator to the 

3. draft of "The thanging Role of the I eSAID;t 

. paper - "Project ontoring. Y 1973." 

The Action Memorandumn describes a fifth naper which I would hope that pana llynt would prepare. I do not conceive of this paper asPlanning 
decribing how changes of the Phase I, I! and III changes would affectthe andheiional with their client tis, ofBureus their relationship
It seemis to me that the-Regional Bu'eaus ca. est prepare this themselves.
In my proposed memorandum from the Deputy Administrator I have left an
opening for thm to do this. I think that the t1anagement Planning paper
would cover the chaliges in the centralized bureaus, e.g., SER, PPC0, TAB 

Th Aio ert Plannin Teni has already produced the June 5thptaOr 
outa_*,i:!, a zccnpe of work for an inventozry of c-,uirent ATD/W activities

l ~~~~~~~n the,.areaofI,+. of.. project rranagemet. l'aypouete,]e5hparthink isntud uigl eha I do not that there anything
in my o-called "packn; that should inhibit Norma study.ro" Ayers' If we 
do achieve the Ad h.nc Task orce nroozed in the Action Memorandum, the 
r uLt of 'Torrv,' stuy willbe a valuable resource. 

:.+ . a r. * .2 VVL 
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andl 	 PHAT. Offhoand, IYcan think-of several thinei wiiich may affect, the 
IU!%sions, 9.g, the creation of SER/MO; tb,. changes in SER/PROC; the 
creation of the Project Advisory Committee (PAC), in PPC; and, in.the case 
of'Fi, there are a irhole series of changes. 

I have no specific set of tactics in Mind to escalate this "package' 
to the Deputy Administrator level. In my draft I have AJ.;,SER tians
mitting the Action Memorandum but it could just as well be AA/PPC. It
 
does seem to m, that there is some urgency in the timing of the memorandum. 
Dr. Hannah announced in the Administrator's Council that he wants to have 
all the pieces -of the reformed A.I.D, in place befqre the end of this 
calendar year. .. Given the amount off time- it takes-, get- aE airgram_ to 
our overseas nissions and to receive replies, we are already approaching 
a deadline. 

Attchs:
 
1. 	Proposed Action Memo to
 

Deputy Administrator
 
2. 	P"oposed Memo from Deputy
 

Administrator to Regional
 
AAs w/2 attachnents
 

cc: 	PDrohat
 
NAyers
 
CMcGraw,,'
 

*0<
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D-PARTIA--NT OF STATE
 

AGENCY FOR INTERNATIONAL DEVELOPMENT
 
WASHINGTON 

OFFICE OF 
THE ADMINISTPATOR September 10, 1971 

MEMORANDUM TO: See Distribution 

SUBJECT: 	 Transition Review of Regional Bureau Technical
 
Assistance Programs
 

I have approved the attached general summary and annexed 
regional summaries of the results of the technical assistance review 
conducted ihis spring and summer. Regional Bureaus should continue 
to take appropriate action to implement the plans developed during
the reviews. I have asked that you be kept informed of progress made 
by the transition task forces which are working on program and 
administrative reforms. 

You should report to me as appropriate on the status of actions 
described in Section D of the general summary report. 

Requests for clarification and reports of difficulties in 
proceeding with implementation of conclusions reached during the 
review should be communicated to me immediately. 

Mauric/ J. Williams 
Deputy Administrator 

Attachments
 
a/s
 



SUMMA]1Y REPORT ON
TRANSITION REViW 1'FE'GIONAL BUREAU TECHNICAL 

ASSS'.i'ANCE PROGRAMS 

A. Purpose of tle J (,,i<,,V 

The, rvi ,Aof A] Ii's technical assjstance programs andadministiration initiat (Si\,.as 
 by the Administrator in February, 1971,as a rnl'jol, 2t(,.p if)the ordclv transitioi of All) to the new approaches
put foi't> in] '..i nt -Nixon's Septml(,i 15, 1970, Message toCong , 
. s. ']'Ij(v W,,was (nviJsa gd a.-; precparation for a tr' nsfer oftechnir;!] i s.sins!Nntcu f in All) to the proposed new international
I)ovvoln(.'i 1):iillop. While that action now is lss imminvnt due
to dtl\(A\ -d)Cs;.' i(o t] () io (f'
'ijdera the President's proposals,
the Adiii it' }a. made it clear that the transition will proceed
in (ol-ol', I io0') onav'0 Ac activities to the President's Policies. 

13. G; Jelliis fo 'I Jo I cvi ev, 

'Ihe 1a s iii tin('liotn for the review was put forth in the 
Meputy A(Ill ) ItIrt IJ 1's . 1]1)1't ry 16 O('i-oI1'andum to Assistant
 
Admi i.i)5 atorIS.
 

ntla''(-ZHi A!PQ I ion Di'tolrs were asled personally
to reviev all t hini(;1 1 a.ssi w -c ,.'jet;,i (:onttill ,nor planned,a gniin-f t ' ' I i '".i)Ol It'i0-. I ietphasi s as to he plnced

-l'altol col '(* ln i0 J)'ii l\,,' S,'I. s aild or projects of hiih pil riy
and!qtU: liiy, ,.(.ld(in)\',!\sl axi'nuin host 
('ount.y lXtti(Jpation and
wiich ('m 
l hei.Iirlplem 'nted without ov r:w.eas resjdleiit dii'(ect-hi1jrot(ciiti ,a.,; 

TheI ] eli,s auIs v.or ,askedi to bc gin to -wa'd eim ove to( more'direct h (00W-ost 
 '\-o i-actor re'lltion.s.;hips, stren ivliriod pro ,ram
l la'g Cr(n-nt, snil1i'I" oves 
as technical assistance staffs and 
illcrclistd' 5 l i)f t jiituij go iciis. 

L'urue-s '.'. di'ii-ct d to MI'tijfy at least 10 per cent of ongoingpro jects as hwesi ip1' 1 ily, su i ct tiese to especially intensive
review, and bw toprcparcd r',ie_,w thI rl1tS witn the DCeputy 
Adinini-ttor. 
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C. Results of the Review 

1. Program C'oncentration in Priority Sectors 

TIie 'i(V,*; 'rev(_.aledthat Regi onal Bureau technical
assistance proj(l:-; ,reaii'] sharply conc.ntrated by sector and sub
sector, with lllI (ljo'ie ,i.cV
(i lt di'reettUl to agriCulture, education,

populantion ani plihlic ;,(flrini.il;atioll. Exceptiolls; exist in Latin

An(>let L,l.., splu] mnlphl:is;Is is tovnto labor and special social

developili ,ii,iti u-; in <iidition to thu 
u nal prjority development

sectOs, 111(1 ill] ,.i::; - . I (AL,ioii ] I'onoi, ic I)ev(lOpillent program
whei(, the jilw l. (bleclive i.S(J(0i(o ageni(.zi t of multilateral
 

alod r(..;
coojwf tiatii a iiod in-i\.,ll. t" igt ;of opportunity" rather
 
tllali 5 ()iC 
 dclo;)I enl ',-.-eiSh,.n 

Af''ic,an i(,lt Jenh-s bel;i achieved largely through

(eff rt , 'OL 1 n 'a " 
 ii hIf to c]ii iinate roje] c)1oiets roar
gilln] to i)'io-it J,-.-t, t nl-.d; a11d to f(cts ni aninij newdiid 
aCtiviti(S (n (ritLl SP Stif)-<i-Ai Iol,ins. i\IA'\ BIIIc'(, programs

wer" Jo n d 1() 
 1w a Vil. cric l: iH'hlta in ille 101fjJ.01 pro,,g( ail countries
 
(Af di ii ;tan, Ji'l A, kiv
:i I , "P: A:I,al 'IUAJw() as a 'esull of
 

ii tf'l-i<,lf( SlOB l"l(Ie dItiin the review%will result

ill 51nihiimn WY K! I.l~lll M ion. 
 With thi imlpelimmullim( of tiran
sitioln pl in , .A1!) A 1i rIl1- U172 with 75 1p cent of Ihe 1Ib ijonal
]ur(a 's 1 dl!I Nv jni: H:,I piolec l.; (( 'c itrat , ill a gri cultl ice,
('dulalt10l11, Inqti;l pl Ildldic -,(adijliil lar;0 ion. ILast year, Only
 
60 p(eI. 
 (('l t n I. IIwIli,,::\%. l ill th s, tlO 'S, \Viliin the 
AgriculturaI Snt: i -yhalf rd the p-rocs (60 of 130) are in two 
inap J tuih-,(-;'(,lo :- - I 1 (di(,Lllts l 'a tionl, ('XW;ol;J(ll 1ld I(Search

riop /,lii, <tl,,J (t,.L.I.ltlil i. About M(si
and lli i d of 0L0' diU('<aton
proi(ec (olficen ll1 Inpii voig po.nesional an d higher edLcatioll 
in the iI,)('S. 

As a, iesult of ritiont1w l';in Ire.viex, fundingf for .4projects,
(of a ttl of 457 active thi \ e r) will t, t'liliHiutei earlier than 
previou l\;]l illli* ' ',..I1 fl 1 0' t ,; ',tele:!()Ill. hd i ii ions 
v IPo J ii Il. ,i ' nO i r 11 , , ]1 Isll''. a 2'! ap;i lln iti of a
tni iJoon
 
guidl',l ( i1. it l. .Al(.l. I L l.Ii~ i l ; ,i lltof alllI LvGO id iltensive 

" v(! !io ily i. 
 vith-. ilw _)(p Ltjv A Urnljlijitrator. 
l~lini cp 1 u1: ;siv (n 1,! choice of ]rojecs f(iJ' Jit sive review were: 

(~~~/ 

http:101fjJ.01
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-- inadequate host country support, 

-- failure to address current high priority development 
needs, 

small projects peripheral to solution of key sub
sector problems, 

potential for multilateral funding.,. . 

These accelerated terminations will result in overseasstaffing reductions of 166 by the end of FY 1973: direct hire, 74;participating agency, 31; and contract, 61. 

One of the important criteria in selecting projects forearly termination was host country assignment of priority. Manymissions experienced significant difficulty in establishing the prioritythe recipient government assigned to different projects. The majorreason underlying this difficulty is the absence, in most LDCs of astrong centralized planning and priority setting agency.also Many missionswere unable to apply the host country financial support criterionwith any precision, underlining the need for further guidance on this
point. 

In the African program, where perhaps the most systematiceffort to date has been made to concentrate on priority problems, thereviews rcvealed that there are still significant weaknesses in developingcountry capabilities for identifying priorities and formulating strategiesand projects to deal with poverty. While encouraging internationalagencies and multi-donor groups to assist those countries in designingnational multi-year plans and strategies, weleast in the short term, 
see a continiuing role, atfor U. S. assistance in specific sub-sector

analysis leading to activity planning. 

Another significant problem encountered was that of theapparent differences between U.S. priorities and developing countryinterests in some areas. Examples of these project areas which willrequire further examination are labor and public safety programs -particularly in Latin America -- and population programs. Anotherexample is our assistance to the International Institute of Tropi c alAgriculture at Ibadan in Nigeria -- an important, multi-donor projectwith little or no host country financial support. Activities in support ofprivate or non-governmental programs in the recipient countriesfavored by U.S. assistance policy often are not accorded high
priority by the host government. 



-- 
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The Bureaus also had difficulty reaching useful conclusionswith respect to certain project areas which do not appear to meet thedevelopment criteria anticipated for U. S. programs of the future.CENTO projects, for instance, are useful in promoting regionalcooperation but do not always entail identifiable development benefits.The Bureaus also appeared to have diverse views concerning SpecialDevelopment Activity Fund activities. These so-called "Ambassador's 
= fund" projects are useful in promoting political objectives and sometimes in promoting useful local self.-help communityactivity.

they entail a management burden for U.S. 
But 

Mission personnel and theirreal development impact is often questionable. 

2. Progress in Multilateralization 

Bureaus were requested to report on progress to date andplans for: 

-- establishment of coordinating mechanisms, consortia or consultative groups, under the leadership of multi
lateral agencies; 

greater reliance by countries on the international agenciesfor their assistance needs, particularly where the need isfor orperating personnel and where those agencies are in thebest position to provide the needed assistance; and 

increased dependence on multilateral agencies for generaland sector economic analyses and encouraging improved
analysis capability and programming leadership by these agencies.
 

Our major capital assistance programs in East Asia, 
 NESA,and Africa are already heavily coordinated in a multilateral framework.We participate in IBRD-led consortia for India and Pakistan,led consortium for Turkey, 
a DAC

and consultative groups for Morocco,Tunisia, Kenya, Uganda, Tanzania, Ghana, Indonesia, and Korea.This year, new consultative groups were established for the Philippines,Ethiopia, and Congo (Kinshasa) and the consultative group for Nigeriawas revitalized after having been inactive during the Nigerian civil war.In :-,atin America, AID loans to Latin American countries take intoaccount the findings and recommendations of the Inter-AmericanCommittee for the Alliance for Progress (CIAP), a multilateral armof the OAS. There is also considerable multilateral coordinationindividual loan projects in most on
LA countries, although only Colombia atpresent has a formal consultative group for coordinating development 

assistance. 
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In contrast with capital assistance, there is still littlemultilateral coordination of technical assistance except on indi-vidualprojects. hLxi.slil g coordiliative neclianisins nflucice technicalassistance acti'itis only in cases (as itl Colonbia) where capitaland technical assistance ace closdyI c-ated. '1 bus, the role of the31R1D aidl the ri ionml agen cies in teclical a.ssist.amce cO( odinationis minimial as cnmlpaicud xwith their role in capita] assistai ce coordination.While the.re is sone possibility fo inpiov-,d use of existing imechanismsin technical asi taln.e coordination (e. g. , by st~engthening ClAPcalacity in 1 ati n,e i ica ), tile UN AI Ilis the greal(,st potent ial forserving a; the C-oo ]rdiiatisc. boriy or ci (c iirig-house for g'ranl technicalassistance{,. MIore (i'foiit ne(dis to be dire cted toward ricourvrjaing andassisting tHie U N ).P to as ,um a l ,adrPship role in analyziing technicalassistance needs ard ii cord in. ti eg I cchi ica] assistance activities. 

Soni pl',,.es; is heinmoiad(* in shiftingy certain technicalassistai(:( activitie.s lo tIh. nultil'.l.1 il Igelci cs. ,or example, weplan to l minalte ;tll .f Ofltirn 'ia l ('ralication prl)ojects \with fiscalyea 1 ,, turil 0 or.J tij; y Oi i)lt al atclivily to \VWHtO. InLatin AMinc :i, the,Pi iiau plan.s shlt. ofto lnUlil.agencies
Some11C pjio cts in t ' hield-; of popll],'di on, health, c: jial niiL: ets aridexport (i olioll. :N\IS lep s 'n'it missionls e.' n ;ye 1,I)CIs to usetile ., Sp; ii i 2 d a ( .i . ; for mI tt c'.tiv it s. ri , :itI'{ I ( ) live5tocik ti',ll.i, as a i,, (,v:ample. Addi nal study is lnumed edidentifv' the, se,'co, to

and suS- Sctois wxxhee the v;irioiis inutil-ateial 
age, nciet hia( ,- c i o;n e( .,1ce and to ( {ict i ll the ( t:l{l to whichAlL) sh tiiul d P 11:de ii tb) n ]illiali, a li]j(s in t1,,e rlm'as. 

Al houp-h ,Jiii'; i i,d A\iss-:ioi pl!ns (eIvisig. grc,e r relianceOn W, in ticm iit a] a p.(1( eiS p(c9enia] and suctormost un 
econmic analyses,us N*(," e 11,{{1 foi. s lio A.lt) field ,.prscl,ecollolni{( aiilliis lttion to perforntne'to!Is - ast fol. tile inimediale f'11111(2. As notedabov'e, there isc also a (e{.d fo- -) lanl'ses of developing country

teChniical .-;Ssi tli-C ne(eds. 

3. P'oiec(iUt -plnwmation 

'Tlhe revi (iv c{} ii 'inudlthat considerable pr} gress Ias been
111-(e over the past s'.Val \'tis in i',ucing relance on AML directhire teclnjicimn; t'' jnlphiielr.t ichiiiic;i assisltance pi'ojects overseas.''clli.n] :ssisl, auic 'utiviti e,iiiIi i A mi ijr. are now a i-;ostentirly cvirinhuci thi.ioIihi ,alticipatihqt aececy and conlact arrangunmtsaloilli o"!!.i Ii.ai v i ,u . ;i.,I1.w iiii li st'i idez; in these (directions.i)u in ' 2 jl, oill v out I5(l - il p]cl-li.lltatioIn 

{{'ll, 11] 1}]( })}\ '( 'I ,:;' -;(;i:I11 ( ' '( .% 

http:pl',,.es
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As a reult of the review, a further rcduCti on of lirect-hireimplementers to about 50 is planneimd by the (.11(l of FY 1V973. Most
of these will 
be in coulntlies and on Iroiects V,11cre the ']hancoverto contract ''ini e'mdiari e. would lO disruptivc(ho to pr e.viously, committed
ongoing j).ject; -- a1i0cultu-alTurky ag ul'ictJtiu aJrd ((Iucationproicts in ApImst n, Nepal, and' h,ipo Nccsi and J;'ac and
 
famin y t lanilin.,- rcliviticL it) Kol'ca. 
 Over a per-iod of time --as these
projects amlec tl'njiliatfe-d -- thel direcl. hire inlplen 
 ,intation staff over-

Seas COUld )(' hlii'.l , l'( I (ctd.
 

11ot1 tll. N'IK.\ JIu' tlUan idEast Asia cit ed the special problem
of population arjvji is In ome of these p.ograms, cmisiderableeffective te-klnijal a.sitec and, pl'oaln monitoring is5 performed bydirect-hi(, .iu s .ftr Mlach inS outsidw of a fomal projwct framework(and it,)t cla.ss(- ; ](as n iiu, ;la ff) 1,(cUSc( of the -lenlitivily of theseactivitis adi t t liui (1 Ith(e h 'oSttutt.v!m (erInmIents. Conversionof dict hi' slaM't to cot ;ti.e in]these c](:Lummlae(. may not prove
 
fea.w;ihle in 5ol.o vas 
s.
 

'lh( pac, (J 1(IWl cioln or our resident technical Mission staff
will d.peld al-;o (our ability to find alter'nate ways to accomplish

project deusi.1 )),%
ov doe Iaieyby loesta
ffs.
 

'lhe 'evi(.v's also rW vaed son dif'icuti, in movimg towarddirect 'clai]nshi ) beteen t1h. o t count &s anId Mhe lechnical assistance
conhtactoi.. 'Ite 
 iov;? to nolre li-l(ct host cotlil ',contineIing \Vill
be limitud bv the, ah)ility of coulll
h uout s or contractors tltemsclves
 
to 1)og()vi 'l( I. fic 
 f1lolr()1.lot pelsonille] andcolntractor \vill becoulitioned ol :u(:CuSS in simplifying (nIlc''(ntcontracting p)iOcduies. 

4. a t of it(na.a 
 t 

liins x'ye aseI, to ;(el.: ways to oversee their technical
assistance pro;qamisiwil minimum o ]ilU. S. overseas presence,without imnpanri*,I., lt( A( c \ abilt' 1tmanage publJic funds ,, TFeei,.el, They \v:(.(,.tretlested to id(-iif .ei s takei or neing taken to simlify
p'ogial;l iit U tklI 'Ati ll to l''utUc' plogram an( proict. lal lgement
(a ; 9pp -(Cl 1('1,1l o ll)Ik, ild a"t saiff. 

Beca'ie , to , significnant nmiaia.(lren I inlu palions growing
( he. Vie\'i , 1h1 Hulanac, plni(n a lan1Out 

for" ll i si ] )ilications
wet.p'( I t' ti vev- 'I'le re,vcy. id-tdific ()1ove'seas ni] jectmrln a ,t" -l l p -;ili ll,; (o fI : in,pacc thin yea i) which ('all -i cr1beP inaby the (l(l of thou-dlU)7IV 1 i the af(lopirll o, va'ious altettl:tiv , echniquCS. 

http:TFeei,.el


Project management reductions are made possible by a

numbei of factors: 
 redlci ng the number of projects, minimizing theinformal advisory role of teclimical staffs, using lucal firms for project
monitoring, iut ns] L.in: ;uh-.sectoi' concentration of project activity and -- perhaps in ti, IltU 'iC-- I- aking 'bl1ck g' t s t0 countries to enable 
direct r('ci'uit1cit of Iici i'ca] expel ts. 

h(, A 8ll ll.atl has alread ichieved some over all fieldstaff reductions,-. lhih n!ht i zin the management and support of
small contiv I)' rains hu tlcm
(fr regiollal Offices or Washington.

All l'ti OAUS s -Jl lu'ui)(s s.ih)iilies for fu itl er' ducing! and 
reorganizing
gener181 p'o r18 Il Inaucmn ,t staffs abr'oad but weie not abl]c to prepare 
conpr, Iisie\ lansi at. thi:; stape il the trallsitioil. 

The (olmpc( tcnt, aii(i avti]lahiitv of contractors to assumegre'at r respoln il)i it\- f I' l ij(ct mnd ., (,nt \vill a fet plans forredulc.d U. S. l Ini how] fl( ever,
 
tl(5(s i cltt lj(101.; vw it1 (!j)(,elld MI tOP S; s t
of &_.tiC ffOrts to redtce
pIrog min i(n and (tlig d(cu il t 'nnl'(' ((ii-tI in to simplify 
Conti '!(:tin,2 I111d h' 1 -(Ljil, lir h('e 1 a id i i ,ithi]i ,' , of 'projectmaz , ,cr ;. n.'tln . tim s; ill \ lijno.or, stalfltin, and o1'a-,.lization

wNel. ,'iai], disa.s;rd a 
I:;o hut \vithmoit ('nlCslIion at this time. 

D). ()tistand(im. I r,s ins 

It v.aS i'(O[ni ad in te, coLu'se of thle , pace withreview that the

w-hich the Ar u , 'caImove elTectivly toward the objeclives sought in
chang d OT\(15, - pel-liit: mi
 platerls will he affected hy refo'ms inadimnii.tra liosn 81,(1 p.'o.irrrn il ng, and hy developments outside AID. 

Special ta;Lh fhr's a;!.'e heen-Il at \VOl] silsnce the fall of last year

on a nutllfiher 
 f i()Ilm : related to ilplroving the Agency's capability 
to Colrlo~l its iai:;I) too h President's ne0w policies, As exam--ples:one task l'o'(ve is 'v .'iin, Al) co mllctin pil.o( lures with a view
facilitating at shift I) 

to 
more)(, dircl c(ntracting hy the host country; anotheris d11,elowing an pro m'Ih, mI,, tnito nltol procedures .,which would

requirci] :ss; s-arf ovcrsmras and a('it 1 Rhi-d is (xaminring the 
pt)(nliaj IQ'h yeL. i " (01( 9sl adicikintuatiVe.5ell-5uffici0nm:\,. These
and ,or. ma J: r()e'-,, ttl4'iS ctioil1tnlo, hUt additional SpecifC iSSueS were
id(enIti!i(,d duni'r. the i'.vi . The mo.;l important of these ar1e the 
folo ll4 : 

1@
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a. Identificalion of 1i)C Prioritics
 

L 'pe 'ici ce in workl:ing Will).1 )C governm ents has
shown tiue difieultY of (let(
erMining whia 
ihe authoritative

govc1-1r Hjnent pWil'itie.s are in arcas i'elated to technical assistance
requiremen ts. 'J'(, B ureau has pi epa red a paper based,Afr'ica 

on their eri which
.ne( discus(' means of imprloving

prio-i t- ident ijfi:ation.
 

1). TS, and L.i)C -"'oritis in Fami_, lanning 

Our e(urlc c'(,ae('i aiid futnrid l,;of fanil , pjlanning

and rel.ted P1)0(cl:S in sumi 
 cases has icMicn wi iithe
 
intent ho ,(. .y ((l,,

provie(ae lc 

the 1 )C's to set prioritics andSupp-ort of plo,,,.rams %e assist. TAI13 is 
drafti ,n,,r li nesor Im An'. ( v-wj(.c issue. 

c. Social 'nd Ci .ic Projects and 
,IDCPrior.ities 

As illI ca.seih of poplation projects, the U.S. as.;ignshigher priorit\:. lo cta(.'in ,s(ocial and civic activities tha.n does

tle ]lost (_:(_)Lult.)  (ox IlIlnq( . It IS proposed that ]"i-'C d'aft
 
guihjnice for Arlce.-wide issue.
 

d. spccj:{ IH('%(]opm (ni11tActivilv Iund 
T jr' Ph il lc i, of smal iipac )rojects under the SDAF
 

is widcspredI.. in \;'ri(a anl 1.:tin Auem 
.ica. In hothi cases, wehave O N(iil\ nu i lil s:meactivities un cr (evelo)ment
assislan(e ci'ilt, i,.i ll addition, the 'a1-1DiaaU10eo ,n effort requiredto adni i ni si, * Iii '11;c . tin e,' of, small activities oilciiwveigh.s; I il'\,1 l. aId 

ouL
ll(Office of Pro ra - L.'ivaluiationarePO '1:i i'to Lel' to set lip V Woorld-wide review of the scope


of arid ado'i ]i stvr, procedu.e-s for tiie special development

a(:tiviI N pi lop 
,m.
 

2. Adn i i t i .l';ition 

a.Nevw 11e)rsominel ~ nCal-~- for~Project laae 

'.Iict ii r,'ole il lil'i f d for' j)I .j(,Ct iii:,nagers shouldbe built inito ti, All) l)ersonne .,lt i. li (0]].mal)oiat tio iwILh tihe 
Afic ii i c mziid Iie lli I rlcylboling(. i l (s iircg Gr(oup, IN/]'MAA /A skiff ai il f(ic ,i')Ii() , 'i A/i 




b. Project Developrmnt in W\ashington 

The piospecI of ure atei headquarter-s responsibility

for projec admini,stratimj
oni:aes the question whether theRegional ur-3eWa .awill ieCqui additional staffing to perform

the pioJict (t c\- ,1pnw
puli i funciion. I'.,gional Bureaus are
re,'iewin;, tlicii, needs as lw triansition pl'ogi'esses. 

3. ;inarcial and Audit )(,iVilV 

a. Tini ly li.c i Tranl .,ations and Proct Implementation 

Tile Iii il sJof fi.scal t ra'lsactions and r-eporting must be
imli()ved 
i"w re to l(,ai :(moel (.flicicnt pioject impem enitationundel, stl,-I1 m i:-(,d )1oc.ed(,. . Ali' Fli ne' (A/CONT)is examining
m(thodsq of a('C('ele:ttlin coni Iro1 (,I.p'l'foilna)nce. 

1) 1 ife - f- Pr(j),(( 1F id i I 

'TCo w lt 1,:,xt(-I1t isa it fea sibl,e to I'ovid(e full multi -year
fundiI of new anmd cmlinigi ( C is; 
 a inteans of reducing
project adirininat i i wC UPklnaC ? INC is; exanning the possibility
of seleeth\. , ih,- pmo).-. t futniding in I"' 397). 

c. ])(nland; of Ainhi A'clivitv o FIeld" Staff 

J,('d Lij lii.W
in di'l-(1-liiiC' f(i-ld Slaff \Vili Ie im peded by
coIntinitc 
 ei ( 'i li(ii a f(r ]lixt amiount:s of staff time in

Coope q.r wi wi!, n (11 
 l p ino,audit activity. It is proposedthat the A.Iici (>nalwAwtiin 
 a:cl1terntive ways for reducing
 
audit amy muni< ci" fil
a staff. 

4. M ultiI;tC'1, 1 .' ,Ci a, 

a. Multilattj'al I 'A'q'hnical Assistance Coor'dination 

'.li(, iniu iiOf ]t(.i'n I i'nc, o1 i LatiO (AiCi(CSassistance ldination l oil technicalc is e:Cept in c(tiino Contr.y ass 
(as with Co mnhia \hii capita1 an ] techliical .l.,;sistance projectsare (i ; ely ell e.' ) It is 11' O,;ed thalt. P )C identi', ways and
meanl s fo' (llcou.i, ill' gi'at(' irultilatutia1 c(ioi'dination of 
tcli,al assistance Jro,;ams. 
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b. A fL,cy Coopi I118tio! ii) Latin Amrc 

Tfhe capaihi1]ties of I ,Iliii Aim eica agencies 
to provide leadth'1s11p 11 i Vl oin iss;islance COo'diliatin
 
areQ weak. lhw Imti 
 Ani(11cn Bureau1 is pjel-jinlf a paper

oiutl in,,in l slifl p foP All /W aind 
Alission action to assist
in strenpl 1(1nn r(5' 0)n agenicy coordiniljcon Hi Latin An'.ciua, 

M.1Iul t 1 1 8lu8., J((lhfic"1i A ssistance Competen-e 

nime TwIKS;\ ivesltrwl11 UVOW h~maod p1opqcmo thegrounds of adh'ullt 100\( conyrdive %A'l] Ivestock. is the

largest sinple suh-suchu-in thme Afiica Pumau's t(echfi vA1

assistanc., Pudw, 
 I s it feasile( v idl(nmvfy (iai subl-sector's 

MYiial(l8>if''(oii)((nof \iii 'V lij(I AID) \O~lid 
Hinance Ii) Jl((I .' It j sf1J); p1.1 : tai :1C -viv c(Vi(X',1 . i ties(N
of ihc' \'armlm-; I1nu1Jl;11(mra1 au~qmlCje: ji sf(! h)I's/ sil--scctul. and 
draft !" Ii(aIcm P UPa~oii v-wh\V i Iss i. 

d. 1 ldncoi1k iaIC ] vLeoimi Iysis 

L>:y)Ci~iw01 dale if) r'im' ow libul]iMal(Isml
, enc
reports in 14m (Inii- 1(1)." C ICC (501 a ia Iysi has Wlo vury
spotty. A it roIe%%a\ of (lt ( i Il ng, - - andtas tn the
 
impl-ovelml'.11 
 id IOw ca pa hi lit m.- of lm] ti lit ('a] 8Ugilcices ini

this al(8 ' t? 11 i H( jS '(1 II 
 ('~m li flInc ii5( limiuness of' 

multi ~ 5 ~01Ve~ ~ ~i ~ ~ 1(i To(chlne;a. AssistaUnce 
propali 1 manmd I-(-Cnll(i)(t -Witiolial fUlidanlce 1'0' UgenCy-


Nvide act i (I.
 

C. A.], 1). 1?e\'ieu: of lJN'JP Jimojeclo; 

A genc\ p1m(0 lures 1(1 riewingjm~ UNDI project~s are

tirni-cimumjte 
 PIK1 illAlIct% v I&~lC is re-examnng the AIDrole and iei mn jviistnt piocedures %vitha view to 
recoinlI (IdiniOChi ii'' 

f. A . 1. I). 1](iii0m1 of Ak]til i I ie al Aency Prog"rams 

Fhl. (;A0 is alppai'mntly atle(mp ti Hg to estah ish tha t AIDis respmw; i Plc fol. r-nmiiito.)!i!u2 me activities ofI mulliiiatcral 
aig(21cie.05 v.Iiicu leceive U. S. financing. Ilecelit G;AO inquiries 

http:aig(21cie.05
http:impl-ovelml'.11


at the staff lcvel indicate that the GAO feel, that AD Missions
should he, .vkspmsib]h ,o-, e ifO, i ,,-1j)]3 luans in Latin Am erica.
Both the I.A lil au ln] thIeI AudI.to r (;(,ne al have voic(ed strong

Obj(ctiotw Ito lli:; inl ion of, AIJ) 

out taiol thi.s v.(,Iwlld h iwlp ,,ititk. role. IoCi' 


Ita rcstul sbilities pointing 
the U. S. to

asSllni, il la i !a IaaItr: .nd".dtiviIel t ill any cae the 
Ireasi"vll-V , nie i-;tht 11. S. Gov rlln a',OelcV vWill
' a en,

pri ncu t\ V(,),'t.iij 1 t I'm"iL. S. I)articipiation inl
and contri butions
 
to knti,1'n,.lltdil, instittutiOns.;. 
 'Th- Auditor General and

LA au'O'11i zip lii (110'1t.5 to dissuade GAO from recommending
that AlI) assunl v.spotisih y fr ntonitoring 1DB (or other multi
later-al 4(')a e le is. 

Annexes: 

A. A,'I- ioial St m may 

C. LA R]['jO1i(>Dz l'~n l5V 

1). E'A lk,('_i Ot Sn mii-l V 
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ANNEX A 

SUIMARY OF THE AFRICA TECHNICAL ASSISTANCE TRANSITION REVIEW

Wednesday, June 16 and Thursday, June 17
 

Mr. Williams stated that the Africa Bureau had done a first class job
in undertaking the Transition Exercise and In terminating marginal projects,
 

INTRODUCTORY REMARKS/GENERAL DISCUSSION
 

I. AFR'S TECHNICAL ASSISTANCE PROGRAM CONCENTRATION AND STRATEGY
 
In a general Introductory statement,-
 r, Adams said thatthe tansitIon
 

review has not significantly altered the Africa Bureau sectoral focus. 
 We
are continuing to emphasize activities In agriculture production, education
and manpower training and public health/population as we have been doing
over the two past years. 
 The major factors In selecting sector focus have
been developmental need and potential. 
 These priority sectors have been
identified by A. I. D., 
the World Bank and other donors, as well by
as
African governments who are allocating an 
increasing share of their budgetary resources to these sectors. 
 Starting with agriculture, the key sector,
Dr. Adams said that in the past we concentrated on expanding basic agricultural training and research Institutions. 
 These institutions should not
be considered as ends in themselves but vehicles which must play an 
Important role in expanding agricultural production. 
 He said that increasing
cereal and livestock production is the m;ain

assistance program In Africa and isessentia; 

focus of our current technical
 
in order for African countries to increase 
revenues needed for development.
although there ismuch to be done re 

Dr. Adams stated that

implementing our agricultural produdtion programs, he believed we had the right vehicles.
 

Dr. Adams went on to indicate that The Bureau was 
less happy about Its
ongoing education program. 
He questioned the applicability and costs of
conventlona! education to African LDC's and emphasized the need to make
existing institutions more relevant to their environment. 
Dr. Adams indlcalea that the Bureau was placing major emphasis on devising a strategy
which would hopefully lead to a series of programs in non-formal education and manpower training. 
He felt that little progress had been made
In this area Interms of developing the "right vehicles".
 

Dr. Adams also mentioned the Bureau's concern about the future direction
of population programs in terms of both the acceptance by the recipient
countries and the demands for rapidly increasing budget allocations by the
Africa Bureau in this area. 
He went on to explain the use of MCH, which
places population control within the context of a concern with overall
health delivery systems. 
 This, Dr. Adams stated, was the primary means of
getting African women interested in family planning. 
Mr. Williams said
 



-2

the Issue was how far the U. S. shold go In helping initlate and then fund
MCH and similar population programs. 
TAB was asked to prepare guidelines
 
on this issue for agency-wide use.
 

II. MULTILATERAL COORDINATION OF TECHNICAL ASSISTANCE
 

Dr. Adams pointed out that there Is 
a very high degree of multilateral

coordination via existing IBRD Consultative Groups for all of our major
emphasis countries: Morocco, Tunisia, Ghana', Nigeria, Congo (K), 
Ethiopia,

Kenya, Tanzania and Uganda.
 

In central, West-and Southern.Africa-,a-most-al 
 of A;1 I.D1Ds technIca Iassistance projects involve either joint participation or close coordination
with the major donors in the area. In Central and West Africa, It Is primarily the French and the European Development Fund and In Southern Africa,

it Is prlmarfly the U. K. and the Canadians.
 

The discussion then followed on how IBRD Consultative Groups could be
used to Improve coordination of technical 
assistance programs. 
The Africa
Bureau explained how a number of CGs had established subcommittees under
Bank leadership for the study of 
specific sectors. It was the Bureauls7

anticipation that these studies could lead to an overall 
sectoral strategy
which would include more coordination of technica! assistance among the
various donors. It was generally agreed that a good deal 
of '-ork still
needs to be done In order to make ConsultaTive Group meetings give greater
attention to technical assistance and sectoral requirements in addition to
their more normal 
review of broad economic issues and capital requirements.
 

A discussion of the problems of increasing the effectiveness of the
UNDP came next. The Bureau stated its concern that the UNDP, at this point
in time, is still too weak In terms of Its program planning and management
to be a reliable leader in providing technical assistance. The problem of
coordinating with UNDP field programs was also a1scussed. 
 It was pointed
out that in
over twenty African countries, A. I. D. has no field staff.
Second, the existing A. I. D. procedure for reviewing each UNDP project is
Ineffective as wzl as time-consuming. Therefore, Dr. Adams suggested that
for better coordination, both within The UNDP program and with A. I. D.'s
 programs in Africa, the Agency should consider increasing both the extent
and the effectiveness of A. I. D.'s 
liaison staff with the UNDP in New York
 as opposed to the field, to review and discuss specific country programs.
PPC was given the responsibility of ex....nn 
the A.I. D. role in reviewing

UNDP projects as well 
as coming up with suggestions on how these procedures

might be made more effective.
 



-3-


Ill. KEY PROBLEM AREAS, CENTRALLY FUNDED RESEARCH AND 211(d) PROJECTS 
. TAB RELATIONSHIPS 

Mr. Birnbaum described the relationship of TAB's key problem areas
 
(KPA) to the Africa, Bureau's program. He pointed out that we have so
 
many key problem areas that the regional bureaus should have no dlifficulty

In relating their priority programs to the KPAs. 
 For the agricultural,

health, development administration, education and nutrition sectors there
 
were already 17 key problems identified. If one adds key problems for
 
science and technology, urban affairs, economic and social problems, and
 
population, there is 
a good chance that we will have somewhere between
 
25-30 KPAs. From the AFR Bureau's point of view, one reason for this
 

. proliferation-of KPAs Is the "NoahIs -ark-approach, wherein-an attempt--I's
made to cover every sector or discipline with four or five key problems.
Mr. Blrnbaum suggested that we should limit the number of key problems
and then use an inter-disciplinary approach to address problems. For
 
example, there is general agreement throughout the Agency that a great

deal of work is needed in research and pilot 'rojects to develop new

methods In non-formal education and training. 
Rather than searching for
 
new key problem areas in science and technology, It is suggested that we

ask the hard science people to join the educators and the sociologists In
 
an effort to make a breakthrough in non-formal education/training.

Mr. Birnbaum then went on to discuss The problem confronting the Agency

In interrelating the KPAs, the 211(d) grants and centrally funded research
 
projecTs in terms of optimum allocation of resources among the three, as

well as the interrelationship between research and utilization of the
 
research results In LDC's.
 

He used as an example tropica! soils research. There Is a KPA in
 
support of world-wide re-earch networks. 
The AFR Bureau, along with other
 
donors and the Ford and Rockefeller FoundaTions, is supporting the Inter
national Institute of Tropical Agriculture (IITA) at Ibadan, Nigeria. IITA
 
Is concerned witn the full range of research covering soil 
and crop pro
duction and management in humid and semi-humid tropical areas. At the same
 
time the Agency has three centrally funded major research projects covering

similar aspects of tropical soils with Cornell University, North Carolina
 
State University and the National Academy of Sciences. 
 In addition, there

Is a 211(d) grant to a consortium of universities in tropical soils research
 
for the development of food production involving Cornell 
University, Prairie

View A. and M., 
North Carolina State University, University of Puerto Rico
 
and the University of Hawaii. There may be very good 
reasons for having

this multiple approach to research and devoiopment in tropical soils, but
 
the AFR Bureau feels that more work shoult a done In terms of Interrelating

these various efforts. Second, on the face of 
it, there appears to be too

little concern and resources allocated to.build the capacity of LDC's to
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utilize this research. 
One could argue once the decision was reached to
establish IITA, resources should have been aliocated for 2 11(d)-type
grants to African national research InsTitutes to expand their capacity
to utilize results of IITA's work. 
He then mentioned the livestock subsector as a second, similar example.
 

IV. ADMINISTRATIVE AND MANPOWER PROBLEMS
 

The balance of the meeting was spent discussing various administrative
problems which the Bureau felt were impeGiments to completing the transition
process. 
The Bureau described its revisea concepts of project management
roles. 
 The Bureau representatives suggested that we need a separate
category within the professional series in
our personnel system or specific
recognition of project management skills in
our Personnel Evaluation Reports
and promotion system inorder to encourage direct hire employees to become
project managers. Mr. Williams asked AA/A to explore the subject and prepare

a specific proposal.
 

The next probiem discussed was the need ior a more uniform approach to
contractors, especially for university contractors, interms of getting them
to provide their own logistical 
and other support. Recognizing that there
are substantial differences among countries in logistical conditions and
availability of basic services, AFR suggested that more needs to be done
re Agency action, rather than Bureaus, In establishing overall standards,
as well 

ty. 

as clearly communicating same to the contractor/university communi-
There seemed to be sone disagreement on this.
 

The Bureau then went on to describe how The changing nature and composition of field staffs, especially 
in regard to technical assistance, would
probably require some revision in both the size and the organization of the
A. 1. D./W geographic bureaus. 
 The bureaus will need a 
much greater capacity
to assist smal! 
field staffs via TDYs with special emphasis on project design,
as well as 
assist with project implementation and budget documentation (PROPs,
ProAgs). Although the primary responsibility for project design already rests
with intermediaries;,the Africa Bureau will 
need a small core of program and
project design experts who can go out to the field along with Intermediaries
to assist with the design of project proposals. Mr. Williams agreed with the
need to place more emphasis cn project design in technical assistance. Unlike capital projects where project design is
a discreet step, in technical
assistance we often launch the project, using the direct attack approach,
and we try to design as we go along. 
 This approach can 
lead to false starts
Mr. Williams said that the number of people with skills In project design is
limited but we should start now to identify such people. The Africa Bureau
indicated that ithad hired a contractor to assist it in further clarifying
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and articulating Its own concepts of field project management, the role of
the project manager and the manner in which projects are to be designed.
 

The Bureau suggested that with diminished numbers of 
field personnel,
the role of 
the auditor should be changea more toward a management support
function. 
The Bureau believed that the auditors should go beyond just
identifying problems and that they shoulc help to solve them as well. 
 There
were-questions as to whether this approach would compromise the independence
of audit and also get them too deeply involved 1, the process of project
development and implementation. 
 In any case It was recognized that audit
had changed 
Its way of doing business considerably in the past few months,
e.g., -tryIng to clear more recommendations with missioni staffS -diilng theg
" ....course of the audit, and this was a positive improvement. However, the
Bureau Is st;ll concerned that too many aLC;t reports are 
raising problems
which, consistent with the new philosopny that the LCC's should be the
center of the development process, shou'd therefore be LDC responsibilities.
Yet the reports appear to hold the missons responsible for taking the nec
essary action.
 

The Bureau also saw the need for a review of the Controller's functions
and was noT happy with the lack of timeliness in the Controller's fiscal
reporting and recording transactions/deobligations. 
Mr. Flinner asked for
further details and will 
look into the matter. 
With transfer of Controller
functions back to A. I. D./W, the Bureau expressed concern that increased
centralization can provide efficient fiscal 
reporting and controls. 
A
discussion then ensued about the problems of 
releasing balances in termilnated projects still awaiting final 
audit. The problem Is often one of
conservatism in holding funds to guard against any possible claims.
Mr. Williams asked Mr. Flinner to makea 
study o7what can be done to speed
Up the relezse of balances in terminated prolects.
 

V. OTHER GENEPA. POLICY ISSUES
 

The Bureau stated that a number of projects which It felt were of highutility Involving U. S. private organizations often working with nongovernment institutions in t.DC's did not fall Withln the bulk of the transition
criteria outlined in Mr. Williams' memoranda. Prime examples were family
planning activities with private institutions. 
 AALC labor activities were
mentioned as 
a specific example because of the potential political 
flavor.
Mr. Williams indicated that there were speciai circumstances relating to
the role of private U. S. organizations in undertaking assistance programs.
He felt that the AALC, even though its programs might have a political
ponent, still comfell within the responsibilities of the A. I. D. 
The Bureau
then asked about how the U. S. A. I. D.s were 
to handle public safety
 

.... ;, m 
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projects. Mr. Williams 
indicated that The U. S. A. I. D.s 
were to :-xercise
their responsibilities for PSD projects until 
such time as a separate

security assistance agency was established.
 

Mr. Will iamis pointed out that 
the AFR ;ureau Transition Memo did not
address the question of -fhe LDC's identiTying their own 
development
priorities. ,he problem is how 
to devise a method of setting an appropriate

share for individual LDC's as part of an cffort to get them to give greater
atterfior, to their- lechnicz.l ussis-facrc prioriiies. tie the Bureau 
to p,-eD ri an addendm 1o its transitio-i Irr-mo on the suboct.
 

In closing, Dr. 
 Adams said that AFR's transition reviews have raised
a number of assistance sfratecy issues in various countries which we would 
like to discuss at a later time.
 



SUMMARY OF THE NESA TECHNICAL ASSISTANCE fTRANSITON REVIEW 

June 18, 1971
 

General Discussion
 

Mr. Farrar opened the discussion by saying-that NESA has a small,
integrated technical assistance program. 
Of their six new FY 1972
projects, four relate to key problem areas. 
 The two projects outside
of the key problem areas (the agricultural education project in Nepal
and the statistical project in Afghanistan) represent high LDC stated
priorities. 
Mr. Williams said that he had no objection to the agricultural education project but had doubts about getting involved in a
statistics project. Discussion of the project followed. ,The question .was raised whether it could have been turned over to the IN. The Bureau
said this was tried but the UN stated it already had a full program and
 was not prepared to take on this activity.
 
Mr. Farrar said that the Bureau is working on the establishment of directworking relationships between LDC universities and U.S. counterparts.
The objective is to allow those relatively well developed LDC universities
greater flexibility in deciding their needs and in developing relationships between LDC universities and U.S. counterparts. The objective isto allow those relatively well developed TLC universities greater flexibility in deciding their needs and in developing relationships with U.S.
institutions. 
NESA is thinking of granting funds to LDC institutions to
promote such relationships (the Africa Bureau had a similar idea). 
 Many
U.S. universities, with very tight budgets, are not willing at this point
to take on financial or administrative responsibilities involved in such

relationships.
 

The next subject discussed was the use of intermediaries in project design.
Mr. Farrar said that although we will turn over to intermediaries more
project design work, the Bureau will still need its owm 
 capacity to work
effectively with intermediaries. Mr. Williams said that as we call formorl work, contractors will develop this skill. In any case, what he is
looking for is a more effective, discrete design phase for new projects
rather than "planning on the march" as 
in the past. Mr. Bernstein saidthat difficulties can occur if 
we separate project design from implementation,
using different contracts for the. two phases. Contractors dislike beinghanded an already designed projec6 to implement. The concept of theinstitutional development agreement is 
to involve the potential contractor

from the beginning. 

Mr. Farrar stated that the Bureau tries to encourage LDCs to use servicesof mlwlAleral igencies. He cited FAO livestock projects as an examplewhere UN services are better than ours. Others were also mentioned.Mr. Stern asked how the Bureau as going about implementing this policy.The response was that the USAIDs encourage the LDCs to use the UN for 

SN
 

9 
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many activities, although we are not "grantor of last resort." Mr. Podolmentioned that while I-ESA is staying out of.the livestock field in favor
FAQ, Africa has a large program in livestock. 

i o 

This raised the question:
should 
ran e 

A.I.i. 
lu 
's 
l 
decision to stay out of particularrse
infavorofmult.lateral a .u~ s cz rnc beae or sub - se c t or son aBureau basis, or
Agency adopt a worldwide-approachg should the
At present, no one in A.I.D. has the
t 
 t think this issue through and pinpoint areas of
multilateral competence.
 

evaluation, and will need some additional staff in Washington as a result
 

Mr. Farrar said the Bureau needs to do more on project planning and
 
(the Africa Bureau made the same point-).
many additional people will be needed. 

The Bureai d6es-not yet know how
 
NESA Missions are making an effort to cut support staff.
are 
 However, they
skeptical about AID/W's ability to cut back on reporting and other
centally imposed requirements that would make this practical. 
 They are
 also working on plans for increased contractor self support. 
 This i \taking
a different shape in the various NESA countries, they do not yet know how

their plans will affect total cost. 
 They do not believe a single pattern of
contractor self-support can be developed for the Region as a 
whole. 
 The
Bureau also would like to reduce Controller staff if a greater centralization
of accounts in Washington
Mr.Blsnefor a 

is possible. Mr. Williams askedMr. Parksand

proosed 

paperonthedifferent contractor self-support oodels
andrecon .endaionsregardin the actionsneededtothis generalproblem, Mr. moveaheadonP rKs said this should be ready in a week. 
The next problem raised was the heavy demand on the reduced numbers of
personnel arising from audit requirements at the Mission level. 
NESA
hopes that future audits can be limited to the most important matters.
Their key question was how much of the burden in answering audit reports
could be turned over to intermediaries.

give intermediaries Mr. Williams said that as we
more overall responsibilities for project implementation
they should be able to take on more of this requirement.
 

Relations with TAB
 
Mr. Blume gave a run dowm on TAB key problem area/Bure'au program meshing.
He was quite satisfied with the TAB General Technical Services projects
in agriculture that.had been suggested for discussion. 
He was worried
that results of TAB research projects would not be used in the LDCs
(this same concern was voiced by the Africa Bureau). 
He also stated
there was a need in both 211(d) and research is
plan and 
 to develop a definitive
an LDC linkage before undertaking large scale funding. 
RIGC has
 



agreed to this approach. 
This should tie TAB and the Regions more closely
together. Mr. Blume raised another point: key problem area papers have
 
not yet affected the design of projects, and the probler, still to be
faced is the extent to which their conclusions can be built into Bureau
 
projects.
 

Mr. Stern asked NESA about their owm research projects. It was brought
out that there 
are a number of local currency financed research projects,
and there does not appear to be a flow of infprmation concerning these
research results from the field to AID/W. 
It was agreed that we need to
 
get such a flow.
 

Mr. Bernstein brought up the idea that one way to save manpower would be
to have longer forward funding periods for projects. He wanted this

particular item pursued in terms of requesting additional funds from OMB
in FY 1973 to allow longer forward funding. Mr. Stern said that funding

constraints will prevent full funding across board.the Mr. Farrar
suggested trying the full funding approach for new projects only.
 

Intensive Review Projects
 

The projects and sub-projects that the Bureau selected for intensive

review were discussed. In general, Mr. Williams agreed to the Bureau's
position on each. 
The Nepal management improvement project came in for
 some discussion: This project provides for a contract technician who

gives general management advice to the government. Mr. Williams said
that under the circumstances described, it was desirable to continue this"

project, but we should avoid this type of project in the future. 
We

shouldn't be "purist" about these kinds of projects, but our general

policy is to encourage LDCs to look to the multilateral agencies with

exceptions to be considered by A.I.D. on a case-by-case basis.
 

. ... . .. .... 



ANNEX C
 

SUMMARY OF TIE LATIN AMERICA TECINICAL ASSISTANCE TRANSITION REVIEW 
June 21 and 22, 1971
 

I. Introductory iemarks 1byviureau 

Expansion of the Role of InternatI onr, Inst :ittions 

The Bureau hs taken 0 Ltcps Lo ,1,tienqtien (CIAP. Funds made available

by AI.D. have vnibled C;I'P to hire staff to n:2.hr studies bo d
strengthen its advisory capacity. There are no.: full time resident
 
staff in the TICs to follow up on the country revie,: 
. Pursuant
 
to a Presintol, ly armcn'ncd -,fur, the Wuer i r.pte;;ftin,,' to
allocate 815 million of Social Prorress Trust 
flon. (Sfj .) re
pnymeuts to a projoct prep.aration fund Which will 
be usc:d to develop projects that would he internL 3Crally. funded. This requires

Congiessionn I approval. 
 There hanI :-so bepn a s:teady inc rrase in

Bureau teclical,ass istance funds g, 
 n,, to OAS. The FY 1970 figure
was $i1.2 miilion. The 11 1972 propcsal is for $17.6 million.
 
The Burau is a lso shiftingl project. to multil.-teral orfaniza tlons 

particul:arly in the fieldI, of populi:.son, capital ilMr ;et5s h,-alth, 

-

and exymn rt pr ,,etion. Var .ois p robi r:. 
 have boon en-cauIn 1. red in

thi:; shift: (;.) inadepct:e leadership by the arences; (e.q. weak

field strutcc:unrE), (b) country
host seuIsitivit:ie.s; about being

"gang;ed 
 up n", 'nd (c) rescatrent by U.S. con tractors who believemu ltilaterali ,i will rcduce thefir b.inle=8 

S,'t eraI Pro ra:rs 

The Bursau har "squeezed out" direct hire "implementing" advisors,

relying upon curotract aind IA hire
PASA. direct pervonnel now
 
concentrat; on backstopping and monitoring loans 
 and grants. 

Project .evi rwu' 

The Bureau identlfied 74 projects or sob-projects for intencive review,
about 30/ of is plogram. Twenty-four of these projects will be
terminated more quickly than planned (by the cod of FY 1972). Thebalance will rcc ive further review in the montlhs ahead. These
projects were chosen for intensive ri,,!ew ibcaux! of lack of host 
country support, doubtinl priority o: effiicacy or because they might
conceiwvbly be toshi fted multilateratl aeencles. Eleven theof 12 
new projects proposed for FY 1972 will be implmented through PASA 
or contract. 
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Problems that Need Explorin 

A large percent of the direct staff now monitors both loan and grant
projects. fhe Purcau has an increasing loan-funded technical 
assistance prc, ram to oversee. It has also interrelated itstechnical s;itance and capita] assistance. The Bureau feels

that a split o1 the technicl, assistance and loan programs into
 
separate or;nnizations 
vo'Itd cause great difficulty in prograin
 
oversight.
 

As a wntter of policy, 1ir. Klelins asked "how rlosely are we to

follow the coojcept o: LC-ret priorities"? The LA Dureau has a

number o! proj,.cts that do not meet this 
criteria -- particularly

in the socivl ,'1nd civic develomient fields such as Title TX,

popilation, alnd labor.
 

Tht heavy audit workload is anther problem. In PY 1970, the

Bureau h:d '207 audit rupoarts to an.,.er from the AG staff 
alone.
With a reduced sta if thp bureau will have difficulty responding to

AG and othp.r avdit a 'encips' d.mands. There ins rlso a question

wheth,,r A.I.1). ,.hotId m.,it cr N:ult il 

of
 
,teral progra ms as GAO desires,
 

even if vv 4 , *ufi:irnt pvr'onnel to do so.
 

,elaytn;hip Vriven TrAB and IA Activities 

The 1A 1<1 .; i,' \ere acsized for LiYNir comments on the key problem area 
papers. In ,,;nra,1, the i:'.r was that these papers are useful inrevlffirming that ]A e, arecurrent o2ra:; on the right track. TAB
has provided ie, Burvau vithl e clent supporting services and 
tndvi e on variu, |sprobhl,:,. 

II. Dil-"cn oi Two~; Pai, in TntroduztoryRe-rks 

Pole of Voa]tA a -. lrn1 Tutitutions 

Mr. Willir.; p(o('1ied the discur:sion by asking for a clarification ofthe view that Pultinlateral agency conrdinntion was so weak in the 
field tl'i t to dove att *.eded he the Ieadquartc-s level. 
fr. V Icne r. thnt he va; referring to the setting of policies,

,uci as o,,'Il.n a area to coord a:.Q.; this had to be done at
tlu hoai a. I,. oir,,. OAS , for ea:.mple, with a technicalas,,stbLan pro'ra;; i&,thr iange million, notof 0;35-10 does delegate

to the field. Hr. Kle-ip believe tLhat 
we need to press CIAP to
tal:e a EaVr Yi ftcrnt in coordinatiniq assistance to the LAcountries. CC16Us nvan,I' rcctlv incrcasina- interest in technical 
assI stance. 1r. Uil..lina Lsked rbont the possibility of having atechINcV, 1. s IttC( ann to :-he (IA'P country review papers. 
Mr. Ileine Mutatd this in )eitg pursiled. 



,:~?~:... * 

Mr. Stern pointed out that CLAP reviews are not very meaningful at
this point. 
CAP is still trying to determine how far it should
go in raising issues of basic policy.
 

Hr. Bernstein suggested that coor-dination should be on,a sector
basis --
for example, using PAHO in health and population.
Mr. Williams suggested that A.I.D. should help develop a format for
techninal assistance coordination on which ClAP could focus.
 
Mr. Parks asked what specific actions TAB or PPC could take to help,
Mr. Kleine replied that strengthening the UNDP, as PPC is now trying
to do, would be useful. 


.. . Mr. Stern asked ,,whether.the.UNDP-.was-the
proper organization 
-to-c-ordinate in LA. 
Mr. Kleine sald he felt
that OAS would be the logical choice in the long run, but as'of
now it was even 
less equipped to coordinate than the UNDP. 
The
Bureau is now trying to encourage OAS to do country programming.
 

Mr. Williams asked how the Bureau identified sectors that could be
phased over to multilateral implementation. 
Mr. Kleine mentioned
various areas and organizations with which the Bureau is working:
PAHO in health and population, OAS in tax administration and capital
markets, FAO in agriculture (especially fisheries) and natural
resources, UNESCO in education. 
Mr. Kleine said that most of the
decisions as to when to rely on a multilateral organization are
made by our field missions.
 

Mr. Williams said that thiswhole area of workIn i nternationalorgali ations needs furtherthouht. lie requested the Bureautoprepare apaperoutlninga feasibleplanfor strenhtenmtlnultilateralagency coordinat.on ntin America. The paper shouldinclude both whatmissions can do andwhat A.I.D./W can do.
 

Personnel
 

Mr. Kleine said that with the present requirements for project
monitoring and backstopping, it would not be desirable to cut
direct hireipersonnel further.
 

Mr. Kleine said the large number of people monitoring loans in LAMissions compared 
to other regions is due to the Bureau's sector
loan approach and the large amount of loan-funded technical
assistance. 
The Bureau will be moving further along these
in the future. lines
The IDB is not yet capable of tying together capital
and technical assistance, replacing A.I.D. in this role. 
They do
 

http:coordinat.on
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not have a technical assistance field staff and often look to us
for technical assistance to support their loans. 
 There is some
resistance in several of the LA countries 
to loan-.finauced technical
 
assistance.
 

Mr. Williai:,s noxt asked what the Bureau has learned from the useof multi-sector officers to do both loan and grant monitoring.Mr. Kleine replied tha-;t Chile i.s; a Icading Mission in this respect,along with ColuiL'bia znd the Do:'.inican liepubliic. The sectoral.approach has forced the blending of technical and capital assistance.Mr. Stern wantcd to kn0 how this ias dlifferent from what has beenthe coiimoi piactice in the past. Mr. Ileiler replied that inColomni ia, for cx:ampe, thre is a current proposal to combinetechnical :ass is;t;t ce expert S with loan ofiicers to form a jointstaff sub-divcd by sector. In the lhreau as a x.hole, perhaps45% of the direct: hire technician rtaff is both loans and technical 
assistance.
 

Relatl onrhpps vith T te r'r-.ediarfe
 

Mr. Bornst(,ln bro, ht u 
 the point that loan-financed technicalassistance ;'ty free:ze mt U.S. contractors. We should find otherways than the Join route to get: LDCs to focus on priorities and

show proi (Ct Support.
 

Mr. Klelne stated that the 
project dcP'uim 

Bureau's experience with contractors onh;c,; h(,:,n mixed. lie Indicated that A.T.D. will continue to nci a direct hire capacity to do the overall conceptualization an,1 to keep project preposals by interrmediaries realistic.
 

I-os t Cotin t r_r t i .,
,,', 


Mr. Willi.ors 
returned to the dincussion of methods for encouraging
LUCs; to set pri uritic.!;. Pe said that shared financing is 
one way.
Mr. Kleine ;"!d tht Soesn countri es thi; in not the central
point. Our problems are with projects in social areas -- laborand popu l.at ton for example -- cit t.;de of the us.ual governinent-togovernm(ent, proram. Mr. Bernstein suggested thatprojects if we po Intothrit already have adequate IJ)C input, we can be sure of
 
support.
 

Mr. illia-:iCv aid that: budstary support seemed to him to be thebest test of host co~ntry priority, although other tests might bedevised. Ile added thzit 
we should be wnry of accepting commitmentsof support that are to be provicdl- only ,!t som- future time.need to improve our w,!y of fmnd,,, out %hat the host 
We 

countrypriorities are and cncourag,,ng thlem to support projects accordingly. 
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IIIo Intensive Review Projects 

Labor
 

Mfr. 
Williams opened the discusion of the labor program with the
comment that he 
 wps' bothered that Miscions think such activities are

marginal. Ve hoprd that 
the Missions' defnition of developm.ent is
not too narrow, and that it 
includes social development as well as
economic growth. 
 le also said that he wasn't sure whzat 
the vrious

M issions feelings were toward labor projects from his reading of
 
the Bureau's &ubmission.
 

Mr. Kleine responded that the picture is mixed. In Uonduras, forexample, the pronrm is well received, but this 1v 
an exception.

The llureau Lhroueh a contractor has recently 
 completed an evaluation
of AIN'i,) , This review brought out the tact that AILD was using a
"shot xmun" appc-orch; there v;:: little sense of spac ific goals to beachieve. 
Thp QrLu is nOW iLusoura ging ATFInI to :ntrodeuce betterprograr:o:ing, budgeting, and financial rn:m:gnienir based on the conclusion. of 
the report, which ATFlI'D has a ,c.pted, 1h Bureau isa] ,o Inlooing inkto th, re lntiv.ly higph AIM vrhend Another 
Bureau effort is to 
introduce proper evaluation teclniques into
ATFI.) proa;m:s. ie p'i1 u nreau 1;s to s hil.c the entire AUFLD programto a g.lobal grant to YCi.;OVe the need for close lHss ion monitoring.

This, however, Shuwld only be done after good programming practices

are adlopted by ATILD. Of the 19 current programs, seven Missions 
want terminations. 
 At least three host countries want AUFLD 
out.
 

Hr. il,?l]ima asked wixat can be done tc make ATILD activities more 
respons.vc to economic and soc.al deve lopm.nt objectives. Hr. KlIeinesaid tLht ATI'l) is concentrating on labor education: the training

of labor lenders and labor economists. 
 This is an appropriate
 
priority.
 

Mr. Wi ll ms 
asked whether we are under pressure In some Latin
Amerrican countries to di.engage from labor activity. Mr. Ke.ine
said that Costa Rica is 
such a case. Peyu in another. But ing-nernl there Is no wide popular dcmn.-nd In LI)Cs for us to get out.
One problem is that some government don't w:ant us to be stirring

up ideas of a free 
labor movew:nt. 
Also, AIFLD has allowed itselfto be identified w:tlh political parties In various countries and
has refused to do business uith leftist unions. 
This causes it
 
problems, as in Venezuela.
 

http:respons.vc
http:lntiv.ly
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AIFID looks upon itself as a representative of tho AFL-CIO and 
sees
its role as that of maintaining contact with local unions. 
 It wants
to stay on in 
a country even after the A.I.D. dutvwlopment role has
been ended (e.g. Arsentiua). 
 The reality of the situation is that
considerably preater conneuss between AIFID headquarters leadership
and AID/W on program goals and methods is still needed.
 

Labor Attaches do a good job of monitoring the programs and provide
entree 
to host governants. 
Mr. Iallcr sa.d it 
is hard to getATOU staff to 
stick to labor education; they feeil 
they have a
hunting license 
to go into comnunity develo)pment and other social
areas where they lack special compeouce, Nr. UlHia= apalu asked
what ,e could do to 
iiJprcv, the s Ituation. 
that 

Mr. 'ell.er responded

proress will require continuing dialo;ue withi 
AIFLI) P.d that
because there riy be fundc;:mntal difEacences 
of view, chanre may
often require tou level. A.I.D. jnter<:.t and s;-,)rt.It \:Ill beextrm,,ly diffiCult 
to terIna to act i eS'iti in thooe countries
Whore te Mi-sios vant co 
do so. it in hard t-o 
get out from:t
under the du, enic political pressures. 
 Mr. 1.illinms suggested
usinq the 
lAbor Ad vi:sory C;,rittee to discuss program issuesthis hs been a 

as 
u.efn!.vvhicle in getting adminiu.trative reforms
 

in the p st.
 

cfO T._voev'I ,?t!: Act iv i los 

This program 
began about 1964. Tts purpose is 
to take care 
of small
self-help nen , such s dl pip,2 a well or building a school house.
These fforts are do!::I n K to give the US. 
a scud i:mge.progrru mIniy also sport N',(ee 
The 

Corps activities. It is a program
with liLt t or :a ttered overall deve lopmeut ii'pact but with
 
pal:ical pains. 
 It can't be turned over to IDT as 
it does not
 
have the nece;sary field staff.
 

Mr. Stern broo;ht out 
the point that Africa 
uses its special
deve lop:';eut: at-iviti ,s pro;;r: 
 only in those countries where there
are no bilateral activities. 
 lie also pointed out thnt the i osueof support for the 
 Weace Corps was veru different from that ofcreating a 
favorable ii8pre:scion of the U.S. lr. Wt1.iPrs,,ygsted

tiii I o should havr' P uorldwide( rev!,-,f: 
 nc Ice'eI il~factlvi ti o:, "i (1 ....p-',.r:, ti,,.;- sc 
 ............
... ....
-e-

fe ,,,,d PP(t,t ) Xton.; :e
: (dVSlubest hand led. iff how this can be 
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CUTNA 

The review of the CUNA prol;ram shows that the organization is a goodone, but the program needs revamping. It has not yet been decided
whether CITrA pro ject:; shou ld be funded worldwide by O/PRI or

individually Ly the Pegional 
Bureaus.
 

Partnerc of th, All ance 

This program:r has a pr('t deal of poltlcal support. 
 It is supposed
to be a Self-,SupPorting "ppople-to-people" effort. We want to
phase out our :;:ppor: .radoa] lv ond have begun to do so. There is
now an intr.;;, ra u: withinqu'l l the organiza t.ion. This may

unsettle the ,rq,:nizotin ior s o..eti-,te tG come, and care
quired to avoid viwbro1. in; in 

is re-

A,1,0,D the controversy.
 

I-fr. 1741( r :.i. rivpd Kv v:ip that nil. the intmnive reviewpr _ ctq V'i 
-l 

i I (1I 1I4 11t II,-1 , ,, ,, . Some willbe golne vc tlt~e- 12' normal c\'aluation p)rocedures, others will bediscussed with llItilater;,1 
 'runcivese, and the hlance looked over
in special reviews conductud, in the first instance, by the
 
Miss ions.
 

IV. LtAntiiw e with the TAB Proran 

Mr. Heller disc us;t6 LA Purlall-TAB ]ina:aves. He commented that thevarious TAB projucts prur-n mixed picture --
 for example, TAB
agriculture projects in p::rticular aro very u elul, health projectsless so. 'ihe,, .t-at va lulte of 'JAB is tLnt it provides high qualitypeople to 
help the "i:;,jtsioni; with va i ots problems. The Missions
 
are now becomi ,, awnre of thin 
 resinree. Uufortumnately, some
projects in TAb 
high-priority areasi 
ar, weak. 

It is much too early to tell how useful the key problem areas will
be. The key prob ,.,m
area papers reassured Mi 
"zions on programidirection but 
cii rpd little iu the way ofl uco ideas. The Missions
will not be able to qet ribstantive 
 value from the papers, as theyare 
not country specific. However, it is a real. beucfit to know
that there are pt-optI in AI .1). / 
 thi nking along parallel lines
about probl ms which h've been defin.d in spucific country settings.
To make the ke," problem area 
process ,are relevntit, the papers
should he sent 
to the field for di scn 
sni on hy technicians fromvarious tNisio.l: who are inCLrested 'n the problems posed. Thisis the way to bu,ild in country e(.perivnces and felt needs.

Generaliztionr; should 
be built from the field up.
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There is some linking of TAB research projects with Mission programs.
The problem is building field needs into TAB projects. Right now
TAB is using the "s'lopping cart" approach; TAB offers a selection
of projects th~t Mission can draw from. There needs to be a
 
better upward flow early on.
 

Mr. Bernstein corT-;ented on the Bureau's presentation of the key
problem arcas. 
 ie said that key problem area; are a device tohelp TAB dccide where it shouLd focus its efforts -- not a device
to answer prormmnatic questions. The process 
of formulating the
key problcr. areas was not unilateral, but was discussed with
Niss;ions and The
others. key problem area task forces have the
job of "buil'ir,.. an interface with the field." 
 The next stage of
the TAB effort vill. be t:o build an effective response capability
to assist fic dissi;ns in solving the i;ost pervasive problems

in tlheir countries. 'iore 
 have been kood working relations 
bctween TA; the Lntinand America bureau. 

Concerning 231(d), Mr. Heller said there are two projects to which

they give h1ip prners. Sfveral others are of moderate value. The
Uisconsin I .. d tenure project is a high priority project, but is

not well 
 str o u red. }. I eels that 211(i) nv'ds bett(r designed
goals in its projects, rnd 
the projects themselves need 
to be made
 more relevont. .e should evaluate these projects before spending
 
more money on them.
 

Mr. lel]er a ,os myntioned that he didn't believe lessons of the
Latfn America Bureau's extperience with sector loans 
was as fully

used by other parts of t.he Agency as it might be. 

V. bura u Proress Toward Trans ition Goals 

hr. Williams asked the Uinreau how they felt about the use of
inter diari es. IEr. Ueller' s response was that this is not

issue as IA has alrend, rh ifted program 

an
 
is-plesvantation to intermveIinries. ie also mentioned th[, incrca sing ue of local firms todo project wnuit oring. Mr. 1.1li.,s wondered whether any of these

firms could wor: out si Sc the Latin American region. Mr. liellrsaid that on en inerin type project& this was possible. There
 are also sooe min,:gem t cunsu tin, firms that are quite competent
as w,11 as a i: in mun ic ipa. gov(,rnf,ent. Mr. Williams asked
about U.S, pI'vaW gerotups \With c apabilities that were not fullyutilized in rhe Latin Am.nrican area. The response was that there 
were probably some such groups. 



.... 
 Mr. Williams asked what countries were farthest down the transition
 
road. 
Mr. Heller r'eplied that Costa ,Rica, Paraguay, and Colombia
 
were farthest along. 
In Colombia we 'willsoon be considering a
proposal for a block grant to fund our technical assistance,-,program,

We hope that the proposal will not be undermined by the necessity

to 
impose detailed A.I.D. administrative and fiscal oversight.

Honduras is the least advanced in transition terms because of
special problems, 


i.
 
In summry, the Bureau be1 
evesithascompletedthetransition
- .........
 

...............
ntredliires and utilizes multilated'ral agencies in key areas. 

The Bureau raised one additional point. This concerned the require
ments that GAO in now attempting to impose on Missions to monitor
multilateral agencies. 

"I.
 

The Bureau has been telling GAO we have no
such responsibilities. 
 There is now a printed draft of a GAO
 
report that concludes that the Missions have been'deficient in
monitoring rDB loans. 
Thle Bureau wants gu.idance on what to do
when they get the formal report. Tie upc htsml 
reorts
 
will follow on the IBPRD and the OAS. A.I.D_ may" already be near,the point of encroaching on the independence of these organizations,
nnd the Agency must face the issue oC monitoring reaponsibility_
before serious relationship problems arise. 
LA,ha's a draft memo
 on the subiect thant 
is now with the AG, but this Is a maior USG
polic-y matter which must be settled with the various internal annd

external oversight groups. 
 /
 



ANNEX D
 

SUJMMAR~Y OF THE EAST ASIA TECHNICAL ASSISTANCE TRANSITION REVIEW4 
June 23, 1971
 

Introductory Remarks
 

Mr. O'Connor opened the meeting with an 
introductory statement outlining
the Region's technical assistance program. 
He said that the 14 East Asia
Regional projects should be differentiated from the country programs
because they are 
essentially worthwhile targets of opportunity in response
to LDC requests. This 
is why the East Asia Regional program is spread

over a number of sectors.
 

The three "development" countries within the.Region.are sophisticated.
........... 
 thughin different ways. Korea has already advanced to a second generation" of technical assistance requirements. 
 hey have the managerial
capacity to absorb sophisticated technical assistance. 
We now provide
about 67 percent of Korea's technical assistance and are seeking other
donors to share the burden. The Philippines is also a relatively advanced
country, and accordingly our program has been completely revised there
since FY 1967-1968. Our activities are now based on fairly advanced
technology. 
We need to continue to look for uther donors in the Philippines,
 
as in Korea.
 

Indonesia presents a somewhat different situation. This has been a "low
profile" program. 
We provide only 23 percent of Indonesia's technical
assistance. 
We have only eight projects and a relatively small number of
people in this large country.
 

Regarding multilateralism, East Asia's Regional program (RED) is largely
multilateral, with several donors for most projects. 
 The consultative
group now starting up in the Philippines looks good, and the IGGI inIndonesia is the most sophisticated of all. 
In technical assistance, the
UNDP has not been an effective coordinator in Indonesia. 
The government
is trying to do the coordination job itself.
 

Mr. O'Connor mentioned one point concerning the move from direct hire to
contract: 
 The Asians don't distinguish between U.S. direct hire and contract
personnel, so 
the shift is not achieving a "lower profile." 
 He believes
that contract personnel cost more, but we don't have accurate figures
particularly indirect overhead costs on 
-

direct hire -- tb show the difference.
 

General Discussion
 

Mr. Williams said th- Bureau seemed to be speaking in two directions. On
the one hand they say they have made the transition, but on the other hand
they say it doesn't make much sense. 
 He said this impression came through
strongly in the Philippines transition airgram. 
He pointed out that we
have had personnel reduction efforts since the last administration
the difference is style and thatof operation rather than numbers. Country programning 
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',- the world over has given us 
a strong influence and a means to pressure
for implementation of the A.I.D. position. 
What we want now is to get
away our former intervention, style and have less involvement with
country policy. 
If we simply hire contract people and use them as direct
hire, there will be no change. 
What we neeW is a different approach and'
new concepts of programming. Indonesia is 
a good example of how we should
 
operate.
 

Mr. O'Connor observed that what we need is good management, that the change
to contracts is not the key. 
Mr. Williams repeated his point that the
issue is one of style relying more on indigenous leadership or other
donors. 
Our goal is to reduce U.S. official presence and intervention.

However, we will continue to need direct hires for project monitoring

and-we will need, to retain our -good people., 

The Bureau was asked to explain their statement that "barnacles" exist
which inhibit reduction of personnel. 
The Bureau said this included such
things as procurement regulations and detailed administrative oversight
of contractors. 
Mr. Parks mentioned that we are now reviewing contract
procedures, grant proceaures, and host country contracting experience to
determine how best to simplify these processes.
 

Mr. Williams asked why the projects selected for intensive review involved
such a small share of Bureau funding and staffing. Mr. O'Connor responded
that (except for the 14 Regional projects) the whole program consisted of
only 26 bilateral TA projects, 7 of which are new in FY 1972. 
The program
has been carefully scrutinized and revamped in the past several years.
a rcsult, the current program is already in the new context. 
As
 

Mr. Williams inquired as to whether the Bureau had looked at sectors or
activities that might be taken over by multilateral agencies. Mr. Templeton
replied that the Bureau has considered this but has not identified any
for which a shift could be scheduled, except the two listed (Malaria and
the Philippines water project). 
Mr. Williams asked what the multilateral

agencies do well. 
The response was "economic analysis." He asked about
technical assistance. 
 The reply was that UNDP competence is low as UNDP
lacks good people and timeliness in project implementation. Nevertheless,
we 
are encouraging UNDP as well as other multilateral agencies to take up

technical assistance projects,
 

Mr. Williams observed that there are many small projects in the Bureau in
a relatively large number of sectors. 
 Mr. O'Connor said this occurs
because the Regional program uses 
a "target of opportunity" approach.

Mr. Williams as1 ed whether the Bureau felt that it was doing a good job
in education. 
 The response was, yes, with participant training in

particular a good,example.
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Mr. Heyman asked if UNESCO or FAO could undertake some of our projects.

Mr. Templeton replied that we are out of education in the traditional
 
sense having only one "old style" general education project.
 

*Relationships with TAB
 

In response to a question from Mr. Williams, Mr. Johnson said the help
received from TAB is a "mixed bag." 
 In some areas the services are good;

in others the TAB pr6grams are not relevant. Prior to the transition

exercise, the Bureau sat down with TAB and went over 120 TAB non-population

projects. 
Of these, the Bureau had a high interest in 13, a moderate
 
interest in.39,. and no interest.in.68._ -TABprovides a range of'- services
from answering inquiries to providing advisors. 
There is a reservoir of'
 
support technicians available but only part of it is used. 
There is also'
 
a problem in obtaining timely services. 
Of the list of projects that PPC
selected as samples for review, the Bureau is getting much use from agriculture General Technical Services; however, the Bureau is not using
research.projects much. The Bureau also felt that for the most part 211(d)
activities have not been related to field needs and so 
are not currently

useable; 
current 211(d) projects are designed to relate to the grantees'
United States based interests, with few exceptions.: Sixteen of the Bureau's
 
own projects relate to key problem areas.
 

Mr. O'Connor added that the Bureau has no projects that are totally dependent
on TAB, and that if some of the TAB research projects turn out well they
will use the results. He expressed concern that key problem area work,
especially research, won't relate to LDC priorities. He asked if there will
be a market for the TAB produet and if international agencies could use
the results of the key problem area work.
 

Mr. Williams raised the question of future funding for Regional projects
after the split off of security activities. The Bureau said they wish to
 
move more toward SA funding for these projects. Mr. Williams inquired

whether this made sense for programming purposes. The Bureau felt that
it does in the case of Mekong projects as the river flows through the

security countries; the key is to integrate Mekong Basin work with

individual country plans. 
 To do this, it will be necessary to "operate
 
out of one hat."
 

Mr. Butterfield mentioned that TAB has excellent working relations with
the East Asia Bureau. Mr. O'Connor pointed out that this is 
so because

the East Asia countries are at the same high level of sophistication as
 
the TAB projects.
 

Mr. Stern said that other Bureaus had raised the problem of the need for
larger Bureau staffs in Washington t6 offset decreases in the field 
-- in
particular for skills such as project design and evaluation. He asked
 

Ii
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whether the Bureau had thought about this. 
 The response was that the
Bureau has not done much planning'on the subject but is not currently
anticipating adding more people. 
In reply to a question concerning
placing of direct hires returning from the field, the Bureau said this
is an Agency-wide problem and the Bureau will not be able to place all 
of them.
 

Intensive Review Projects
 

There was general agreement on the Bureau and PPC comments on the fourprojects selected for intensive review.. The-Telecommunications -Project,.can be SA finded in 1972
, and the Indonesia Development Center activity
will not be undertaken without strong country support.
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4. 	 Pff_o2-a Evafluatoln 

The Yission Director, ProCram Offifcer, and other key officials 

continually review the total effects and responsiveness of all sspects 

of the country program. Mission ' di!so have Lan evaluation officer Ie

sponsible for first hand observation of projects and programs and 

recording and reporting on progress. 

B. 	Project Activity
 

1. 	 Project Developwent 

Given the basic guidance as to the size, technical fields, and type 

of activity which make up the country program, Mission technicians 

working with their host government counterparts conceive, plan and 

draft proposals for projects which are reviewed at appropriate levels
 

in 	 the Mission and host government and are eventually considered for 

inclusion in the country program submission. In accordance with 

Title IX of the F A Act, 4issions emphasize maximum participation on 

the part of the people of the host country by encouraging projects
 

which further the development of democratic private and local govern

mental institutions.
 

2. 	 11roject IMplementation 

(a) 	General
 

Actual involvement of Mission personnel with host country counter

parts in the carrying out of joint Capital or Technical Assistance 

project includes: scheduling, supervision, monitoring, preparation of 

documentation; inspection, maintaining records, follow-up on counrty

comittwii mts, resclution of operating problems, and overall project 

Ynanagement. 
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(b) 	 Contracz
 

hesponsibility of Mission staff for drafting and negotiating
 

contracts for lcal .servi(s enid commodities, initiating and re

vh. ,'ing terms ci' contracts' to be executed in the U.S, reviewing 

terms of 1)crroe,ur'o con1tra.c1.;, monitoring, certifying and reporting 

on contractor pce2forrLance. 

(c) 	Prticipant T1raining 

Missions perform such substantive and administrative functions 

as assisting the host government in the selection of quali,'ied can

didates for recvaunit training programs in the U.S.; drafting schedules 

and itineraries; arranging language training; providing ozientation 

on the U.S. and its cultwre; arranging visas and transportation; de

briefing and ev-aluating retuning participants- and monitoring appro

priate re-employment of retuinees. 

(d) 	 1Vrocurem-nt/Lo istics .namn-

In the project p].anni-g stage, mission procurement/logistics 

specialists must assess B/G capabilities to meet all project commodity 

procurement and managment requirements. Subsequently, they are 

available to actively assist the B/G, a contractor, or a P,,SA group
 

in commodity procurement and rianagment functions including the selection 

of commodities to meet local cli.matic, terrain, and maintenance capa-' 

bility vxiables, supplier options, lead time requirements, spares 

planning, specification preparation, and international commercial
 

practice. Frequent lack of overseas coumodity experience by contractors
 

and PASA groups and of U.S. and international commercial experience by 

the B/G requires such assist-ance to assure arrival of the proper 

commod-ities on the project zi&e at thie riglht tIme. Often, the mission 

procurement/logiStics staff itself procures and manages U.S. and local 

http:con1tra.c1


source project commoditEles, including the sel.ection and scheduling 

of items, preparation of documicntation, local contracting, monit6ring 

of receipts, anu -- in a very few cases, maintenance of full warehouse 

and other logistics facilities. 

(e) Technical Services 

A Mission technician may be a "project manager" responsible for 

all coordinating and monitoring all phases of the implementation of 

a project entrusted to a contractor, other U.S. Agency under a par

ticipating Agency agreement, or oth,:r AID direct-hire employees. 

In some cases he may himself perform a highly specialized function in 

a particular aspect or phase of a prcject either individually or as part 

of a team. The regulair workplace of Mission technicians is frequently 

an office, laboratory, or factory of the host country. Their day-to-day 

advisory services are .nessential part of the projects to which they
 

are ass'.gned. Often their skilL are imparted by the more direct method 

of the clc.ssrcom or seminar, or other training situation. AID Policy
 

Determination 37 requires the following order of preference for pro

viding direct technical scvices (not project manager): (1) contractor,
 

(2) PASAs, (3)A.I.D. direct-hire employers.
 

3. Project LE'aluation 

Missions evaluate projects for on-going management purposes, and for
 

long range futue planning. Yvaluation officers discuss projects with 

key persormel, make personal observations, collect data, review progress
 

repcrts from PASA or contract cniefs, make reviews with host country
 

authorities, and analyze data from all sources to reach conclusions on
 

effectiveness and efficiency, and prepare reports required for AID's
 

world-wide evaluation system.
 



C. 	 Program Assistance Activities 

1. 	 Development 

Noriuilly, A.I.D. provides such assistance by loaning dollar credits 

which the cooperating country can use to import U.S. manufactured 

commodities. In Program Assistance, Missions perform the essential
 

function of analyzing the country's needs, trade patterns, produ-tion
 

capacities, capability of logistically absorbing the commodities, and
 

other economic factors to make a recommendation as to the size Fnd
 

character of' the assistance requircd. An intimate knowledge of host
 

country production capacities, import requirements, foreign exchange,
 

and 	other economic factors is required, particularly when there is a
 

lack of published statistics and information on these critical areas.
 

2. 	 Implementation 

Once approvcd, Program Assistance commodities are imported much as in
 

normal conmercial practive. However, because -these transactions are 

financed by the U.S. Government, we must provide guidance to the LDC 

governmeJt and imiporting community on the application of U.S. statues
 

and 	regulations to the transaction, assist in their ccmpliance with 

special procedures such as the small business notification, grant waivers
 

when appropriate, and assist in facilitating a transaction when diffi

culties arise. Missions ascertain that commodities are actually being
 

ordered, account for their arrival, and determine that they are e-!ntaally 

used in the country's economy.
 

D. 	Other Programs
 

1. 	Private Resources 

MLission Directors are required to formulate a corprehensive Program to 



strengthen and s'rapport the grovth of a strong, viable private sector. 

The prograi,, may include A.I.D. financed investment guarantees, fea.

sibility s;urveys, investment surveys, local currency loans, and 

assistance to dcvelom;_ent banks, development centers, and investment 

centers. A Mission is substEnti-,,ely and proccdurally in.olved in all 

these forms of assistance. Proccdu'es may vary somewhat in each case, 

but normlly the 1iIssion using its knowledge of local conditions, 

reviews and coirrie:lni: to A.!.D._w on applications, reviews Agency Ban]'.. 

reports, monitors undisburscd portions of loans, conducts follow-up, 

discusses progress with borrowers and reports to A.I.D./W visits sites,
 

and offers any appropriate assistance to borrowers, whether U.S. or 

foreign. 

2. Multi-lateral Programs 

Significant amounts of F A Act funds are earmarked by the
 

Congress for contributions to international ortanizations and
 

multi-lateral assistance Mission in
programs. involvement 


these programs inr.udes coordination of A.I.D. with other
 

donor technical assistance projects, participation in the
 

implementation of multi-lateral programs to which we have 

contributed, and cooperation with other donor countries
 

in the implementation of projects and programs being carried
 

cut by a "Consortium".
 



3. 	Disaster Belief
 

Under the direction of the Ambassador, the Mission Disaster
 

Relief Officer (a colateral duty assigned to Embassy personnel
 

when A.I.D. is not operating in the country) notifies Washington
 

inspects and photographs damage, assures that U.S. help will be 

acceptable, alerts U.S. voluntary agencies in the country, orders 

relief supplies, prepares obligating documents, arranges for 

distribution within the country, and establishes accounts, ad 

reports on effectiveness of the U.S. relief effort. 

4. 	 P.L. 480 

A.I.D. activities wmder PL 480 (the Food for Peace law) include
 

furnishing food to combat hunger and malnutrition and to support economic 

development, family planning, nutrition, private enterprise, and
 

agricultural deielopmcnt and production programs. Based on local neqds, 

Missions develop couantry p.itns, Food for Work projects, sales programs, 

the ordering of food project comodities, the resolution of food 

program implementation problems, and evaluation of food programs. 

A.I.D. Missions work closely with the overseas representatives of 

U.S. Voluntary Agencies and with host governments in the developmeat
 

and execution of food projects, and with the latter in reprogramming.
 

the local currency proceeds of agricultral commodity sales programs.
 



I.* ThC(JGIA? SUPPORT 

A. Finrncial M nu eient 

1. Financial Review
 

Mission controller staff conduct pre-implementation reviews of the 

financial feasibility and procedures of Capital and Program Assistance 

proposals; advise host country official and. prospective borrowers cn
 

A.I.D. fiscal requirements and regulations; review Mission contracts;
 

conduct price analyses; and follow-up on ,:,lit reports affecting the
 

Mission.
 

2. Accounting 

Mission controllers account for dollar and foreign currency funds; 

draw-downs on lans; record PL 480 local currency generation; maintain 

salary, receivables, and property accounts; perform commodity arrival 

accouting- review status of obligations, and prepare financial reports.
 

3. Operational Budgeting 

Mission controllers supply data for and collaborate with the Program 

Office in prepiring requests for program and administrative funds; 

maintain and furnish cost factors for all Mission estimates; perpare fore

casts of workload, obligations, and expenditures; maintain dollar and
 

foreign currency budget control; assure Mission compliance with lirit'

tions and directives; and control generation of foreign currency under 

special letters of credit. 

/
 



B. 	 Personnel Manarg:ent 

1. 	Personnel Policy and Regulations
 

Although most policy and regulations for U.S. employees are established
 

in Washington, Missions are required to establish some local rules in 

cooperation with Embassy staff. For) local national and third country
 

national employees, the function 4s quite significant, however, as the
 

basic guidance furnished by A.I.D./W has to be supplemented in each
 

country by policies and regulations compatible with local requirements.
 

2. 	Personnel Recruitment
 

Recruiting for U.S. employees normally takes place in the U.S. on the
 

basis of qualifications established by the Mission for technical posi

tions. However, all recruiting for local and third country nationals is
 

performed by the Mission.
 

3-	 Personnel Appointments and Assignments 

Although the basic decisions and paperwork are accomplished in Washington
 

fbr U.S. employees, Missions obtain country clearance for new hires, process
 

completion of assignment reports for employees nearing completion of
 

tour, and attend to a significant amount of telegram and cc.-respondence 

traffic concerning new appointments, reassignments, separations, etc. 

Missions accomplish all of the decisions and paperwork on local and 

third country national employees.
 

4. 	Personnel Processing
 

Personnel actions for U.S. employees are processed in A.I.D./W, but the
 

Mission handles many other documents, including SPARS, health and life
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insurance forms, allotments of pay, performance ratings, development 

appraisal reports, arrival and departure notices, etc. The Mission
 

processes all personnel and related actions for local and third
 

country employees, includIng personnel actions.
 

5. 	 Personnel Orientation and Training 

Missions conduct orientation programs for all employees, and arrange 

laguage training for U.S. employees. Opportunities for developmental 

training are made known, applications are reviewed and acted upon, and 

attendance arrangements are made when training is approved. 

6. 	 Epiloyee Management Relalions 

The usual problems of keeping personnel content on the job are com

pounded in a Mission by language, climate, culture, and other environ

mental problems for U.S. employees and their dependents. Local employeeE 

also present unique problems such as different labor laws and customs 

and special sensitivities. Both sets of problems are time-consuming 

and 	require skillful handling.
 

C. 	Security Management 

Missions designate a Unit Security Officer who supervises document and 

communications security, and essential physical security for real and 

personal property. These activities are closely coordinated with the 

Embassy Security Officer who is responsible for security clearances for 

A.I.D. local employees.
 

D. 	Management Services
 

1. Manpower Planning & Control- A.I.D./W imposes position ceilings and 

employment limitations. The Mission (usually the Executive Officer) 

reviews program and administrative staff requirements to insure that 



these limitations are not exceeded, and that needed vacancies within 

ceilings are properly staffed.
 

2. Management Analysis Service - Depending on size, Missions have given 

attention to their organizational structure, workload distribution, dele

gations of authority, manpower utilization, directives system, etc. The 

these functions and may have additionalExecutive Office usually performs 

staff to do so in large Missions. 

E. 	Legal Activities
 

Missions have resident Legal Advisors when authority in The Capital and
 

Programn loan areas have been delegated to them, or whenever size of
 

program and complexity of host country involvement so indicate. Legal
 

Advisor functions include drafting and interpretation of bilateral and
 

authorizations,multilateral agreements; reviewing other agreements, 

and contracts; drafting or reviewing loan agreements; reviewing claims and
 

appeals against the Agency.
 

F. 	Administrative Services
 

Missions usually provide direct-hire, PASA, and PSC employees with the
 

same administrative services provided in the U.S. plus such overseas
 

essentials as housing, utilities, schools, and commissaries. Other
 

services provided include office space, equipment and supplies; vehicles;
 

travel authorizations and arrangements; customs clearances; acquisition, 

management, and disposition of real property; administrative contracting
 

and procurement for local supplies and services; and records management and
 

communications.
 



G. 	 Audit Compliance and Investigation 

1. 	Audit and Compliance
 

The Auditor General's Office of Audit reviews A.I.D. operstions
 

world-wide to determine how authorities are being carried out and
 

how policies and stanuards are being observed. Auditors in the Office
 

of Audit are deployed into teams which go abroad to audit A.I.D. programs.
 

In 	addition to these Washington-based auditors, there are nine overseas
 

audit headquarters known as Area Audit Offices who assist the Washington
 

auditors in their reviews of Country and other overseas programs, and
 

"resident" auditors, permanently based in countries where there is a
 

requirement for a manyear or more of audit work. 
All auditors, resident,
 

Area, and in Washington, are responsible to the Auditor General and not
 

to the line offices whose programs they audit.
 

2. 	Inspection and Investigation
 

Another overseas funiction under Washington supervision is carried out
 

by the Auditor General's Office of Inspections and Investigations.
 

This office investigates possible violations of A.I.D. regulations and
 

the Federal criminal and crime fraud statutes, and inspects to uncover
 

any irregularities in compliaice and integrity of operations. 
The
 

inspectors and invest: !'-tors abroad are responsible to Washington, but
 

keep the Ambassador and the Mission Director informed. 

H. Information Services and Public Relations 

As an instrument of U.S. policy, an A.I.D. program should have maximum 

favorable publicity in the host country media. Missions work closely 

.with USIS to obtain good coverage. In miost A.I.D. countries, the program 

continually develops human interest and other newsworthy material which 

can 	be captured by an alert writer. General brochures and other hand-out 
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material also have to be kept up to date. 
Items having U.S. interest are
 

forwarded for use by the Inform&Aon Staff of A.I.D./W.
 

I. Liaison
 

1. Host Government
 

In an A.I.D. Mission, contact with the local authorities may be as
 

close as that of a technician whose regular work place --
and sometimes
 

his residence --
is a host country office or other facility. Other
 

Mission officials have regular daily or weekly contact with their
 

counterparts and much of a Mission Director's time and of his top staff
 

is taken up with a conscious effort to see and have dialogue with as
 

many host country officials as possible to improve the climate in which
 

the A.T.D. program is implemented.
 

2. Internatonal Qiyanizations and Other DEbassies 

When an A.I.D. Mission is involved with other donors in a joint under

taking, close working relationships are essential. 
However, to carry
 

out its nornal task of external aid coordination, a Mission is obliged
 

to maintain good relations with other potential donors for the exchange
 

of information.
 

3. Visits by Representives of U.S. Government and Private Organizations
 

Such visits are the best opportunity an A.I.D. Mission has to demonstrate.
 

its activities and accomplishments directly to an interested U.S. organi

zation. Such visits (Congressional, private, industry, non-profit organi

zations, senior Executive Branch) are not infrequent and command signi

cant amounts of staff time, but can be very useful in gaining U.S.
 

support for foreign assistance programs.
 

A/MP
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