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ACTION MLMORANDUM FOR THE DEPUTY ADMINISTRATOR | Y

THRU: EXSEC »

N

. 4
FROM: Robert Hug'.if, Chairman of Ad Hoc Task Force
SUBJECT: USAID Role and Style in a Reorganized AID

Problem: To arrange expeditious clearsnce of nroposed
message to the field on the above subject,

Discussion: The Ad 4oc Task Force of Mecsrs. Benz,
butlerfield, Fischer, Harrison, and myself have reviewed
the pertinent papers on a recorganized AID that concuern

the role, style, and structure of the USAID. Based on
these studics, we have preparced the attached diraft message.

We have concluded that, despite its length, the messape
should go us a cablc in order to save time and to assure

that all missions reccive it simultaneously. It is

attached as Tab B.

We rccommend that the message be specifically addressed

to the Aubassador as weil as the USAID Director or AID
Reprzsentative in order to tncenrage a policy-level response;
For the convenicnce of the Ambassador, the message

sunmarizes previous information on the reform sent in

other messages, which are Cross-referenced.

The Task Force also propcses that two detailed documents
which are not yet official Do pouched tc the field in
order to give Missions a more concrcte idea of what is
meant by project monitoring and collaborative style and

in order to get comments bofore policy statements con these
s'hjects are issucd. One of these dozuments is a

siightly revised version of the "Report of the Projoct
Menitoring Resourres Group™ (Benz aroup) which you have
scen.  The other document is a propeosced statement on the
"Roles of Cooperating Countries, AiD and Intermediaries

in the Planning, Implementation and Zvaluation of
Technical and Cther son-Capital Assistance." It was
prepared by the Program Ivaluation Committce and was
reviewed und approved by the Working Group on Instruments
for Increcascd isc of Non-Government Organizations. (Levick
group). These papers are under Tab C, which is typed as
an airgram,



In view of the urgency, the Task Force has nct attampted
to clear the draft cable nor the airyram with the Bureaus
and offices represented on the Administrator's Advisory
Council. 1If you approve the messaces, 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
addressecs 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
above or such variation as you may desire.

OPTJON 1. ' Yes No
OPTION Z. Yes — No

——— e e

VARTATION:



DEPARTMENT OF STATE
AGENCY FOR INTERNATIONAL DEVELOPMENT
WASHINGTON. D. C. 20522

OFFICE OF
THE ADMINISTRATOR

MEMORANDUM FOR: AA/SCR, Mr. James F. Campbell
AA/PPC, br. Philip Birnbaum
AA/TA, dMr. Joel Bernstein
AA/PHA, Mr. Jarold A. Keiffer
AA/ASTA, Mr. Donald G. MacDonald
AA/AFR, Mr. Samuel C. Adams, Jr.
AA/LA, MNr, lerman Kleine
CO/SA, Mr. Roderic L. O'Connor
GC, Mr. Arthur Z. Gardiner, Jr.
AG, Mr. Eaward F. Tennant
OLA, Mr. Matthew J. Harvey
OPA, Mr. Clinton F. Wheeler

SUBJECT: USAID Role and Style in a Reorganized AID

The Ad lloc Task Force which I appointed on the above
subject has preparcd a draft cable to the field (Tab A).
Your clecarance or comment 1is rcquested by August

The Task Force also proposes that two additional documents
be pouched to the field. Thesce arce attached to an

airgram under Tab B. They would go to provide more
background for the ficld and to clicit comments. Both

arc the products of special groups or committees. Neither
is yect official. You arc not asked to clcar these papers
speccifically, mercly to indicate whether you are willing
to have them transmitted.

Maurice J. Williams
Deputy Administrator
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and character of programs and substantially roduced direct hire staff. .

AID.B-13A (12.67)

Some have also changed style and structure correspondingly. VFhile
USAIDs will continue to slim down as program concentration continues,
FY 1973-74 reductions will be more apparent in AID/I as result consoli-
dation program support {functions. Thercfore this message deals more
with future USMD mode of operation and structurc than with further
reduction of Mission staff. Tollowin: paragraphs vere drafted
principally with development assistance USAIDs in mind. They have
relevance, however, to supporting assistance USAIDs, whose comments are

invited.

ELIZTNTS OF IUFOR:]

4. 1In recent years, economic assistance nas been thoroughly

recxanined in order to adjust to chaneing nceds,relatinnsinips, and
atvitudes -- and our changing perceptions. During past year, AID
itsel ! assuncd leadershin in staking out policies for 1970's. It
‘also decided oroanizationnl and orcrational ciaanges to facilitate

achicvonent of objectives.

5. Our overriding concern is witin busic human needs of people in
developing countries:  useful amnloyment and cducation/training to
help assure 1ty cood health and food that supports it, children who
are vanted and assured of livine conditions consistent with human

dignity. &c belicve efiorts towand these basic neads contribute to
UNCEASSTHTLD

CLAD ficAt o
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long-term US international interests: self-reliant societies in the

developing world, expanding world cconomy with increased trade and

access to resources for benefit of all, improved prospects for world

peace.

6.

Agency's reform cmphasizes:

a. DMore collaborative style of assistance which recognizes that
people of developing countries are at center of deveiopment
and that intcrnational development assistance institutions are
asswiing increasing role.

b. Reduced US goverment presence and profile overseas.,

€. Increased participation in Planning and evaluation as well as

implementation by US private professionnd, busincss, cducational,

non profit, wnd voluntary organizations. Special attention to
finding fresh ways of relating innovative, creative and
knowledgeable U.S. individuals and Institutions to developing
cecuntry individuals and institutions in joint problem-solving
cfforts.

d. Concentration on a fow key uwman problems to whose solution
U.S. can bring special couipetence and sufficient nass of

talent and rosources to make sionificant contribution.

¢. Broadened application of tools of scctor analyais and programmning

for such prollem: as food production and mariceting, oducation,

health, and population.
__UNCLASSIFIED

CLALGINICATIUN
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PRINTED 8.02
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Better integration of technical, capital and food assistance.
Increased emphasis on careful innovation, using targeted
rescarch, pilot ficld tests and informatioa networks to

apply scicice and techrology.

AID/W reorganization to cnhance its program support capacity includes:

a‘

d.

Establishing Burcau for Population and 'umanitarian Assistance
(AA/PHA) with centralized population office, strengthened capa-
bility to respond to needs of disaster victims, and improved
relationsnips with voluntary organizations, cooperatives

and other private associations.

Lstablishing Burcau of Supporting Assistance (CO/SA) with
principal Vashington respousibility for AID programs in

Victnan, Cambodia, Laos, Thailand, Jordan, Israel and Malta.
Reorganizing regional burcaus to strengthen sector analysis

and programiing cupabilitics and to assure cffective

integration of program, loun and technical staffs. Regional
burcaus and TAD working together are to provide best available
technical talent.

Through Technical Assistance Burcau (TAB) leadership, strengthen
AID's capacity to help LICs [ind answers to critical development
problems by increased applicd rescarch and by new forms of
institution buildine includine links amona strengthened LDC
institutions, U.S. public and private institutions and

CURCLASSIELED

CLALLIFICATION

FR?‘CD 8.69
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international research centers.

e. Establishing Bureau for Program and Management Services
(AV/SER), vhich consolidated all engineering, contracting,
procurcment, personnel and administrative servicces previously
perfomed scparately by AID/W Bureaus and Offices. (Details
on A\/SER organization and its expected impact on field were con-
tained in July 21, 1972 letter from James F. Campbell to
Missiun Directors).,

f. Strengthening Burcaua for Program and Policy Coordination
(PIC) by transfer to PPC of budget and cvaluation staffs,
creation of a Development Program Review Office integrating
capital and technical assistance roview, reorganized of fices
for internitional assistance coordination and for policy
analysis,

g. LIstablishing Administrator's Advisory Council for regular
consideration of key policies and Project Approval Committee
under lcadership of Deputy Administrator ior consideration of

sclected projects and issucs having general applicability.
LAPLICATIONS TOR MISSTONS

8. Implications of forcroine for ficld missions will vary according
to stage of developmont, nationnl values  and attitudes, political
and psychiolovical [actors of country where you work. Dersonal
relationships can aiso influence developnent assistance rclationships.

TUNCLASSILIER o™ T - 0

AID-B.13A (12.67) _ PRINTEOB. 80
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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 cf role has produced important results, but its
paternalism impinges on increasing IDC sensitivity about national sover-
eignty. DMost cncouraging aspect of development performance in the
sixtics which brings optimism about future was emergence of corps of
modern and dedicated LDC planners, technicians, managers. Prior to their
cnergence, AlD activism justified by absence of alternatives. Now

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

10. Similarly, within agrced project purpose and scope, AID is
encouraging morc innovative and sclf-reliant rol: and more responsibility
for US institutional taleat centers and more direct problem-solving

links between US and LDC professionals. Traditional directive role

of USAID rc AID contractors or grantces is cvolving toward increasing

discnuazement.

11. The continuing reduction of direct hire ficld staffs reinforces
above tronds and mekes imperative reassessment of what field
representatives can most productively do.  Increasingly, role should
consist of following four functions:

a. Advisor/Counsclor. BPircct hire personnel arc unlikely to
 UNCLASSIFTED

CLALSH le'flON
) Q\N‘rm 5.6t
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provide operational technical advice as in past, but mission
leadership and scctor generalists can be useful disinterested
source of advice and judgment on key development problems,
opportimities and talcnt. AID's R and D activities, experience
in other countrics, and access to variety of public and

private institutions make it important source of advice and
channel for immovation, particularly for analysis and planning
in scctors seclected for concentration of AID resources. Field
staff can also play role of tulpntlbroker, putting LDC's in
touch with centrally-funded or other professional talent working
on preblems outside arcas of local AID concentration. |
Similarly, staff will nced to keep IDC's informed of opportunities
to draw from and contribute to global knowledge banks emerging
as part of intcrnational R § D networks.

Financier. My January 24 memorandum said, "Increasingly,
A.I.D.'s role will be to plan development programs, to help

fund private orpganizations to design and execute development
activitics in collaboration with experts and institutions in

the developing country and AID, and then to monitor the progress
and results.”  The nomal steps leading to a decision to finance
will be as follows:

(1) study cooperating country development plans and priorities
(2} identify priorities of other development assistance donors

_UNCLASSTEIND

CLAGLLIFICATION
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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 formulation. (Often using outside
experts for temporary help)

(5) prepare documentation for AID financial decisions.

c. Nonitor. In the past, USAIDs literally managed many technical
assistance and loan projccts with direct hire personnel; in
the {uture, we will monitor them. If we do not manage, we
will not nced project managers. We will need project
officers to cnable AID to exercise prudent oversigit of
AID resources and to evaluate progress in order to determine
next steps, as well as to advisc on project désign. Monitoring
function serves interests of both cooperating country and US.
(Two dctailed discussions of implications of collaborative
style for monitoring are being pouched separately to elicit
ficld comment.)

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

more sclective, we must build more cfficient and decper
working relationships with multilateral and other bilateral
donors. AID ficld personnel should cncourane cooperating
country and UN or other international organization to take

CUNCIASSTETED \\

CLA .;H ICA(ION

AlID.8-13A (12.67) . PRINTED B.80
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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-
cations 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/I® informed.

12. Style. Image we wish to project is that of unobtrusive, highly.
professional agency which responds to developing country interests in
basic human 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 substantive vork should be performed by non-government organi-

zations or participating agencies, including the important clement of

being partner in planning and cvaluating as well as managing.
Concentrated prograins should cxclude small target-of-opportunity, short-
duration projects. Uith projects carefully plamed for life-of-project
funding patterns, less bluc-printing, reporting and anmual ncgotiating
should be necessarv.  Direct hire AID personnel should be principally
corcerned with W) strategy and with harmonious and constructive
relation:hips bew cen cooperating country and non-government or PASA

—UNCLASSIFIED \’V .

CLAUHIVICATION

PRINTED B.¢0


http:iEPARTJ.IT

TRRIGR] BEPARTIIENT OF STATE CONTINUATION

POBT

NO. ’ CLASSIFICATION PAGH

UNCLASSIFIED 10

PAGES

12

AID-U-13A (12.67)

organizations, however funded. Field representatives should continually

seek opportunitics to remove themselves from direct involvement in
program design and exccution and to promote solid working arrangements
betwcen US and cooperating country talent through such devices as

Institutional Devclopment Agreement (new type of partnership agreement

to replace ordinary university contracts), participation in international

R & D networks, loan-financed tecimnical assistance, country contracts
(to which LDC and non-government organization are signatories), and
block grants (brvad purpose grants which IDC administers).

(An AID/W Norking Group has recently drafted improved pelicy statements
procedures, and legal instruments for country contracts and grants.

Serics of instructions will shortly be forthcoming).

13. Field-Aid/W Relationshins. Reforms put more responsibilit
P o 4

in AID/W because of desire for lower profile in field, use of
specialists who camnot be regular menbers of field staffs, necessity
for AID/W negotiation with headquarters of intermediaries and

other donors.  These chanoes will require cven closer headquarters-
field refationships than heretofore, with more frequent travel in
both dircctions, regional meetings, written dialogue. At same time,
AID/W has obligation to provide better service to ficld. This has
been key consideration in various clements of reform plan, c.g.
consolidated program and managenent support, improved knowledge
resources through rescarch and 211 (d) grants, devising new contract

- UNCLASSTEIED

CLASSIHICATION

3

4
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and grant instruments, and arrangements through basic ordering
agreements or indefinite quantity contracts by PHA, TAB, ENGR and PPC

for rapid mobilization of cxpert TDY help.

14. AID Ficld Structurc. It is clear from foregoing that traditional

AID style of overscas operations is changing at an acc lerating rate.
Also clear that for foresecable future AID has vital nced to continue
overseas arms -- USAIDs, rcgional or other field offices, Changes in
structure should not come through happenstance and initiative in their
planning should be in field where rese;voir of expertise on overseas
operations and greatest knowledge of host country resides. No unique
size or structurc for direct hire personnel is being prescribed and
field will have flexibility to adjust to nceds of individual country
programs. Obviously structurc should be compact, with little layering
and overhead. USAIVs need to assess the validity of each non-operational
position. Integration of Joan and technical assistance should be
sought. Some functions decrease or disappear: e.g. logistics,
management, docunentation, technical advice. Others continuc or become
more important: c.g, arranging for scctor analyses, collaborative
discussions of prosram stratcpy, advice on project design, talent-

brokerage, monitoring and cvaluation, coordination with other donors,
ACITON

15. Missions should comrient on foreqoing by cable within 30 days,
e UNCLASSTETED. o

CLALLIHIC2TION
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Task Torce on UMD Role and Style will swmmarize for me and my
Advisory Council! vour concerns and proposals and prepare policy paper
for discussion by Concil and chen issuance to ficld as guide for

future action .

16. Mission comments should deal with practicality of forecoing
concepts for local circunstances. Vhat is vequired now at fietd

Tevel to rulke this new styvle werk? In yvour adaptations to date such

as shifting {rem mmacing to monstoring, incressed centralization of
Iending process, use of TV help, orcator reliznce on mtemmediaries,
vhat Eind of problens have veu oncountered?  that pace should
evolutionary process tale?  Vhat yodifications in rour structure,
procedurer, and kinds of pcrsonnél do vou foresce to adapt to

forcpoing concepts?  Our interest here is not in analysis of positions,

dollar size of prooroms nor project lists Lut in general trends and

problems you anticipate,

CABLE FXZE Seam 40 List ©

DAR ES SALAUT TOR USATD AND RDOEA MBABANT: FOR OSARAC

GUNTITINLA TOR USATD D Focap NIAMY TOR ADO

NATROBT FORUSATD AND REDSO/EA YAOUNDL TOR ADO
BANGROR FOIUUSOM D RED ADD: OFCD Paris

DARAR FOR AID
ABITUAN TOR REDSO/VA

CUNCLASSLHEIED L
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DEPARTMENT OF STATE
AGENCY FOR INTERNATIONAL DEVELOPMENT

August 17, 1972

TO: DAA//,., Mr. Williams

Maury:

We arc awvare of your stress that A.T.D.,
should consider itself as the {inancial
"intermediary'” and that this airgran uses
the word in its old sense.

I have groped for a new terme

"Non-povernent organizations' does
not {1t a context that includes |,
PASAs and State government agencics,

"Implementine Acent'-or "Action
Agent," which have been used in the
past, have usually excluded planning
and evalnation {unctions,

T

"Contractor' dous not cover grantees.

If you have a teym, wo can cusily

substitute it throuchout. P
//, )
! 2
“hf
\A

Robert L. {lubbell
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August 9, 1972

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

7
FROM: PPC/PL, Robert L. Ilubbell.’l L/
SUBJECT: Task Force Meeting '
2:00 P.M, August 10.
Each of you provided editorial suggestions which did

not overlap and ceould 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 also changed style and
structure corrcspondingly. While USAIDs wil? continue to slim
down as program concentration continues, FY 1973-74 reductions
will be more apparcent in AID/W as resuit consolidation

program support {unctions. Therefore this message deals with
mode ofiopcratjon 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 1invited.



Changing Mission role is most clearly seen in its

impiications for principal AID representative and his

immediate staff. They will tend to be less responsible

for project munagement and devote more attention and

time to collaberating with host country colleagues in putting
together sector analysis or project design teams, prcject
monitoring, advising on development strategy and AIDs resources,

cecordinating 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
requirc even closer headquarters-{field relationships

than heretoforec, with more frequent travel in both
directions, rcgional seninars, written dialogue. At same
time, AID/W has obligation to provide better service to
field. This has been key consideration in various
clements reform plan, e.g. consolidated program and
Management support, improved knowledge resources through
rescarch and 211 (d) grants, arrangements through basic
ordering agreements or indefinite quantity contracts by
PHA, TAB, ENGR and PPC for rapid mobilization of expert

TDY help, devising new contract and grant instruments.

D -



16. Mission comments should deal with pPracticality

of foregoing concepts for local circumstances. What is
required now at field level to make this new style work?
In your adaptations to date such as shiftihg 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 structurec, procedurcs, and kinds of personnel do you
foresece 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.

R



DRAFT (JS Benz)

8/1/72
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, Putterfield,
Fischer, Harrison, and myself have reviewed the pertinent papers on
a reorganized 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 thal, despite its length, the message should
g0 s a cable in order to save time and to assure that all missions
receive it simultanecously,

We recommend that the messape be specifically addressed to the
Ambassador us well as the Director or Aid Representative in order to
encourage a policy-level type of response rather than operating details,
For the convenicnce of the /mbassador, our message summarizes previous
information on reform sent the field in other messages, although these
are cross-referenced,

The Task Force proposes fhat 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 5lightly 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 vrepared by the Program Evaluation Committee
and was reviewed and approved by the Working Group on Instruments for
Increased Use of Non-Government Organizations. (Levick group)

In view of the urgency, the Task Force has not attempted to clear
the draft messace (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 opticns open:

1. thal you approve the papers for transmittal to the field,

2. that thce Administrator's Executive Secretariat distribute

the papers, arrange for a meeting of all concerned. Comments
made at such a mecting 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

VADTAMT AR,



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 tc field on above subject.

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

Butterficld, Fischer, Harrison and myself which you
appointced on 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 assurc that all missions rcceive it simultaneously.
We recommend that the message be specifically
addresscd to the Ambassador as well as “the Director
or Ald Represcentative in order to cncourage a policy-
lIevel type of response rather than operating details,
For the convenicnce of the Anbassador, our message
summarizes previous information on reform sent the
ficld in other mossugq% although these are cross-
referenced,
The Task Force proposes that twc detailed documen®s

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 style7
and in order to get comments before these are issued.

One of these documents (Tab B) is a slightly revised
vérsion of the''Report on the Project Monitoring Resources
Group" (Benz group) which you have seen and about which
you reccently inquired again. 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 Committec and was reviewed and
approved by the Working 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 . 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. Edward 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). I would appreciate your clearance or comments on
this by August o
The Task Force also proposes that two additional documents
be pouched to the fiecld. These are Tabs B and C. They
would go to provide iore background for the field and
to clicit comments. Both are the products of special
groups or committees. Neither is yet official. You are
not asked to clear thesc papers specifically; merely to

indicate whether you are willing to have them transmitted.

Maurice J. Williams
Deputy Administrator

A
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8/4/72 Draft
UNCLASSIFTED CABLE

AIDTO CIRC to List G

INFO: US Mission OLCD Paris

FROM:  HANNALI FOR THE AMBASSADOR AND MISSION DIRECTOR
SUBJECT: USAID Role, Style, and Structure

1. This message summarizes key elements of reform in economic
assistance program; sugecsts some implications for USALD role,
style, structure and for USAID-AID/W rclationships; and

invites comments.

Z. Previous communications on reforn include "Trensition Plan-
ning for Technical Assistance' from Deputy Administrator February
16, 1971; Administrator's Mcmorandum of January 24, 1972 on
"Reform of the U.S. Economic Assistance Program," Reform

Plan of February 1, 1972, and AIDTO Circ A-543 "Development
Plarming Guidance -- FY 1974 April 15, 1972, Regions and

Missions have also cxchanged messages and had direct consultations.

.
S. /AEAD el wissions havefmade udjnstmcnti)and nany plan

2
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Assions hlvh some unique aspects, tﬁls‘ 'ssage doces. not draw

dJQLlQ&EjOH but lcaves that {or mission comment.

ELEMENTS OF REFORM

4. In recent years, cconomic assistance has been thoroughly
reexamined in order to adjust to changing perceptions of nceds,
relationships, and attitudes. During past vear, AlD itself assumecd
leadership in staking out policics for 1970%s. It also decided
organizational and operational changes to facilitate achicve-

ment of objectives,

5. Our overriding concern is with basic human needs of pcople
in developing countrics; uscful cmployment and cducation/
training to help assure 115 good health and food that
supportsit) children who are wanted and assured of living condi-
tions consistent with hunan dignity. We belicve cfforts

to these basic needs contribute to long-term US international
interests:  self-veliant socicties in developing world,
expanding world cconomy with increcascd trade and access to
resources for benefit of all, improved prospects for

world peuce,



Agency's reform emphasizes:

a4, More collaborative style of assistance which recognizes

that pcople of developing countrics are at center of

development and that international development assistance

institutions are assuming incrcasing role.

b. Reduccd US governnent presence and profile overseas.

¢. Increasced participation by US private profcssional,

business, cducatioral, non profit, and voluntary organizations.

Special attention to finding fresh ways of relating innovative,

crecative and knowledgeable U.S. individuals and institutions

to developing country individuals and institutions in
[relilct~

joiutﬁfol\jng cfforts.

d. Concentration on a few Key human prcblems to whose

solution U.S. can bring special competence and sufficienf

mass of talent and resources to make significant

contribution,

€. Broadencd application of tools of scctor analysis

and programming {for such problems as food production and

markctjng)cdncatjon, health and population.

f. Better iategration of technical, capital and food

assistance.

g. Incrcased emphasis on careful innovation, including

targeted rescarch, pilot field tests and information rnetworks

applying scicace and technologpy.



7. AID/W reorganization to cnhance its program support

capacity includes:

a. ILstablishing Burcau for Population and Humanitarian
Assistance (AA/PHA) with centralized population office,
strengthened capability to respond to needs of disaster
victiws, and imnroved relationships with voluntary
organizotions cengaged in humanitarian activitics,

b. Establishing Burcau of Supporting Assistance (CO/Sp)
with principal Washington responsibility for AlD programs
in Vietnam, Cambodia, Laos, Thailand, Jordan, Isracl and
Malta,

c. Reorgmnizing repgional hurcaus to strengthen scctor
analysis and programming capabilities and to assure:
cffective integration of program, loan and tecchnical
staffs. Regional burcaus and TAB working together are

to provide the best available technical talent.

d. Through Tcchnical Assistance Burcau (TAB) 1lcadership,
strengthen AID's capacity to help LDCs find answers

to critical development problems Ly increascd applied reseca
and by new forms of institntion building including

links among strengthened LDG institutions, U.S. public
and private institutjons and interrational rescarch
centers,

e. lEstablishing Pureau for Program and Management

Services (AA/SER), which consolidated all engincering,



contracting, procurement, personncl and administrative
services previously performed scparately by AID/W Bureaus
and Offices.  (Details on AA/SER organization and its
expected impact on ficeld were contained in letter from
James F. Campbell to Mission Dircctors and AID chrcéentatives
July 21, 1972).

f. Strengthening Burcau for Program and Policy
Coordination (PPC) by transfer to PPC of budget and eval-
uation staffs, crcation of a Development Program Reviecw
Office integrating capital and technical assistance
revicw, reerganized offices for international assistance

coordination and for policy analysis,

g. Lstablishing Administrator's Advisory Council for \
regular consideration of key opcrating and progranm
policios)and Project Approval Committee under lcadership

of Deputy Administrator for consideration of selected

projects and issucs having general applicability.

IMPLICATIONS FOR MISS1ONS

8. Implications of forcgoing for field missions will vary
according to stage of development, national valuc and attitudes,
political factors of country where you work. JPecrsonal relation-
ships con also influcnce development assistance rclationships,
Nevertheless AID reform does imply a set of norms {or role,
style and structure of field missions and for their rclation-

ships with AID/W,
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9. Role. In past, AID often played direct active role in
LDC policy formulation, priority sclection, program planning
and project cxecution. This type of role has produced important
results, but its paternalism impinges on increasing LDC
sensitivity about national sovercignty. Most Cncouraging
Ortngs
aspect of development performance in the sixtices which makds
FC optinisiyiy about [uture was cmergence of corps of modern
and dedicated LDC planners, technicians, managers.  Prior
to their emergency, AID activism justified by abscnce of
alternatives. Wow that alternatives cxist, AID is shifting

to collaborative role.

10. Similarly, within agreed project purpose and scope,

AID is cncouraging morc innovative ad self-rcliant role

for US institutional talent centers and morc direct problem-
solving links between US and LDC professionals. Traditional
directive role of USAID re all AJD contractors or granteces,
including approval of travel, is changing.

COM.{, Fal V\'»')vr~,"} rﬁ.(r/ .:‘//’/I‘;

11. of dircct hire ficld staffs reinforces

above trends and makes imperative rcassessment of what field

representatives can most productively do. Increasingly,
:L\\J“
role may should consist of followjngnfunctlons:

a. Advisor/tounsclor. Dircct hire personncl are unlikely

to provide operational technical advice as in pasfjbut

program and scctor generalists can be useful disintercsted

\'T/



source of advice and judgment on key dcvelopment
problems, opportunitics and talent. AID's R and D
activitics, expericence in other countries, and access
to varicty of public and private institutions make
it importunt source of advicce and channel {or innovation
particularly for analysis and planning in scctors
sclected for concentration of AlD resources. Ficeld
staff can also play role of talent-broker, putting
LDC*s jﬁ touch with centrally-{funded or other profession
talent working on problems outside areas of local
AlD concentration.,  Similarly, staff will need to kcep
LDC's informed of opporturitics to draw from and
contribute to glebal knowledge banks cmerging as part of
international R § D networks.
b. Financicr. My January 24 memorvandum said,
"Incrcasingly, A.I1.D.'s rolc will be to plan development
programs, to help fund private organizations to design
and cxccute development activities in collaboration with
experts and institutions in the developing country
Y

and AID, and then to monitor the progrecss and results.
The normal steps Icading to a decision to finance will
be as follows:

(1) study coopcrating country development plans

and priorities

(2) identify priorities of other development assistanc

donors



(3) select one or morc (depending on such factors

as degree of sclf-help, importance of country to

US) scctors concerned with basic human needs for

AlD concentration

(4) colluboretce with country on sector analysis,

progronm planning, and project formulation. (Often

using temporary-cxpert outside help)

(5) prepare documentation for AlD financial decisionsy.
c. Monltor., In the past, USAID's ITiterally managed
many technical assistance and loan projects with direct
hire personncel; in the futurq, &o will monitor themn.

ITf we do not manape, we will not nced project managers.

%L;{ i?]) need project officers to cnable ALD to
exercisce prudent supervision oveyr its rcsourcos’and to
cvaluate progress in order to determine next steps.,
The monitoring Minction serves the interests of both
the cooperating country and US.
(Two detailed discussions of implications of the
collaborative style for monitoring arec being
pouched scporately to elicit field comment. One
paper ontjt]cd "Projcct Menitoring -- FY 1973"
is a report of an Ad loc Task Group sot up by the
Deputy Administrator during the transition
planning poriud;und the other Wi is o draflt
"Policy Statcwmeont on the Roles of Cooperating

Countrics, A.1.D. and Intermediaries in Planning,

\1
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Implementation, and Evaluation of Technical and
Other Noncapital Assistance" preparcd by the

Program Lvaluation Committece).

d. Coordinator. Since AID jnvolvement will be more
sclective, we must build more efficient and decper
working rclationships with multilateral and bilateral
donors. AID ficld personnel should encourage the
cooperating country and UN or other international
organization to take the lead in coordination, but
we nmust put in considerable lianison ceffort.

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

highly professional agency whichi responds to developing

country intcrests in basic human problems by bringing to

bear highest quality resources US has to offer. Talent

broker function should dominate our style. Deccisions on

strategy should be made by developing country, Large

bulk of substantive work should be performed by non-government

organizations or participating agencics, including important

clements of planning and cvaluating as well as managinge

Concentrated programs should exclude small target-ofl-opportunity,

short-duration projects., With projects carefully planncd

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

reposting and annual negotiating should be necessdary.  Direct

hire ALID persennel should be principally concerncd with

ATD strategy, relationships with other donors, monitoring

of program development and execution, and harmonious and



20
.}J/-
constructive relationships between cooperating country
and non-governncnt or PASA organizations, however funded.
Field representatives should be continually secking
opportunitics to remove themselves from direct involvcment’
in program design and exccution and to promote solid
working arrangements hetween US and cooperating country
talent through such devices as Institutional Development
Agrcement, participation in international R § D nctworks,
loan-{inanced technical assistance, country contracts
(to which LDC and non-government organization are signatory
partics), ond block grants,
(An ALD/W Working Group cstablished by the Deputy
Administrator has recently drafted improved policy
statenments, procedures, and legal instruments f{or
country contracts and programmatic grants. A
serics of instructions will shortly be forthcoming to

the ficld).

13, Ficld-AID/W Relationships.  We in Washington see our

3

role principally as sorvice to/ficld and our rcorganization
was conceived with that in mind. Consolidated progran

amd managerent support should permit bhetter specialization
of backstopping personnel.  Research and 211 (d)} gprants
Improve available knowledge resources.  AA/PHA and TAB
general technical scervice contracts have mobilized non-

goverument orgunizations to respond to mission work-orders



;éf
or contracts. TAB rosters of ecxperts, together with
PPC/PE's indefinite quantity contracts and O/Engr's basic
ordering agrcements permit rapid mobilization of expert
TDY help. Hanual order system being overhauled to condense
and simplify instructions for ficld personncl. New
contracting and grant instruments are being devised.
AID Reference Center will issuc regular accession lists
of reports on previous expericnce and will strengthen its

questicn-ansvering scrvice.

14, AID Ficld Structure. -- It is clear from forcgoing that

traditional ALD style of overscas operations is changing

at an accelerating rate. Also clecar that for foresceable
future AID huas vital need to continuce overscas arms -- USAIDs,
regional oy other field offices. Changes should not come
through happenstance and initiative in their planning should
be in ficll where reservoir of cxXpertise on overscas
operations 1csides. No unique size or structure for

direct hire personnel being prescribed and field will have
flexibility to adjust to nceds of individual country programs.
Obviously structure should be compact, with little layering
and overhead. Intepration of loan and technical assistance
modes should be sought.  Some functions decrease or disappcar --
aspects of logistics, management, documentation, tcchnical
advice. Others continue or become more important - -

arranging for scctor analysces, collaborative discussions of

program strategy and more thorough planning for assistance



activity, talent-brokerage, monitoring and evaluation,

coordination,

ACTION

15. Mission comments should deal with adaptations in

role, style and structure considerced desirable for local

circumstances; pacce that evolutionary process can and

should take$ new nceds to be filled at field or AID/W

levels.  What modifications in structure, proccdures and.

kinds of personncl do you foresec to adapt to new programming
P SN /RN,

conccptimund nelw relationships?  We do not want a statistical

analysis of positions, dollar size of programs or list of

projects. Likewise detailed information on administrative/

Togistic support arrangements were covered in responscs

to AIDTO Circ a 757.

16, Missions should reply by cable within 30 days, addressing
cables to Task Force on USAID Role and Style. This Task

Force will summarize for me and my Advisory Council your
concerns and proposals and prepare a policy paper for
discussion by the Council and then iésuancc to the field

as guide for futurc action.
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reform for role, style, and structura of field mi551on%§
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and invitez field comzents on thoso implications.
1. During the past few years, the objectives, structure,

and opuzrations of the economic asiistance program of the U,S.

Govaernmaent have been tihoroughly reoexaminz?,  The experience

o ti 1960's has bawn studied with Sesteseeslar care.  During
cho past year, AID itséli has asswumed tae leadershin role
In staking out the policies which snould guida the program

i the 1970's.  We nave also come to dacis 1013 as to the

)-’rz .
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organitaticnal and operational changes neaded tqQacnleva the
objzctives towards wiich the new policies work..

2. RMID's overriding concern is with the basic human
needs of the people o) the developing countries: useful
emplovicent, and the cduzation and training that will help to
ﬁﬁ&ﬁme it; geod h=alth, and the fond that will‘contribute to
it; offspring that are wanted and who are assured of living.
Conilitions consistent with hc-nseds~cf human dignity.

2iizva that efforis toward thes? basic human needg best






4, To enhance its capacity to support programns consistent
with the foregoing, AYD/W is baing redrganized.  Thae most
significant changes iaclade the following:

a. Crebdos of the Burcau {or Population and Humanitarian
Assistance (AA/PHA) ., with a centralized ponulation oifiice,

Wity strenqgthenad disastor relief capability, and improved

relationships with voluntary agencies and other entities

=i

engaged in numanitarian efforts.
b. Reorganization of regional bureaus so as to strengthen
sector analvysis and puvogramming capabilities, and to assure

the cifective inteyration of program, locan, and technical #

£
s,

o

s bg/mmﬂlmhj Asffavkul yy\ ¥
‘c. Graatden of & Bureau for Supporting Assistance qq
(CO/SA), with principal Washington responsibility for AID
programs in Vietnam, Cambodia, Laos, Thailand, and Jovrdan.

d. strengthening of the Technical Assistance Bureau's
capacity to find answers to critical development problams
through increasad rescarch efforts, particularly applied
research and new form of institucion building, by TaAB itself,

by U.3. public and privatc institution, by strengthened LDC

nstitutions, and by intarnational research institution linked

-

tc LDC institutiorr,
R PN NI
e. OCreation of the Burcau for Program and Management
Sarvices (AA/SER). DPrincipal features and cmphases are:

dar‘vaﬂ;\'\'nﬂ\ 3 profuyem ew't)dhfnis‘mﬁ
—~Contralivacion of engincering| servicos
¢ pert sennel funehonx previcus lq ?w\r vmed S‘L‘:uya_\}gh‘ lw, 1w, bureaa,s.
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--More effactive and officioent S2rvicing of regional
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reacer verlonslization rad centralization of
controller functions
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——-Preparation of a reviced directives system which
will sepavate policy Efrom procedural guidance
--Reduced administrative/logistic support of U.S.
and TCN perssonincel overseas (s2e AIDTO Circ A=-757)
-—-Further simplification of procurement procedures
. Strengthening of thz Bureau “or Program and Policy
Coordination, including the transier to PPC of budget and
evaluation staffs, establishment of a tac nical assistance

coordinacing staff, and efforts to devise an integrated plan-

ning, budgeting, accouncing, and repnrting system keyed to

L4
Sa2ctor concepts 9 o, I ! i/ S
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5. T fully realize “hat the implications of the foregoing
for field missions are ¢oing to vary according to the stage

the country in which yYou work. I also

recoynize that national values and attitudes, political and


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

psvchological factors, and personal relationships can importantly

influence the nature of developmznt assistance relationships., )
SrMA e dLMc,eS {7
But it seens to m2 that the ATD reform doos 1mply&a«eet—t&?
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0. Role., In the past, ATD has often nlayed a direct
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and active role in LDC policy formulation, structuring of
priorities, program design, and project execution. This type -
of prominent role hias preduced some impgrtant ;esults,‘but it

' Lam vl f0 5
incvitably smacks of paternalisa, and it has -cetbided—ws-dhe
increasing LDC sensitivity on matlers of national sovereignty.
In my view, the most encouraging aspoact of development performance
in the sixties--the one which makes me most optimistic about
the futurce--was (ho aworgzince of a corps of modern and dedicated
LDC planners, technicians, and managers, Prior to their
caergence, AID activism could be justified by the absence of
alternatives. MNow the alternatives exist, and AID should shift
From a leadership to a céllaborative role embracing thes
following functions:

’

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

I Wdvie

)

l

disintarestad]source of advice and judgment on key develovment

problems and opportunities. AID's research activities, its

waporience in other countries, and its access to a wide variety
of public and private institutions make it an important scurce
o sousizdewt wl(//, Cah s A

be-in (p.2) widh U-S nathons/
leZit:%sf )‘U
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of advice as well as a suitable ajunt—of ianovarion. This
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function 1is particularly apnroprialbce --> fhese sectors which
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the USAID selects for concantration, of .
sesources wihiich make the USAID a use-

blay Lie role of development

—

ful advisor also permic it to

r

assistance broker bringing LDC"s together with sources of

>

techniqus and financ
C. €1§a
A—

(and in tie closely-related function of monitoring) that the
]
4

-
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ncef
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new cmphasis on concentration ada sector analysis/prograomming

come 1liato play, althoujh these emphases also strongly influence
[}
ho iy o

the advice and brokorage Zunctions. The wamwat steps leading

to a decision to finance are as follows:

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

(2) identification of priorities&éf other development

assistance institations
< ] w"w Jlu cgun';‘f
s
(3) identification&yf one or more (devending on such’

factors as the degree of self-help, the importance of the

councry to the U.S.) sectors directly concerned with basic

4

-f' -
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human needs {cb R A SR R AU
34
L4

(4) collaboration withAcountry on sector analysis
and program design
Lf\.

(3) preparation of documentation necessary for AID

financial decisions
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d. HMonitoring. +The monitoring fuaction serves the

interests both of th> LDC and AID. By keeping in close touch
with programs during the exacution, phasa, the USAIN is able .

~ -1

Eo assure (1) timely ad-ice on proviem-solving, evaluation,
and adaptation of programs to tho lessons of experience; and
(2) proper discharge of AID's statutory and administrative

responsibilities,

e. Collaboration w1th other dpvblkgwbnt assistance .
-
'/g/ / Z/ ,/ //) ) //—cn.{.._/ /,g/t Uu Avpt SL Ll e
institutions. /*// ¢ -
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7. Stvle. Tha image w2 wish to project is that of an
D —————
unobtrusive, highlv professional agency which responds to
LDC interests in basic numan proble s by bringing to bear the
i olhev dovovs have.

highest quality resourzces the U.S.&has to orfer. The brokerage
funceion should dominacze our _ tyle: . the large bulk of sub-

(XA uu-L ».,..‘ m((,,a—v/ LA I.A 4_,&-_,\4»«' / /ﬁ-mb\-(l‘ 148 ,,/ /,.,/ A ((,[u. 1/‘—‘4 .
stantive work should e performed by 1ntprmed1ar1es, Direct ﬁ
nire USAID personnel snould be principally concerned with
ALD stracegy, relationships with other donors ; the monitoring
of program development and execution, and harmonious and con-
structive relaclowahlus ontween LDC's and intermediaries.

lre |v'1 Vo '~'
The USAID should O&ku'xulj be scelzing opportunitios to remove

will eonflicy widh
. . . . iny F£L palrerns
ltself from direct involvement in program{?xﬁlgn and xecutlon
through such devices as.loan-financed technical assistance,

country contracts (to which the LDC and the intermediary are

tie principal parties), and block grants.



8. USAID Structure. The forogoing implies a compact

USALD structure, alt least as far as direct-hire parsonnel are
concarnaed.  The Director will be served by essentially the

sam2 staff offices (i.e., prorlam, loan, cnglneLrLuc legal,
/:'/' S g S, i ,’{A/' st / AP Y /)/ '/f /- "':-"4"‘ d/f/{/"”
controllier, executive) as heretofore, a—~hsu«h Lhe agency will

continue to consider regionalization and centralization possi-
{rﬁf “;\:,) ’("4‘“’{; Ae
bLLLg'ca which offer increased efficiency and LcUnony)keeplng
N 4 ef sl

in mind that some progress will require full-time at&ention
by som2 or all of these offices. Some internal adjustments

Cin the/s“afL offtces may dlaQ_bL ue irahle, e.g., tho integration

4
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of program and loan staLfs. The principal change in USAID

structures will involve the technical officcg}which will nor-
maily be headed by a seotoral generalist. The degree of

cuvnnrthqrytaff will depend on the n@ture and complexity of
'[1' -4 AL ,l. NTRE e PRYR ' '."r I"U( ,. l\;:.,._ f ¢

’ e ) LR “
proqrams,\ﬂut thesa oificers, as well as the division chief,

shonld normally;be disch ‘}ng the advice, brokerage, and
4 uwonitoring functions and uhould not be ulﬁnl;lcantly involved
fimplewentahoy .

Ao maer . ; .
el nso in airect technical aSSlSt&anA improved—dtratogue—betreen
JLHovwnar -
‘”mxuﬁﬁé* field-and-wWashington--tachnical--staffg “1s-partlcularljm1nportanb.
i,i’M( o«
b v -~ . N . .« . . » -
| Penz )’ 9. USAID-AID/W ielationsnips. To achieve the kind of

USALD role, style, and structure we have in mind, a closer
field-Washinuvton relacionsnip will be necessary. We in
Waniiinogton soe cur rolo principally as service to the field,
G ous ATD/W reorganizakion was conceivad with service very

e an mind.  We ace particularly concerned that USAID': /hvsww<(
Hoolevels

U

xv
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be rfully aware of the Kinds
porsonnel
enougih.  The fiald aast hava o o
gOing on in Washington
to roscarch;intermcdiary institutions
in othzr countries. ve in Washington
tion of the clrcumstance in which vou

I want

improved USAID-AID/ W dialogue, be it ¢

regional seminars, otc,
0. I will bo

hopefully by September 15, 1972,

st S S ra 22
S s RS <3

are inc:eauingly used by USAIDs, bub

grateful for your comments on

Of support AID/W can provide. TDY

thils i

appreciation ol what
parcicularly with respect
and develenwant experience

need a better apprecia-

Operate and your nceds,

You to know of ny personal interest in promoting an

-~

hrougn more firequent

1eld visits to Washington, Washington visits to the field,

the foregoing, .



July 28, 1972

MEMORA JDUM

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,I. 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 themn, as a proposal for the
expanded utilization of private and voluntary organizations in
development programs.

The AA/PHA, Dr. Kieffer, is interested in having the members
of your Task Force on the USATD Role in 2 Reorganized A, L D,
review this paper and use it in their discussions with our
USAID mrissions. Dr, Kieffer thinks it important that our

field operators be made aware of the new directions that A, L D,
is moving in with regard to the increased utilization of private
and voluntary organizations.

Attachments:
5 cys of Paper



“The document otiached represents a pre-
Timinery, intorin prescitation made to,
ana accepled by, the Administrator's Council

on dJdune 7, 1672.¢
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AT.D. and the

Independent Voluntary Secior

Bureau for Populction and Humanitarian Assistance

June 2, 197?



SUNMALY

Concerning a proposcd new and cxpanded role for private and
voluntary organizations, thiz wemorandun includes: (1) o description
of the current rolJe of these orpganizations in relatien to AIDy (2
ways aud means of mounting o new and expanded role; {3) iwmplications;
(4) next steps planned, and recommendations,
I, Curvcnt Role of private volhuntary apencios in ATD programs.

A, Who are the private voluntary agencies?
--definitions

=-descriptions

-=registered veluntary agencies (85 registerad with USG (AID))
-~unrcgistered private, voluntary organizations (110 have
currcnt contracts mad grants)

--operations

B. As focal point in AID/W, the Office of Private and Voluntary
Cooperation hins Lollowviug functions:

--miatches cost o suotable private organizations with identificd
JDC nveds

1
!

--funds and wondters inter-regional grants and eontracts for

goncral suppoil or specilic projects

--acts as Seerctariat for the Advisory Comittee on Voluntary
Forrign Aid

srmaintaing Iiaison with the dndependent Advisory Committee on
Overscas Gooperative Dovelopaent

s-wmaintaing centacts with private voluntary scctor entitics and
associations

11, Kew and Espandad Role of Yrivate and Voluatary Organizations by
means ol

=-capanding procent prograws which offer advantages: IESC, 1VS,
Asia Foundation nve cxauples of possibilities

--erhancing capneity of organizations wvith likely potential and
crpability '

==invelving other private resources
smerploring pew crpceications, vevgers and consortium possisilities

sy

seoocoamindog voleniary aescvictions snd volunteriasm io the LIOs

A\
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5. ddentify key problem arcas (inter-regional)

6. redoline role of project ofticers and grant managers to
assurce .th-t they are respoirsible for being fully informed and
knowledpcable reparding #11 arpeete of prograws and particulerly
of the coprbilivics of private opceucies; but at the same time
assure thoet a cowewh:U passive posture s maintained in manage-
ment of projects involving private veluntavy agencics,

7. cyplore fully the concept of voluntaricm with the view of
} Y I
cuncoursping its growth and development, if and where feasible
in I.hCs,

Recommendations:

A, Establish a liaison machinery within AID/W between Burecaus
concerned and PHA/DPVE

B. Undertake thorough and syectematic examination and exploration
of AID propgrams for 1Y 73 with the new role of the private

agencices in mind

C. Establieh clearinghouse and communications system


http:growt.lh




[t is recognized tinat just as develowwont itselT should he net lop-
sidedly wocro or wicro oricated, so should our efforts with the
private voluntary anencies not be henvily weichtod on one side.

A traiy collaborative of el involving the LBC, the private voluntary
agency, end ALl DL ds nocescary.

Ms we develop a greater vole for the voluntary aqgencies and as we
offcr cnconvevcsont o the concept of voluntarism, we are noi
unmindful of the fact that the constituencies of the fmerican
private volunlarvy agencics, meny and varied as they are, repro-
sent a great scovnt of Lhe Anerican pecnte, and it is in our
interest to goi thew te porticipate as divectly as possible in the
overseas develomeent effort.

[4 L'..‘n






















































FOF
CERPARTMEINT OF STATE

AGENCY FOR INTERNATIONAL EVELOPMENT
WASHINGTON

OFFICE GF .
THE ADMINISTRATOR July 21, 1972

MEMORANDUM FOR: Mr. Robert Hubbell, PPC/PE
Mr. Fred Fischer, SER/NMP
Mr. Lawrence Harrison, AA/LA
Mr, Samuel Butterfield, AA/TA
Mr. John Benz, AG/OAS

SUBJECT: Ad Hoc Task Force on USAID Role and Style in a
Reorganized AID .

Kach action addressee is requested to sery on,ﬂm]@mo toassist
“in effective communication with the field o; xQI\‘e cffects of our rmorm
pou( ies on our l\llo 10115) Mr. Hubbell will serve as chairman,

\......

The task foree should:

L. Review uppropriate studies and other papers dealing
with Mission functions and structure vhich were sub-
miited fron the {icld and produccd herc in AID/W
durirg the past eighteen months or so and are consistent
with the concepts of our reform program,

2,  Revicew recent AYD/W papers which arce pertinent,
including the report of the (Levick) wor king group on
"Instruments for Jnereased Use of Non-Gov ernment
Organizations' and the Jack Benz committoe report on

4.

project montoring,
3. Prepare a general, brief message for the field which
L —outhines—the—oerain ’ﬂilllllal and proceduaral imnlicetions
:)J‘ of the new ATD sivice for Missions (recognizing the need
torverialions in ficld ovganization for reasons of program
and local situation). Mission reaciions within 30 days
will be requesiced,

oV



You are authorized to arrange [or stafl assistance as necessary.

You snould plan to complete the first three assignments by early

-9-

4, After receipt of field comments, prepare a summary
report for the Adminizstratorts Council about field
concerns and proposals, together with a policy paper
for discussion by the Administrator's Council and
then Issuance to the field as a guide for fulure action,

September.
7 . /‘// *
Maurice/S. Williams
Deputy’Adminisirator
cc: Dr. Samuel C. Adams, Jr., AAJAFR

Mr. Donald G. MacDonald, AAJASIA
My, Herman Kleine, AA/JLA

M. Roderic I, O'Connor, CO/SA
NMr. Joel Bernstein, AA/TA

Mr, Jarold Kieffer, AA/PHA

N
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AGENCY FOR INTERNATIONAL 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 vou
are the President and you are avidly reading the
attached draft report from Dr, Hannah, At the
end you are: (check onc)

(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.

———
o

2
131

Tonol Arndt

Copy to:SER/MP - F. Fischer o—"



Report to the President on Redirecting the Forcign Assistance Program

Mr. President:
A.L 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 arc at mid-passage
in the first major reform of A,1,D, 's philosophy and practice since the

Agency's inception in 1961.

We describe the specific goals of our reform program below. But

before enumerating the separate parts, we would like to describe their sum.

We belicve our cfforts add up to: a program which responds more
cffectively to the basic human neceds of the developing countries -- hunger,
overpopulation, illiteracy, unemployment, and ill health; a program which
is less interventionist und low profile; which is better integrated with
multilateral institutions and other donors; a program which gets more
results with fewer staff and less burcaucracy; a program which reaches
out and truly cngages the best scientific and technical institutions,

universities and corporations in our country.

In sum, we beliecve we are building a program which better contributes

to U.S.'s long-term international interests: The building of self-reliant

D2
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societies in the developing world: an expanding world economy, irade
and access 10 resources from which all benefit; and improved prospects

for world peace,

Because this program is directed to basic human needs, is less
interventionist and better managed, involves important domestic
botlet,
constituencies, and meetsg U. S. interests e believe it will attract
increased support from Congress and the American people.
II
Goals: Our reform program has four goals, bascd on the concepts in

\/O T it

‘Rgidend's April message: (A) Concentraie A1, D, 's resources --

and the best U, S. scientific und technical talent -- on a limited group

of basic human development problems; (B) improve administration and
lower the U. S. profile abroad; (C) develop morc collaborative operations
with developing countries and other donors; and (D) give greater emphasis
1o humanitarian assistance, Briefly stated, we are doing the following
under cach goal,

A, Concentration of A.L.D,'s Resources: In the 1960s, A1, D, was

a multi-purpose assistance agency conducting a variety of programs in
more than 80 countries, Loans, tcchnical assistance and other programs

tended to operate somewhat independently of one another, There was g
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wide variation among programs in different countrics and major regions.
This gencralized agsistance program no longer accords with A.L D.'s
available resources, the rise of other donors, or the growing capabilities
of most developing countries. A.1.D, is pecoming less of a gencral

purpose agsistance agency and more of a specia]ized agercy.

At this time, 75% of A L. D. ts regional tcchnical assistance projects
are in four priority sectors: agriculture; education; popuiation; and
public administration. gince 1970 we have eliminated or consolidated 288

marginal technical assistanct prejects which fell outside our priority areas.

However, we geek to do more than cluster our activities around
major scctors. we belicve AL D. can contribute fnost effectively to the
attack on world poverty if we concentrate our resources on a limited
group of hasic development problcms' \_@jl_])p_‘the hroad sectors. We are
identifying corc problems impeding é;—c;;grOSSS at country and global levels

within major sectors such as agriculture, population, and education. We

are combining to the extent possible all our resourccs =~ loans, ‘technical

assistance, PL 480 and research -- in an integrated attack on the problem. %f‘

We arec sceking to coordinate cur efforts with other donors. Qf

N\

By 1yecember 31 this year we cxpect to have worked out programs

of concentration in agriculture, population, health and nutrition, education,
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public administration and several other scctors. 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 praclice., Putting this concentrated approach fully into practice will

take another ycar 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 cach 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. S.'s 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 preblems as tropicul soils, livestock production, and
agricultural marketing in the developing countries, Through these cfforts,
fwe expect to find new means {o increase harvests on poor soils and
improve the quality of traditional livestock, Under A, I..D. sponshipship,
the American Public Health Association is working on low-cost delivery
systems for health, nutrition and family planning, Thesc arc aimed at
lowering high infant death rates which are increasingly recognized as key

barriers to acceptance of family planning in the developing countrics.
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A,I.D. now has more than 15C contracts with U, S. private institutions
to work on development problems. About half of these were signed in

the past two years.

In short, we have made significant advances in engaging high-quality

U. S. institutions to work together on specific development problems, e
o\ Se
do
We believe this will pay dividends in terms of more effective U, S. o ;" ¢ ‘“J'
LC LL‘LI\J] Q
assistance, ¢ L(_L."‘
¢

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,

(7°7°
In I"Y 1972, A,I.D, reduced its overseas American staff by ¥5% and

its local staff by 15%. A,I,D,'s overseas staffs have been reduced 37%

since FY 1969 and arc now at lowest levels in A, 1, D, history.

Overall, we reduced our full-time staff, including locals by almost

1800 pcrsons in FY 1972 ~- a total reduction of 13 percent,

We have taken steps to streamline our Missions abroad, ILoan
opcrations have largely been centralized in Washington; audit staffs have
been grouped into six regional offices serving all overseas areas. We A/( Ny

Wt A e
ape contraha}‘ig controller operations in Washington. We are moving
loward reducing the elaborate supporting services which have eased the

difficultics of overscas service for our employecs, but have also con-

tributed to the charge of high profile and a cosseted life style.

e\
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The model for the future, particularly in the larger, more sophisticated
countiries, is\émall ficld Missions concerned with planning, monitoring
and cvaluating assistance programs which are implemented almost

exclusively by the local government and contract personnel.

Improved Management: We have undertaken a major consolidation

of our Washington operations in o%der to 1mp1 ove efficiency and reduce

'l/—étaff further. All WW, which were prevmusly dispersed

among A.L.D. g various bureaus,r were centralized in 2 single operation
as of February 1 this year. This includes all contracting, procurement,
financial management, personnel, cnginecring gervices, and administrative
opcrations. More than 1000 employees, OF one-third of our Washington

staff, arc involved.

This centralization will permit more uniform and less costly
opcrations. More important, it will result in substantial personnel
economies OVeI time. We estimate that we can reduce our Washington

staff from 3000 to 2000 employees OVer the next few years.

C. Collaborative Style: The U. S. is no longer the autocrat of
deveclopment agsistance; it is one participant in an international system
of donor countries, receiving countries, and mul’tilateral institutions.

A major part of our reform effort has been directed toward strengthening

this system. some examples of this work are:

VO
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-- We have helped the UNDP devise new systems for programming,
budgeting, and evaluation which, if adopted by their Governing Council,
should measurably improve their performance. The UNDP, if it can

get its operations under control, can be the leader of the international
system for technical assistance comparable to the World Bank leadership

in capital assistance-

-- We are working with the World Bank on joint studies of unemployment,
income distribution, rural development, and education in the LDCs.

Thesec should permit the Bank to give better leadership in these fields.

-- We have encouraged the formation of an internationut consultative
group on agricultural research, This group =~ led by the World Bank--
now has 27 members: three U. S. foundations, three UN bodies, three
regional banks, five developing country representatives and thirteen
donor governments. While such large coordinating bodies sometimes
produce only paralysis, this one is effectively guiding joint international
research to solve problems of wheat, rice, corn, sorghum, millet and
potato production. We believe it is a key element in the international
attack on hunger. We are working to form similar groups in population

and education.

Multilateral assigtance is not a substitute for bilateral assistance.

But both multilateral agsistance and bilateral assistance work best when
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they arc part of an over-arching intern:tional system which coordirates
the efforts of individual donors and permits donors and recipients to meet
in a more equal partnership, Strengihening this system is obviougly 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. Humanitarian Assistance: In a world where development is

necessarily a long-term job, but which right now is still two-thirdg mal-
nourished, ill-housed, and in ill-health, we believe it is imperative to
give greater cemphasis to humanitarian assistance -- to Imeeting the

immediate needs of people. We have adopted a two-pronged program.,

First, we arc encouraging U, S. voluntary and private agencies
to conduct more extensive and more professional humanitarian and related
development assisfance programs overscas, Engaging this country's private
voluntary agencics in humanitarian and development work abroad has been
part of the aid catechigsm for years., But it has often been honored only
with lip service., We have adopted a brogram of action -- grants to private
agencies to build their capacities; measures to usc volagencies more in
A 1. D, programs; higher-level policy responsibility in A, I, D, for voluntary
agencics, We believe that a modest increase in funding can be a catalyst
for better and broadoer pcople-to-people programs by U. S. private agencies,

These steps have been greatly welcomed by the voluntary agencies,
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Second, we arc improving our disasier relief opcerations. A.1.D,
is cstablishing @ U. 8. Foreign Disaster Opeyations center; positioning
reserves of disaster supplies ip digaster-prone arcas of the world; and
developing ways o coordinate Ue B Government disaster aid more
offectively with other international relict operations. Qur disaster relief
unit has always been one of our most efficient operations., But as
population continues to risc around ihe world, the chance of disasters

involving {housands and cven millions of viclims increases and we arc

taking steps to irnprove our capacity to respond,

I

A1, D, began it reform program 15 months ago when the President
gent his new foreign assistance legislation to Congress. We accelerated
the reforms cight months ago when it became clear ihat Congress was not
geing to act cn the new legislation and that restructuring A4 the program
would have te be done within existing legislative auihcrities. We recognize
that we still have much 10 do to carry through the prograit. But we are
confident we are on {he right road and moving toward a redirected foreign

agsistance program which will be a credit to the United States and this

Admini giration.



DIRAFT: ™. C. Fiscrer:7/13/72
A
{,
ODZRPARTMENT OF STATE
AGINCY FOR INTERNATIONAL DEVILOPMENT
WASHINGTON, D. 2. 20523

QFF.ZZ OF
THE ADIMINISTRATOR

Dear Mr. President:

As you know we launched a major veform of the U.S. economic assis-
tance program last JTanuary. The reform was based on your new
forzign aid concepts, and is desizned to achieve two overall objectives:

1) to concentraic vur available resources -- and those of
the other public aru private donors -- on a limited num-
ber of problerms aliccting the human needs of the people

of the developing countries; and

2) to establish the internal AL1.D. organization and opera-
ting style recuired to most effectively and efficiently de-

Liver those reosources,

Fam pleased to repoin that atter six months of sustained effo rt, we
have made substariial progress in achieving these basic reform

objectives,  Our accomplishments are swnmarized in the attached
v

paper.

Lar olso gratifind to report that we are continuing to reduce the size
of the AUL D. staff, in line with your policies to lower the U. S. pro-
tile overseas and hold the line oo federa ~mployment. In Fiscal

Year 1972 we redunced our direct hive staff by 13 per cent, the largest
percentage veduction in the Arzency's history, Most of the cuts were
overseas. Purther maapower cconomies will be possible in the next

several years as a diract tesult of our reform actions.

We are convinced, Mreo President, that our reform.s provide a4 sound
programmatic fraumework and institutional base for the most rational
and effective delivery of UL 8. economic assistance resources. They
are designed to mect the realities and reguirements of the Decade of

the Seventices.



After a period of some unceriainty aboul the future of the 7). S. foreign
aid program, we are avain at the poiat where we have a dynamic and
viable progearn -- one wlich all Americs ns can support.

We look forward to the coming months and vears with enthusiasm,

contidence, and dedication to our mission.

Respectiully yours,

John A. Hannah

Attachments:
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DEPARTMENT OF STATE ' o

AGENCY FOR INTERNATIONAL DEVELOPMENT . a
WASHINGTON '

OFFICE OF
E ADMINISTRATOR

July 26, 1972

MENMORANDUM FOR ADMINISTRATOR'S COUNCIL MEMBERS
SUBJECT; Summary Minutes of July 19, 1972 Council Meeting

The purpose of the July 19 Council Meeting was to review progress
in the reform brogram and discuss tasks which still lie ahead,

It was concluded that the basic reform objectives set in February
remain sound. A good dcal has been accomplished in these {ive months.
AMuch remains to be done. Mir, Williams cited the following accomplish-
ments:

1
-- Beginning steps toward a more concentrated program.

-- Centralized service for management and program
support has been organized,

--  Staff levels are well down, have gonc below the OMB

coiling
ting,

==  We have achiceved some increasced effectiveness in
collaboration with client couniries and with other
donors,

Mr. Williams obscrved that thesc accomplishments have, in large
part, provided the structure for addressing the importiant tasks which lie
ahcad. The major tasks ahead are:

== Review and follow-up 'Y 1974 ficld submissions 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 appreach tc political
imperatives and A. 1, D, -State relationships,

-~ Improve communication with “Washington and field staf’ on
the aims and implications of the reform,

== Attend to minorily personnel considerations in a period of
declining staff levels.,

With respect to conceniration of the program in a limited number of
areas, \Mr. Birnbaum observed that the Agency appears to be worrying
excessively about (1) slowness in identifying our areas of concentration
and (2) the racthodology of achicving concentration, We should move ahead
with the procedurces we have agrecd on, July field submissions will indicate
Mission LDC prioritics and hopefully provide a basis for tentative cenclusions
on the arcas of concentration. Actual concentration will evolve over the
next year or so,

Mr. Birnbaum listed the following advantages of the "sector focus"

== Broader objectives within a sector can be addressed as
compared with single-targe. projects.

--  Our various assistance tools can be integrated effectively
with emphasis on problem-solving rather than loan, grani,
cte., implementation requirement s, '

== Seclor analysis will provide a sounder basis for our decisions
on the allocation of resources,

== Coordination with other donors, who are moving increasingly
to the sector approach, will be improved,

== The Agency will function in a more unifizd manner with
cominmon objectives, ' \\'\
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-- Concentration of our program in areas of basic human needs
will achieve increased Congressional and public support for
development assistance,

Mr. Birnbaum discussed several related problem areas:

-- The field submissions probably will be of uneven quality and
will necd to be analyzed carefully to identify the well-justified
activities which can be used as th: basis for selecting areas for
Agency concentration.

-~ Receoegnizing the potential conflict between sector concentration
and & more collaborate sivle, we have agreed to select our
arcas of concentration "from the ground up, " i, e. starting
with ficld submissions rather than A.1. D. /W-level analysis,
Eventually, the key problems and global strategy work we
have done so far and the conclusions we reach after analysis
of our field submissions will need to be brought together as

a basis for uliimate program concentration decisions,

== Some of us have seen a conflict between secking a more
collaborate style and continuing to insist on performance
criteria as a condition for our aid, We will not be able to
abdicate our insistence on performance and must accomodate
this to our opcrations.

-- The question of the best use of developinent loans in the
scclor approach has bothered some of us., No attempt
should be made to force cssential program lending into
the scctor mold. Sector loans, as we have experimented
with them thus far, should present no special problem,
Project loans should be justiificd on the besis of their
address of a bacic human nced, not on the basis of their
address of o resource gap.

Mr. Williams cmphasized that the coming program reviews will
be the erucial test of the reform concepis,  Mr. Birnbaum reporied that
a memoranduwn on the program review process would be issued in a
day or so.

There was considerable discussion of the problems of mobilizing
technical shills for scctor anclysis and related work, With the hiring
freeze continuing, Iheing such talent from the ouleide must be approached
cautiously, Mr. Willicins called for inereascd use of TAB for assistance
In providing scctor ansdysis on the same service basis as AA/SER provides

-~

'/y
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management and program support service. A few sector people may be
needed in the Regions but we must realize that hiring will be very tightly
screened,

There followed an extensive discussion of the best approach to be
taken in Dr. Hannah's forthcoming talk with the President. Dr, Hannah
said that the central purpose of the talk is to obtain the President's support
for A,1.D, 's carrying on with its reform and making recommendations in
FY 1974 legislation.

- 17
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Thomas M. Arndt
Executive Secretary

o
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DEPARTMEMNT OF STATE
AGENCY FOR INTERNATIONAL DEVELOEMENT

WASHINGTON. D. C. 20523

ASSISTANT
ADMINISTRATOR

JuL 211972

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. L. D. /W engineering, procurement, contracting,
international training, personnel, managemert planning, and
administrative/logistic support functions.

For the past six months we have been engaged in the task of;
-- identifying *he functions and people to be centralized;

-~ creating the kind of internal organizational structure
required to provide these program and management
services on a centrazlized basis; and

-- establishing the opercting procedures and mechanisms
necessary to assure maximum service to the rest of
the Agency.

This process is still underway. We expect to complete most of

the required steff work by the end of July. The actual physical
moves of the hundeeds of people invetved will start in late July,
There will be a "shakedown'' period of several months duration
thereafter. However, rather than wait vntil everything is finalized,
I want to pive you some advance ward as to how we plan to organize
the individual AA/SER offices, and how those offices view their new
roles and responsibilities, particularly with respect to the Field.

W
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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 Schocols and Hospitals
Abroad, every office is affected Dy the reorganization/centrali-
zation processe in some wavy.

I have asked the heads of each of these offices to give you their current
thinking/plans with respect to the functions they will soon be performing
on a centralized bzsis, and the internal reorganization which they are
proposing in order to handle those functions rmoast effectively, (Attach-

ments B - J),

We will, of course, continue to work closely with your parent Regional
Bureau on the provision of our centralized services to them, and teo
you in the Field. I want to take this opportunity to assure you that we
shall do everything in our power to be responsive to your needs.

Sincerely,

rmes F. Campbell

ssistant Administrator for
Program and Management Services

Attachment: a/s
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TAB A

DEPARTMENT OF STATE

AGENCY FOR INTERNATIONAL DEVELOPMENT
WASHINGTON, D.C. 20523

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 roorganiza-
tions within the Bureau. An interim organizational chart is attached
for reference,

AA/SER = Bureau for Program and Management Services

AA/SER = Assistant Administrator, Bureau for Program and
Management Services

AA/SER

I

Deputy Assistant Administrator for Management Support

AA/SER

1

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 Ope.ations

\\.\_ K



SER/MP = Office of Management Planning

SER/PM = Office of Personnel and Manpower

SER/CM = Office of Contract Management
SER/COM = Office of Commuodity Management
DISTRIBUTION:

A.L D, List H, Pogition 8
A.L D, List B-1 (Circulate 1 copy to every 5 employees.)
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A. FUNCTIONS OF THE OFFICE OF ENGINEERING

Centralization of AID/W's engineering functions and personnel
is in the final phase, Under this plan the former Office of
Engineering as described in M. O, 204.4 and the engineering units
of each of the Regional Bureau as described in M. O.s 206.1, 206, 2,
206.3, 206.4 and 206.5 are amalgamatcd 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 Eingineering
Coordinators and a coordinator for non-geographic bureaus
and offices, who will be responsible for marshalling
engineering resources irom the Operations and Special Projects
Divisions to satisfy bureau requirements,

B. ORGANIZATION OF THE OFFICL OF ENGINEERING

The organizational structure of SER/ENGR is shown on the attached
chart, It shows the twc Divisions - Operations aad Special Projects
with client liaison and coordination of activities through engineering
coordinators,

C. RELATIONSHIPS TO REGIONAL BUREAUS AND OVERSEAS MISSIONS

Centralized SER/ENGR will continue to serve the engineering necds
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 cngineering participation in project
actions and decisions,

2. Centralization of engineering functions at AID/W will not alter the
organizaticnal structure of the field missions nor will it modify the USAID
engineer's responsibilities or functions., However, the functional
organizaiion and concentration of engineering talent into SER/ENGR is



expected to provide direct berefits to AIDs field forces in that
technical backstopping, in terms of both information and TDY
assistance, t¢ 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 OfFf THE GFFICE OF CONTRACT MANAGEMENT

1. 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 agreernents
for Agency-wide technical, professional and institutional
services and research.

-- Negotiation of overhead rates and underlying institutional
compensation agreements for application to appropriate
A.I.D. contracts.

-- Review of A.1.D. direct contracts for compliance with
Agenry 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 sel asides
opportunities; 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

N
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-- (General Agreements, PASAs and PASP) with other
U.S. Government agencies assisting with A.I1.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, =tc.

-- Review of A.I1.D./W contracts before signing and post-
review of all other direct A.I. D. contracts. (Review
of 2 trial basis of Asia Bureau borrower/granice 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 excess property.

B. ORGANIZATION OF THE OFFICE OF CONTRACT MANAGEMENT

The proposed organizational structure of SER/CM is shown on the
attached 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 divisions will be staffed with specialists
experienced in all areas of contract negotiations and admainistration

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, Govermment 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. Services
respecting possible sources, forms of contracts (grants), negotiation
of terms and prices, and administration will be provided by the
Office of Contract Management.

Speciiically, this means that:
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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, otfices and Missions.

2. For procurements to be made in the field -- Missions continue
to perform contracting functions pursuant to apnropriate delegations
and subject to A.I.D./W reviews 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 techmni-

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.L.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 or with contract
negotiations in the field;

~=- assist in locating suppliers, contractors, institutions or
government agencies to provide desired materials or
services;

-- assist in establishing programs to 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.

[NEA
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DEPARTMENT OF STATE

AGENCY FOR INTERNATIONAL DEVELOPMENT
WASHINGTON, D.C. 20833

A.1 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 designatad Acting Director.
Mrs. Hancock is presently located in Room 4716N.S,, and can
be reached on Extension 28262,

Further information covering the structure and functions of
SER/COM will be announced in subsequent notices,

DISTRIBUTION;
A.1.D. List H, Position 5
A.L D, List B-1 (Circulate 1 copy to every 5 employees. )
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PROPOSED REORGANIZATION

OFFICE OF FINANCIAL MANAGEMENT

(SER/FM)

\'



INTRODUCTION

The Cffice of Financial Management is being reorganized to (a)
carry out its 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
tc Agency management with respect to the financial implications of
legislation, plans, programs, policies, procedures and operating
activities. SER/FM administere and coordinates the Agéncy'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

-1-



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. /W, (b) providing advisory and technical
services to USAID Controllers, (c) accumulating accounting dataz and
in ormation necetsary 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 ofiicials 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 gecond or middle ring,
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

Y
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external reporting.

RELATIONSHIP TO FIELD OPERATIONS

As presently envisioned, the proposed SER/IF'M 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 deteimine the feasibility and identify problems with
the regioualizing 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.



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.L.D. /W accounts receivable, cash payments,
and billings and ccllections; program assistance accounting and
reporting; and cost accounting.

3. Banking Division

The Banking Division is responsible for implementing financial
arrangements of A.I. D. project/program =activities, 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.1,D, 's

funding categories:

Vg



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 ind 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
administirative 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 systems 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
-6-



Agency is respongible 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 Gentral Scrvices Division is
responsible for providing complete financial services to A, L D, /W
non-regional allottees for their substantive program operations.
This unirt 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, contract servicing, and financial analysis.
In addition the Unit provides Controller type assistance such as financial
information, special analysis and reports for other AID/W offices
such as PPC and the Uffice of SER/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 allottecs 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 proceseing, travel
voucher processing, ctc.) 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 pavroll) activities for all AID/W bureaus

and offices. This involves preparing or assisting offices in preparing

-8-
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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 evaluuiiig the current Agency's world-
wide financial management systems; (2) determining management's
requirements for financial data at all levels of the Agency, and (3)
developing an integrated financial data system which will meet Agency

nceds, regulatory and GAO requirements.

SER/MP
7/20/72
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T'HE OFFICE OF DATA MANAGEMENT

Proposed Orgenization and Functions - June 15, 1672

A. Furctions of the Office of Data Management

1. Current functions to be performed

The Office of Data Management (SER/DM) will continue to perform the
following functions (as described in M. J. 205.11). The key elements are:

-- providing guidance and leadership in the planning, development,
implementation and evaluation of Agency automated systems,

-- administering data autornation programs and services,
-- administering the Records Management Program.
-- administering the Agency's Directives System:.

2. New Functions

The Office will also assurne central responsibility for providing the
following services to Agency bureaus, offices and overseas missions which
they are now responsible for performing themselves:

-- records dispositicn, 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; anrl

-~ 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
s 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.



OFFICE OF DATA MANAGEMENT

i Directives Office of the Director
Staff
Information Computer
Systems Center
Division Division
Records & Data Information Systems Systems Systems Technical Operations
Management Requirements Analysis & Development Support Support }I)Bv-anch
Branch Branch Integration Branch Branch Branch )
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A.L.D.
Reference
Center
SER/DM
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TAB H

A. FUNCTIONS OF THE OFFICE OF MANAGEMENT OPERATIONS

Currext Functions

The Office of Management Operations (SER/MO) will continuve to perform
functions of the previous Office of Administrative Services contained in
M. O. 205. 6, with the exception of Section I. C. and 1I. B. ("personnel and

budget').

2. New Functions

In addition to the current functions, under 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 managemert 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 pcrsonnel;

evaluation of the overseas SAS program, in coordination with SER/CONT;

coordination with STATE and Regional Burcaus, on reorganization,
establishment, and phasing down of overscas posts;

coordination of JAO and CAMO administrative management with
STATE;

coordination of 636(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 majior functional
ireas of line management, specifically: Washington Operations; Management [

J
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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 rcturn international travel for

participants will be provided.

Management Support will undertake a new concept in its Administrative
Support Division. A lvessage Control & Information Branch will provide

Officer Information Center services:

(1) by preparing and maintaining a '"Catalog of Servires' 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-
e¢xpendable property world-wide, and it will continue to establish policies
for use of real and personal property in A. L. 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 rescurces.

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, clese coordination will be maintained
between SER/MO, Bureaus, USAIDs, STATE, and other agencies.
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TAB I

A. FUNCTIONS OF THEZ Or FICE OF MANAGEMENT PLANNING

1. Current Functions

The Office of Mianagement Planning (SER/MP) will continue to perform
its current functions (as described in M. O, 205, 3). The key elements are:

-- Provision of staff assistance to top Agency managers, as typified
by the development of proposals leading to the Administrator's
Reform Plan of January 24, 1972 and current assistance to Agency
officers in implementation of that plan.

-- A contiruing management consulting sevrvice to top Agency managers.

-- Administration of the Agency's organization program, including
maintenance of the Agency'as organization handbook.

-- Administration of the Agency's manpower progiram.

-~ 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.1.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 /\\t,
\




levels; and (e) preparation of special manpower analyses as required.

SER/MP also 'will assurne 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 improvemecnts;

-- 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 committecs 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 crganizational 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.
These Divisions will be the single point of contact within SER/MP for

1e 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

v



staff: management analysts with a wide range of Washington and Field
experience, »nn call to provide services of various kinds to their client
Bureaus and Oiffices,

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:

I. 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'l 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, MP 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 Ficld, 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 iegarding 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.

N
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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 prablems
which are related to the officc's major functional responsibilities as
described above.

SER/MP:6/15/72
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FUNCTIONS OF THE OFFICE OF PERSONKEL AND MAKNPOWER

1. Current Functions

The Office of Personrdel and Msnpover (SER/PM} will continne to perform its current functions (as described in M.O.
205.4). 1In brief, it is responsible for developing ~nd conducting a comprehensive program of personnel
administration. This includes developing and ndministering policies and basi
areas of personnel administration.

Specific functions subsumed under the above are -
--Advising top 1anagement on line responsibilities for Personnel mansgement.
--Evaluating th-= cffectiveness of Agency pa=sonnal operations.

~-Fcstering action programs in labor-ranagement relatioas, employee rights and benefits,
ezployee benefits and retireacent.

employee grievances,
--Directing an Agency-~wvide nanpcocver planning prog-am.

~-Operating a personnel dats inyput and retrieval systex.

--Publishing personnel reports.

--Providing Frofessional employment counseling and outplac;nent services,

~-Developing policy and procedursl issuances.

-~Conducting personnel research.

~~Preparing legislative proposals.

--Resoliving systews and procedural problems relating to personnel activities.



--With regard to Civii Service employees:
--Certifying candidates to line officials.
--Processing personnel action requests,
~-Assisting supervisors and employees on Civi{l Service procedures and policies.
--Maintaining liaison with the Civil Service Commission.
--Providing support for special personnel prograns.
--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.
-=¥ith regard to Foreign Service employees:
-~Coordinating selection and appointment of personnel for Overseas assignment.
--Administering a comprehensive training program.
~-Assizting employing offices and employees on Foreign Service personnel matters and problems.
~-Adninistering the performance evalusation system for Foreign Ser ice employees.
~-Conducting & Foreign Service rotati{on program.
~-Administering worldwide occupational and pay standards.

--Assisting management with problems of communication, motivation, decision making, team building ana

identification
of personnel-centered igsgues.

--Providing special assessm~nt systems.



~
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Although the mode of operation descrited belov will provide satisfactory personnel serv
during the period inmediately following centralization, further substantive reorganization within SER/PM is being planned.
This will “pobadbly take the form of a regional/organizational focus on normal personnel operations. A separate group
vith respuasibility for carcer development and selection on a vorld-wide functional basis vill make recommendations

on all personnel essignments, both foreign service arnd civil service. Meshing the two viewpoinis should maximize

operating efficiency &nd service to th: client organization while improving the quality of personnel selection and
assignment.

ices to client organizations

The propozals contained in this section are subject to revision as a result of experience with centralized perconnel
operations during the next few months. While zajor nceds and probable deve

day-to-day operating experience is required bdefore final organizational plans can be developed.

RELATIONSEIPS TO REGIORAL BUREAUS AND OVERSEAS MISSIORS

Based upon the experience of wvorking on a largely ceatralized basis for oo
the Asia Bureau pilot centralization study, a PM/Representative will be des
Office, suppnrted by an adequate staff. This arrangement will provide a satisfactory method of ensuring delivery of

the full range of personnel services to SER/PM clients. The next few months will clear'y involve a substantial wvorkload
burden for the Office of Personnel and Manpower resulting from the implexentation of the Ai5/% reorganization decisions

being made at this time. Therefore, it 1is critically important that continuity of personnel cperations be maintainead
with a minimum of disruption during this tinme.

client personnel needs. The PM/Repre-

full range of personnel activities. His
responsibilities will :nclude: Xnowledge of progran devalopments and participation with management in planning of

personnel requirements; preparing position and percoarel saction requests; maintenance of projected steffing patterns,
suspense controls, and atatus information; counselling employees and gsupervisors; and providing information on the

full range of personnel matters for employees and management. The PM/Representative for each of the AID/W Buresus and
Offizes, other than the regional bureaus and the Auditor General, will report to the Chief of the Civil Servica Personnel
Division for all AID/W positions whether filled by G5 or FS employees. PM/Representatives for each Regional Bureau

and the Auditor General will report to the Chief of the Foreign Service Personnel Division for all overseas positions.

Ir those Regional Bureaus for vhich a sicgle point of contsct is desired, this responsibility will be placed in the office

of & single PM/Representative vho will repcrt to the Foreign Service Perscnnel Division but who vill channel Civil
8ervice personnerl matters to the C’vil Bervice Personnel Diviediorn.

lopnents in the personane]l area can be identiried,



PM/Representatives and their staffs,
and offices they service in Kew State.
raquests, referrals and appointments,
lying buildings.

vhenever possible, will be phreically located in,

A PM staff member will provide on-the-spot assi
distribution of documents and relzted service phy

or adjacent to, the bureaus

stance in preparation of personnel
sicslly located in or near out-
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AIRGRAM DepARTMENT 0F STATE AIRGRAM

CONTINUATION
POST NO, CLASBIFICATION PAGE i
AIDTO CIRCULAR A I UNCLAS "TFIFED 2 OF

5. Turning to the U, 3. Embassy for more supbport to the extent that this is
feasinle (in view of the IFmbassy's own manpower prohlems),

Attached is & eight-part foim desipgned to provide A.I.D./W with a comprehensive
prefile on current and proiucted levels of service and support arrsngements snd to
solicit Mission views on future levels of cupmort. Tt ig requested that the form
be completed in ag much detail as posrnibie. Tt is believed that the form is self-
cxpleanatory; liowever, the following .5 provided ror your guidence:

PART I - Contains o listing of Support secvices generally provided
Mission perscnrel. T¢ is recegnized thet all services listed
nay net be epplicable to every post and that some Posts may
provide soivices which ure pot listed, 1In completing the
form, :imp.y indicave in the sprrepriste column whether the
service is provided each type of versonnel regerdless of
Ssupport arrangement used o provide the service, 1.e., direct
hire, ncn-rersonal services contract, Embassy, etc. The
column entitied "other" sheuld be usnd for types of personnel
not listed, sucn us TDY. Services provided but not shown cn
the form should be 1i.ted under Item V,

PART II - Using Pert I az g guide, list those services being provided
by errangements or persoenel other than A.ILD. Direct Hire, U,S,
Or socal personnel. This licting should be shown in three
different categories:

&. Nun-personal cervires contracts, including employee
associations, ete.--1ist the service being provided,
for whom, and type of reimbursement arrangement.

b. Embassy through $SA3 or cross-service arrangement.

C. Other--1ist the service being provided, for whom,
and type -f arrangement;,

PART IIT - Identify those services noted in Part I which are currently being
provided vhich can be reduced or eliminated by June 30, 1973.

PART IV - Identify those services currently belng performed by A.I.D. direct
hire, U.S. or lcesl personnel which, 1f still required, could be
performed by other arrangements by June 30, 1973, Indicete proposed
or alternate support arrangements possible.,

PART Vv - What would be the estimeted reduction by Jui.c 30, 1973 of A.I.D.
direct hire, U,S. and local personnel as a result of implementation
of PartsIIl snd JV?

AO-3.394 (3-00) -~ . ~UNCLASSIFIED

CLABSIFICATION

_— 0 7(
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MEMORANDUM FOR THE EXECUTIVE STAFF July 19, 1972

FROM : AA/PPC, Philip Bi{ﬁgggf;

SUBJECT: Program and Budget Review Processes

This memorandum provides a brcad outline of the various review
procesees that will be taking place in AID/W now that program and
budget documents are arriving from the field.

Development Ascistance

AIDTO Circular A-543 described thre= different documents to be
submitted by the field:

-~ & Development Assictance Propgram (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 paper describing the cteps necessary to convert to the
new program emphasis and the time frame involved (DAP
outline), to be submitted by =ach missicn no later than
June 30, 1972.

-- a FY 1974 Field Budget Submiszsion (FBS), due from each
mission no later then July 7“1, 1972,

Seme confusion has arisen because several DAT outlines have come

in from the field improperly labeled as DAPs. Please note that a

DAP is a futl 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 are largely descriptive documents, without the
supporting analysis, which describe the steps and time frame needed

to build full DAP submissions.

As you know, a major olerment, of the new programming approach in the
A.I.D. reform plan is the decycling of substantive progrem reviews.
Ideally, the annual budgel process should be based on and reflect the
substantive program review and approval process that under the new
reform plar will take placc independently throughout the year. It is
obvious that the FY 197k budget review process, which is now upon us,
will present some speeial problems. Although we have made a good
start at program concentration and elimination of marginal projects in
& number of countries following the June 1971 technical assistance
transition reviews, much of the supporting analysis necessary to build
DAPs is y=t 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. presentatian
to show OMB and the Cangress significant movement in the directions
envisaged in the reform plan. The revicw Processes described beliow
should help us to do this.

Set forth below are descriptionc of the varicus review processeg that
will be taking plsce 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 sand administrative guestions (we recognize that at this
stage the answers to *these auestions may not be definitive):

Substantive:

-- Is the proposed progrem rocussed on a few priority development
problems that are of major concern to the recipient country and
that ere defined in such a wey 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 miltilateral)?

-- Has adequate attention been paid tobroadening A.I.D.'s
objectites to address problems of grow"h and social justice,
eg, greater concern with problens of employment and income
redistribution?

-~ Has consideration been given to potential linkages between the
proposed program and AID/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.) as
well as the managerial and financial capacity of the IDC?

{F)



Administrative:

-~ Does the proposed timetable for performing the required
supporting eanalysis and buwilding the DAP appear reasounable?

-- If the mission has indicated the need for externsal help in
the form of TDY assistance, special studies, etc., do these
requestsc appear reasoneble and can they be met?

The regional bureau should invoive other AIT/¥ bureesus and offices in
these reviews as eppropriate. Following Wasnlington review, each field
mission shculd be notified as to the adequacy or insdequacy of its
outline as s btsis for proceeding further., It ig, of course, particularly
Imporfant that field missions be apprised of any iradequacies in the
cutlines so that approprinte corrective action can be teken prior te
building the DAP., We belleve it is essential %o complete the review
process and coomunicate the results to each field migsion no lster
than November 1, 1572, Communications to the field regarding the
jdequacy or inedequacy of DAP outlines should be cleared with PEC
prior to transmittal,

In order to provide the Administrator with an early progress report

on the overell clape the A.I.I. program eppears toc be teking, PPC

plans to review the DAP outlines end provide a report to the Administretor's
Adviscry Council elout October 1., This repor% is not intended to tske

the place of the regionsl bureau reviews and will not discuss irdividual
DAP outlines. We will attempt in thnis report to pull together anewers

to the above listed substantive and adwinistratvive questions from the
standpoint of the Agency as a whole, and in addition will ley out for
discussion any broad issues or problems what appear to be emerging.

2. Review of DAPs. As indicated in ATDTO Circular A-543, DAPs
will be reviewed in Washinpgton as they are received over the next
12 months, and will be approved as plans of action for “he field
missions to foliow in implementing their programs. Once approved,
& 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, D/Ps shouid be
reviewed sgeinst the substentive criteria listed atove for DAP outlines,
Also, the supporting analysis should be reviewed for technical. adequacy.
The regional haresus should involve other ATD/W bureaus and offices

in these reviews as appropriate.

By the time mort DAPs sturt arriving, we should have from the earlier
reviews of DAP outlines & broad picture of the areas of concentration
¢a vhich the Agency as a vhole mey wish to focus. As thig picture
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becomes clearer, individual DAPs will need to be congidered in
relation to it. This will te an evolutionary process for the Agency
that will undoubtedly entail some adjustments in individual comtry
Plans.

As indiceted in AIDTO Circular A-543, some DAPs will be reviewed by
the Administrator's Adviscry Council. While the identification of
the particuler DAFs to be reviewed by the Council will be the
subject of PPC/regional bureau ccnsultation during the regional
bureau DAP review process, we would expect that, as a general rule,
the Council should review DAPs that:

-~ present major issues or questions on wiich significant
differences of opinion emerge, or

-~ involve imaginative or unususl elemenis that may be of
interest to the Agency as a wiole.

Once a DAP is approved in Washington, this fact should be officially
camunicated to the field as a guide te future action, Any euch
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 August.
Within the next two weeks, we will issue cctailed instructions to
the regional bureaus calling for budget submissions to PPC by
September 1. PPC will chair sessions to review the regional bureau
submissions during the first two weeks of feptember. During the
third 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 aprroval by the Administrator, PPC will
prepare the FY 1974 A.I.D. budget submisgsion to OMB which is due
September 30.

As menticned al"ve, we must demons*trate in the FY 1974 budget
submission sig.ificant progress in moving toward the goals of the
reform plan even though the substantive review of indivicual

programs is only just beginning. We do, however, plan to include

as much information as possible on likely future progiam concentration
drawing primarily from two sources: {(a) the DAP outlines and the
reviews thereof, and (b) the FBS iables that array FY 1974 budget:
requests by arsa of concentration. We agk the regional bureaus to be
alert to this aspect of the FY 1974 A.I.D. oudget submission and be
prepared to discuss such matters during the budget review sessions.
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Security Assistance

As lest year, A.I.D.'s Supporting Assistance request will be reviewed
by the inter-sgency Security Assistence Program Review Committee
(SAPRC) during its consideration of the total U.S. Government security
essistance prcgram. I% is also likely that OMB will, ag in the past,
ask A.I.D. to include a Supporting Assistance request in the A.I.D.

FY 197k budget submission, subject of course tc SAPRC re.ommendations
which are due in OMB on October 15 (itwo weeks after the A.I.D.

budget submission).

A single series of reviews of the FY 1974 Supporting Assistance
program will be neld under the joint sponsorship of the Supporting
Assistance Bureau, PPC, and the State Derartment Office of Plenning
and Analysis for International Security Assistence (FM/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 in September so that
A.I.D. will be ready for SAPRC discussions beginning about September 15.
The SA Bureau will issue all instructions regaerding the Supporting
Assistance review process and will handlc all administrative arrange-
ments for that process.

To provide a caomplete 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 Agencies

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. progrem and budget reviews. This year we ask the regional
burzaus to extend invitations to other agencies as they deem appropriate.
We request, however, that at minimum the following outside offices

be invited:

-~ the State Department Regional Buresu, as appropriate
-- the State Department Piauning and Coordinetion Staff (S/PC)

-=- the International Programs Division of the Office of
Mansagement and Budget



-

PEC has arranged for automatic distribution of DAP and FBS documents
to State S/PC and OMB, and we assume the A.I.D. regional buresus will
arrange for distribution of such documents to the State regiomal
buresus. DAP outlines will arrive in s&irgram form and be distributed
sutamnatically to these offices.

IHEEREEENEEEHEEEEREEORHOEHEOHRE

If your staff have any questions sbout these matters, please have
them contact Sid Brown, PPC/RB, extension 29176, or -~ in the case
of the regional dbureaus -- the appropriate PPC Regionel Coordinator.



DEPARTMENT OF STATE
, AGENCY FOR INTERNATIONAL DEVELOPMENT

!

July 20, 1972

AA/SER, Mr. James F. Campbell
Jim: . 4

The attached action memorandum from
you and Phil Birnbaum reflects the
ocutcome 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 yesterday.

Attachment
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ACTIO0 L WHldlUll FOR THS DIDLLY AL TV ISTOATOR

THRU: ENoUC 78/J-mes F, Campbell

FROi1: AA/SJR, Hr. Jares F. Camnbell
A/PPC, lir., Philip 3iralaum

Problem \ole, style and organization of ficld missions
in a rbfor“pd LI.D.

Discussion: The irpler Lntat101 of the reforr plan
announced by the Administrator's remorandum of January
24, 1972 has PrOOrL.JCﬂ steadily and, w11h1u a relatively
short timz, it should be completed. 'he irpact of the
reform nas boen larqgely in naohlnth“ thus far and ques-~
tions are coiing {coli oLr overscas staff as to the e¢ffect
on USAID opecration and organizaticon.

A.I.D. people in the field have read -2 Stern-Birnbaum-
Arndt Cormittec leport, the Administracor's Ja anuary 24
menorandun, the FY 1974 program guicdance a airgrawm, the !ay
status report on raforr irplercntation and somne other
related papers. However, the only clear nessage to the
field on what reorgeanization reauns at the US4HID level was
your "Iransition Planning” message Of 1 “ebruory 1¢, 1971
which precaded rmost of thie final decisions.

This does not mean that the USAIDs have bean in a vacuum;
letters and airgram from regicnal burecaus, AID/Y

travelers to iissions and ilission travelers to Waahington
have all provided bits and picces. ubVthnLlecs, it scems
likely that UEAIB's need wore guidance. How that reform
of 4AIb/W is woll undervay, we DullQVL it is tiwe to
address the ficld aspects in an organized ranner.

To this end, we recormend that you create a snall seiior
task forcn vith four assicnments

1) Review tihie recorsaendations received from the
field last fall for the Stern Corndttee which
dealt witli rcorganization of Miscions and are
congistent with the new Alp concepts.

2) Reviev recant AID/W papers waich are pertinent
to this problen, including the 2cport of the
Working Group in "Instruments for Increased



Use of Hdon-CGovernment Organizations" (Levick),
the Benz' group on project ronitoring, ectc.

3) Prepare a genzral, brief nressage for the field
whiich outlines the organizational and procedural
implications of the new AlD style for Missions
(recoenizing the necd for variations in £field
organization for reasons of program and local
situation), and reqguest reactions within 30 days.

4) After rcceipt of field corments, prepare a
summary report for the Administrator's Council
about field concerns and proposals, together
with a policy paper for discussion by the
Administrator's Council and then issuance to
the field as a guide for future action.

HMany of tihe overational and organizational implications
for the USATID of the future cone from changes in the
nature of our programs (altiiough there will also be some
USAID chances arising from managemant reforms). Among
these program changes are:

-~ shifting country program planning to the
countries and to nultilateral agencies

-~ concentrating on key developirent problems
defined by sector analyses

-~ collaborative planning and evaluation with
cooperating countries

-~ inteqgrated capital and tecihnical assistance

-- greater reliance on non-government
crganizations

-- use of new procedures sucii as block grants.

For this reason, we coiclude that the lead on the task
force siiould pe takten by PPC, with close collaboration
from SmR., (2his assignment is closely related to the
task recently assigned to FeC/PL to be the focal point
in the Agoncy for coordinating activities related to
iwproved project monitoring.)



Proposed merbers of the %ask Force are:

Robert L. Hubbell, PPC/FL, Chairman
Fred rischer, SuRr/.p

Lawrence uarriscn, AA/LD

Samucl Butterficld, AA/TA

Joan Benz, AG/OAS

Recoimmendations

1. %hat you sicn the attached memorandun (Tabh A)
establishing the task force.

2. That you sicn the attached Information Memrorandum
(Tab B) to #egional Agsistant Administrators.

Clearances:

AG/0QAS 1 Jkanz draft Date_7-17-72
SER/:GL:Prischer drait Date_7-18-72
AL/Th:EButterfield Graft  bate 7-18-72

ASIA/PR:RBirnbery draft  Date 7=i§-97

Ad/APR:Lilogan  draft  Date 7-10-72
LA/DR:JHeller draft — Date” 7-13=77
PPC/RS :SBrown draft Date 7-17-72

PPC/PE:HDTurner draft  Date 7=17=72

PPC/PE: RLHubbell: dew: 7-19~72



HLINORANDUR FOR:  PFC/rL, Mr. Kobert lubbell
SER/:P, lir, Fred Tischer
An/LA, iir. Lavrence Larrison
AXL/TA, tr. Samuel Butterficld
RG/OMS, Mr. John Bonz

SUBJLCY: Ad Hoc Pask Force on USAID Role and Style
in a Reorganized AID

I am herxcby appointing the 1ﬂdrﬂsoc"3 rermbers of a
task force to carry out the four as signrents outlined
in tie attached merorandun from ;lossrs. Canmpbell and
Birnhaurn., Nr. Hubhell has beoan desicgnated chairman of
the task foree.

You ore authorized to arrance for staff assistanco

as necessary.

I expoct that you vill corplete the first three
assignnanta by early Sepiorber,

Maurice J. Williarzs
Deputy administrator

Attachment



HelOiANLUL FOR: AMN/AFR, ULr. Samucl 7. ndams, Jr.
AalN/AGIN, r. Donald 3. achonald
AA/LA, My, Uorman Eleine
CO/847, !'n. Toderic L. J'Connor
AN/UA, rxr, Joel Bornstain
AA/PHA, lxr. Jarold hisffer

Subject: <he Dole and Stylc of the USAIU in a

+ Reorganizoed AJILD.
Attached for your information are two sel f-explanatory
reroranda en  the akove subject which I have approved
today.

Haurice J. Williams
Deputy Adninistrator

Attacanent



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 hack
and indicated that an Action Memorandum was enroute, having
received PPC and regional bureau clearance already. Bob Hubbell
also plans to brief Fred on ihe 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 GOVERNMENT

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 iuforming 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. He 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 as it 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 puc a report together. Also: a hottom line of oux 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
would prepare his own report to the Field on impact in his area when
the time was appropriate. PHA is currently working cn such a report.
So is SER.

On the other hand, the preposed 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

Distribution:
AA/TA, SButterfield
ASIA/DP, AWhite
LA/DP, JHeller
AFR/DP, EHogan
PPC/Rs, SBrown

cer AG/OAS, JBenz ,L{f\
Buy U.S. Savings Bonds Regularly on the Payroll Savings Plan



DRAFT:AG/OAS, IJSBenz;
SER/MP, FCFischer
ACTION MEMOZ,A2DUM FOR THE DEPUTY ADMINISTRATOR
TIHRU: EXSEC

FROM: AS/SER, James . Campbell

Probleria; The role and style of the USAID in a reorganized A. I, D.

Discussion:

A.I. D. people in the field have recad the Stern Commiitee Report, the
Admirvistrator's January 24th message on Agency Reform, the FY 1974
program guidance a2irgram, the May status report on Reform implementa-
tion and other related papers in the last few months. They have not, as
a rule, secen the various Phase [ and II reorganization papers that have
.(::lrf:llliltf:d in A.I. D. /W. Infact, the only clear message to the field on
what "reorganization' means at the USAID level was the "Transition
Planning" message ot February 16, 1971,

This does not mean that the US.{‘\IDS nave been in a vacuum; letters and
airgrames from the Regional Buveaus, A.L D. /W travelers on Temporary
Duty tx.'ips, and visits to A, L D. /W by top Mission personnel have all pro-
vided the field with parts and picces of what is going on at A.I.D. /W.
Vhot the field has heard has whetted its appetite. There is a gathering
grouad swell frora the field that asks for a greater participation in the
determination of the policies and operational guidelines that govern our
ficld missions,

The attached proposed memorandun: from you to the Regional Assistant

Adrainistrators seeks to involve the ficld more deeply in the ongoing Reform

/U')%



The two attachments to the memorandum try:

effovt in Washin;
-~ to outlinz she changing role of the USAIDs, and to discuss some
of the issues involved in the change; and

-- to present a picturce of project monitoring in the ne‘..v context,

The proposcd memorandum asks that the Regional Bureaus circulate
this material to their ficld missions, and that the USAIDs reply within
30 days. The lack of specific questions to the USAIDs which would structure
their answers is deliberate. It is not difficult to see a second phase to this
opecation which would present structured qucstions, based on a.éollation
of the repliss received,

The USATD replies will be of interest and value to the Regional Bureaus,
but they will also have Agency-wide implications. I therefore recormnmend
that vou create a small seniore task (orce that would review the replies,
repoect its findings (perhaps for Adininistralor's Council review) and
recormnend appropriate follow-up action.

It is doubtful that pzople of the caliber needed to make this as signment
cornpletely meaningful could be released on a full-time basis;; but with
some staff assistance, it could be done on a part-timie basis. The task
force, however, shouwld be required to submit its preliminary findings
within 45 days of the date the USAIDs are requircd to reply.

e tash force raight well include Al White, Fd Hogan, Jack Heller,

rown, IFred IFMischer, Sam DButterfield and be given leadership hy

on
.
-~
]
>

Jack Benx who has developed the attached draft proposale and worked on



this problem c.=inz :he transition resource group period.
" We have inlsrmmally discussed these ideas with these represcntative

ollicers and they favor moving ahead on thase recommendations.

Recommendations:

1. That you approve and =sign the proposed memorandum to the

Regional Assistant Adminristrators.

Approved

Disapproved

Date

2. That you appeint the ad hoc task force described in this memorandum,

Approved

Disapproved

Date

Alltachmaonts:
Proposaed Memo to Regional AAs
w/o Attachments



DRATT:AG/OAS, IS2enz
6/14/72

MEMORANDUNM. 727 AAATR, Dr. Samucel C. Adam s, Jr.
AALSASTA, Mr. Donald G. MacDonald
AAJLA, Mr. Herman Kleine

CO/SA, tir. Rodevie L. O'Cunnor
b4

SUBJECT: The Role and Style of the USAID in a Reoraanized A, 1. D.

Implemcentation of the A. L. D. Reform is progressing steadily, and

nmuch of this work will be completed soon. The impact of the Reform has
een almost entively in Washington, however, and numerous guestions

are coming from our overseas staff as to the meaning of the Reform in
terms of policy and opecation at the USAID level.

There will be changesaffectine the Field, and it is important that the
USAIDs be involved in the creation of the policies that bring them about.
‘The tvo attachments to this mermorandum have bean written to inform the

USAIDs of the new nalicy thrusts, and to stimulate thinking at the USAID

level.

additions are desirable, (e.g¢., attention might be called to changes parti-
cularly relevant to the specific region) and its atbtachmen®s to each USAID.
I please ask that USATDs reply within 30 days of reccipt of th‘c transmittal
airgrarn.

T'arn also creating a senior task force (I will announce the names
later) which will focus on the effect of the reform on the Field. This task
force would draw on the USATID responses and conversations with the

Buvcans at AL L D, /W to prepare & new sct of policy papers on overscas

noperations for the Adimministrator and his Council.


http:progressi.Ig

I'believe yo - will find the attachments self-explanatory:

Attachment I, "The Changing Role of the USAID, " attempts to present
the issues as the USALDs move tovard the policy of a low profile, more
multilateralism, and their role of being financicrs and project monitors.

Attachment II, "Proj«:ct‘i‘v'[;ma{;cmcnt, ©Y 1973" is a4 revision of a
peper done in the autumn of 1971 as one of the reorganization papers.
The paper does not present a new and radical approach to project moni-
toring, but attempts to articulate the best of the new project approaches

which have been tried and adopted in soine USAIDs.

Maurice J. Williams
Deputy Administrator

Attachments:
I - '"[he Changing Role of the USAIDY
IT - "Project Management, Y 1973"

y,
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couniries ATD serves, Thase loan-emphzsis countries have special needs,

aud theese needs should entae inlo thirxking of future mission style, For
bhe countyy with a single senbor 101n an isoliated capital development

oy, it may be uneconomic to maintain shaff other than thot needed to

‘\.

. . - . e - 1" . e -
noaitor, | Pertiaps groaser reliances should be placed ca "UDY" personael

e AT i the discuscion, nlanning, and other prior implementation
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steps in order t: tlinizlze partially employed versonnel. in thz never,

streamlived USATT

Vriory o furinor Seeps in erticulating a policy position, AID/N would

'

apprecisle noving Fission views on the evolubion process in the USALD,

the voce i should ond can +ake, the new noeds to be Ti1lled at the Mission
or LIRSS Jevels, and cothor matters considered relevant. USATD dir ctowrs
are noy ownected to provide a atatistical analysis of personnel needs

dollar size of programs, or list of speeiftic (onr01n; or planned) projects,

Hopatully, liicsion replies can be kept reasonzble in length with the salient

roints cloavly denarcated. To achieve moximum usef fulness, replies should
. . !- LR DR ) 03 £ - el - -
ve in ATD/A within 30 days of the receipt of this airgram,
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e SAERINLET IO ziventated on danunry 24 1972 his YSeform of
o EA) - ] P A .- .
UoS. Teonoric fhsslzf:inea Progrum,"  he paper provides the cidelines
FOr A T°T Ve #8110 e g s s
for A.IID.'s future cowrce., The specific provosals on roorsanization

seneral princeiples outlined

P T RN A Al At d e a AT ' s
Gzoowae tone and divection Tor the UTATD.  In deseribing the

£

Arvivgrprt e ~ym ] 2 e Arm ) L '
Anencys policy Por the rulure, “hoe papers ot

> ALTUD 's role will be to plan
davelopmeni prozrams, to he i v
anizavions Lo desigm and exscuse dewelon

2 L

2. P e S B} e 3 . .
trvities in colloboration with emperis and ingbi-
e L .

pmlens in tha develoninges i

Lo 10:d Eae the prosrogs :

TAT . ava tha S H
UCATUWs are the oversnas lmplementing arme of the Agency. The

v

1

srineipal dnplemantine teols are the Ject voth loan and grant. How

N - .
or oporshions Bifechive onnralion ol Lho nid mroe 1ei
T A1O05, mEitective operation of the 2id program deunnds effiecient

Aoy et e E iy err) A e S rree sk S ovae PN . . s
dprnngmag tevouga wne dreevtionnl planning stases to termingl evaluation.

i ] :
[ T e - i .o .. . a - S . - i
Ihis vaoer, “"Projoct Mooltoring, ¥V O1073," do oo slichtly pevicad vezesicen
LD s oo LTy TT2VIE IRSEAN I
2o . 3 R N S A .
Oi 2 pupzr weilten in the 11 of 1971 as "A Banort on 4he Project Menitering
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L premises wore adovbed for thad vaper and con-

7 Ay ot HY IR LR N 33 3

= There 371l be sove, although linited, direct-hire A.I.D. presence
1n rosh eccuntries where ALT.D, has an active progran today

ts

r-J-

= ALLLD, will, hoewever, continue to slinm down the size of
avarseas shalt,

o PO . . :
- lhe practice of implemenbing projects through intermediaries .

oot PR, o do e FPR T T S S .
111 accelerate; divoch-Vive implenenters will ceaso to exish,
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- Apn fmeric: r2ri-hire employee will be assigned to each pro-
ject (in som= cases, 1t might Lo 1wo or more projecis) to ove ee,

esfure successiMml impismentation, and proteet Americon interests,

Formally, this will b a Mission project officer vlus an ATD/%

- lise of the Borrows—/Grante- technique in which the host country

private contractors, ete.) will grow,

responsibility
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A semantics foobtnofe:r Traditionally, the overseas direct-hire

fnzrican raspensibdle for a vroject hes been called tho "project manazer.”
A i I 3 nanazer,

s 3 3 3 2 ~1 = 4 ~ 3 3

A.T,D, end its predecessor azeneics have paid 1ip service to the concepd
Bt m s et ot . . .
vy Gecnnical Assistance projects weore hosh ecounbtryv projects in that

¥ oproje 1 tha

:

M T SEP O N PP R SR S - - - :
the host countiy manuned tha project, ALl too eften, this nhas rnot been

’

) . . e S e Ve ey . - . - yq 12 -l
cin c2s2,  Progechs hnove fresnently veen o resulit of American initiative

fal

and an foerican has manoared the orojsch from its inception to terminal

~ "t -~ + LY . e
evaluation. for the hest country to initiate and
- - 3 . : el N A A L N ' - s
nanage a project; in short, to be ab the center of its own development
ivle for the vrojzet undar these

cis I s g 1 . . e
cions cannot be saild to "manage” the project. His primary functions

. R w i pee . N n el .Y
are to oversee the effective use of the

e

.5. resources being expended on

the oroject %ﬁd to e informed of the prosress or lack of progress of
}
Cend o vl et [ oy Ay S - . . R H
ohal project. The term "project moniter” is cleser to whal we ave

searing in that one of the tﬂ"k" iz to alsrt or warn the Hission Director



. Eub, dn part, wenitoring is synonymous
with curvellilancs. 2nd thal is not procianly whn
Lhe nois coneepts of host eouniry and Inloraedine; responsibilities,

Thz rore prafurabls tem, "vroject oficew,” usad in this DAPer espresses

American concern Tor the vrojocth

without ‘he overtonss implicit in the
ternis, project wineger or menitor, 1L also has an advanltage in that the
project orfficer in the ficld ean relate 4o his counterpart, the project

officer in ATD/W.. This Report continues to use the vero, monitor, in

the context cva vinad in DIT.M,

+ (YOYST AT ATy % [ R a A - AT Ay )T T
PART T3 NS, NUVANTCH O e CAL ASSTSTANYCR PEQJRCTS

As will be socn in fuiuree paragrovhs. there has been considerable

discunsion of managenant of lenwn vroiects (f AY, greator centralization

e}

of Arzney loen activities is vnderway, wnd. the Leovss of reverence for the
progran eversighl of lean projects from She Wazhingion hesdunncters are

raasonavly spalled out or beings articlaia~d,  This does ot mean that

4

there will not be loon projoct problens thob requive handlivag by field

versonizl. There will ve lown preblesms nezding USATD and Al D/u action,

som2 of whnich will be discusand in this paper, tovever, the T“lOr thrust

]

of thls paper is Lhe consideration of ihe problems iavolvad in Technical

Assistunce (TA) activities, =lthoush 211 nush recognize thal one projaet

-~

,.
)

in the future.
The unstated but implicit ~asswnplion of the Creoup on a chanece in

o

it dis ehviovs thal will nob b khe cane, Bul, 1 one concentrates on

icer, porticularly in the Tield, may be. assigned both TA and CA projects

style Uor projecl cancgonont was instantoncous metarorphosis In practice,

2
)
W
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individaal projocts. 1T is obrvious that the transition will not be gradual.
Ac prejects reach Tuirning points, or the current project nznagers end
tours, docicions will have to be nade on whother or not to continue the

rrojost. I the docision is to continue, il would seem that the Jozical

£

ape Lhe project to conforia o the new style.

decision would te to o

. . ' L)

Neow projects pressny the szme picture; they shonld be designed and struechtured

to be more responsive to the new concepts of project monitoring in the

PART IIT. MATOR COUSTDERNTIONG

A, Tarrer Dole of the Host Country andsthe Tntermediar

e Group's conzavison i ke Azency's current methods of monitoring

fa g
(&4
Cf. projects with thoue nsed Tor TA projocts chowed that thore vere many

similaritics, bub there were alco diffcerences,

5o counury vends to

We eove involved din loun projects; it alzo tends to have clese Lliaisen with

;
the coniractors. Tacicslly, this provably results Trom the foct that the
host comery is paving for somebhing rethar thoa receiving a grent as well

&6 Trom the oozrating siyle irvherited fron the former Dezvzlopmesnt Loan Fund
s the porrcower was expaehod to 2sswne contraching and implementation

respensioilities Tor e projzets.,  The emphaais on implementation by

_—
[
o
~—
[
~
~
c
—
tr

som:s other simllar techniaue for.TA projects will tend to incrrise
ihe willingness off the host country to be the implemsnter. Thus we can
expect Lhe host couatry to lose the passivity thal is toc often dizplayed
by nost countries todwy. Tno geowbth in mntuallly bebtwoensn the hoet counbry
wnd bhe inbornediary will reduce the burden of 1,8, Coveramant rmoniteorine

L wn place Shey nrinnyy ronponnit ity
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I'ne new styl: wa're talking abevt +ill, howe:

personnel may hove to take 2 "colder" financier's ola bafore approving

a T4 projent--i,e., wo will Bhave Lo weite more specific coororabing conatry

ione leading up to wgresvonts) ALILD, will have to acsuro ihoe

=
b
-
iy
=
p)
ol

inr country and/or the intéemediary really have the canacits
i J / S

to enrry through and fully conforn 4o the terms of

(%)
out. these veauivements will acan longer end ~were detailed nesobtiabions

hgeney's desires to obligata

1, S Vroject Manacenont
freditionally, A,7T.D, has bean acceustomed 4o thinking in terms of
I - ey e ' - ‘ v . . . ~ > . - . 7 YW 3 - s Y
pooacing or adninlstering veojocts,  As 2 resuld thare is pob a general
H
aceeptones of the conceph thab in the Tubture the ATD task, onece the
erojest is epproved, will bve one of monitoring projects, i,e., ovarseeling
the dacision-making process in project implemantation rathor than ALT.D.
veing thoe decision maker,  There 45 also o reluciones Lo seenpt the con-
‘l
. i . K3 . [N - EN . 5 5
cept that a new "project pmoniior rpprozeh will cuimods the concenk of
. ! CRTS 4 P - 1 oatr
PHLINS)! et maracer/ndvisor Ltut i the wtuality’ deserited in "A

develons, the chief of purby for the inta cdiary will beocowre the advisor

and having a divect-hirs emplovee cousidering himeclf as an advisor in.

addition to beingz the monitor pould only generate confusion,

L6 seams probable thol project and program iwplementabion by co-

N .

onereiing counbrien and drvtoemediaries will ba sonenal slevor and probably

reenenis,  Also, ir the nosots

the agreeront.  Carryvine

T ’:)
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ROT &d Vlay as -~z:iUvloang tend 1o prefer, Yo A.T,D, to maintain the
D

image of ation, som= steps should be

wnken (o gain grexior Conprascion:d racozniticon ard avnrensss of this

The S N0t nave as yol oo consensul on ohe shane of the
o . r Tavid A Dy ke A o ey -
future Tochnical hreistance oyps el projeci.  lurrantly, many USAIDa

have a scal.crafion of small projzcts,  Tn the nain, these are targets

project and grow onl of them

2 . o -
or the cororty aoamnge on the develer:

N STenT

symenditure of

[ S TS T VR S .L R T L e .-
posnre of The hosh countroy threoush a

amarican tivme and noacy, The irdirvect cost of Shis wype of a projecth

S c2oly larger 1T good PEOYs are to be peevarad and Lhe provar
:

Parl evalvaliion made, They are also depor the azsictance of o

Teeoa -

roundad UIATD g A necds,  Curesnt

volicy 16 Lhat 5.1.D. will not operate across the board 2 Lhe Ageney has

in toe peost bub wilh concentrate in selechad develonnont priority soctors,

Tnis will ersue asadinch Ghe broad oo

irmeataed program inherent in the Lursst of ovporbiunity approwch, This

)

1S nol o new policy. GCver Lhe vears, the Avency has erhorted its niissions

and hurcezus to follow this policy; wut the Adninistrolor's memorandus of

Ty . | - . . .
Janvnry 24, 1972 establishes this asz fiem Anener policy,

overhoad conts of o her LLD/W prejact involvarnent,

nlermediories hbend Lo have a

—-

e it Uy shuwlien, nnd the fael +
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gy ve et I T N ot X Vg pmorrion
mAnnuan price d.LiTiTe Tnhnt Ut averaze project be larger

. . - - _ ! . .
toduy's projecte "tnare should be o minimum dollar level limstat

s\

D, ‘ihe Avnual e

-

e

One of the d

T Cadce projests is thab &

P
(7]

echnlcal Ass:

PRV LU T

for the Iife of tha proincct while the la

this has reonlted in @i

velitien) climate, chungiiag attitudos of chansins in-host
~e . . . . e .
and chnnging Tinancial end othar priorities in ATD/W,  Th

objueehives 1, dudecd, the labter ean be idintilied,

-

The now Tormat should ¢all for maltiple yeae finape

cpplication of this principle will do muen to elinminate £
b 3

or

in the courses of TA projaoc

but tiicre will be lecz incantive to change ebyectives or

vrojaects shouw

14
1Re;

cont

inanced annua

counhr

in

he

3, an

ion

inue

iy Ame

a the

tleranens that cores from the comparison of loan and

Ojeet 15 osutject to the erangging winds in the host country

Tihuectuations

s.  Anmual (PAR) raviews will be reguired,

medes of onera-

Tion which wisht invoaild.lte prior yeor ooligations, Thus we
cnange in projecl moniloring, thot take o

r

Ot

vy

. 1.
vill Lond to disavpesr.

nave

.
areat

L

& Ira

shiar

tha USATD's pregran staff end that o the current project manager

jor

]
-

ne former in most cazes are financed
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Currsntly, =i in the past, A,I.D. has used several methods in work-
with Intermediaries in Tachnical Ascisiance projocke. A% +ha two
exireres a2 tha conboawl vhich colls for Yo intermediary to take over -

.o -~y - R B e = R -4 P 3 - 4 M S
wne corplete vack, dle., s2lect  and buy tho comrodities, celeet and

Yorp oy g - ".' ' . . ~ s PR, g <2 . .
coases of cor moditier, and selecting znd rrocessing the parcicipants,

the host govern-

,.‘.
\
3
e
’—J
=
-
o8
i
[»]
o
H
| -
e

The injunction in the new pols

the project. (This paper

ment and the Intorcedicry to initiaie o

"~

0jec

%]
w

assune: o trend toward borvowsr/prontes toplementation of pr

Lis this will be also truz of those projects invlementoed by 2 direct

L.1.T, eaniroect,) It is, therefore, losical

nost couatry andfor the intermediary the responcibilite Tor wana

4 1. A

the project (or that pert of the project covered by his contract) will

be Lne rorpal provedure.  fThis chanse is.a braie relcen for talking in

teris of project monitorins ralher then e
the profcet manazer, the nrooron officor, and the diractor all Spehd
a grent deal of theic tinme on vorious vroject datails that i1l becone
the intarcediary's responsibilities,

Tne recponsibility of the AIU project officer will be onc of over-
view; mmong the quaclions he will ask himsel? are:  do the actions repre-
sent thoe motanl ascosrent of Lhe hool connt w7 and the intemediary?

ares Lhines being done n the plannsd Sire Trame? 45 the giality of the

ard ghn-
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He 3 8s1on vrojzel officer will nead an wnderstanding of the host

b}

- -1"7"-' L YRR Y S P r‘r’-.:._' b3 L4 - -
courmvy, oo pacple, its officials; and its @nys of doin

[

._u

e . Lol
re Iore rescrain

R R o " . . . .
ot being "an advizer” at times will reay

4

the host country than bein L an advisor doesz

cation in contacts wi

v
(4]

. L » ) . . .
will still be expented to nmake continuons Judiments over a wide Specirum
K ey N 317 cramnat i e - to
tle will net imploment his owmn recormendations, but that will not diminish
. . e ls %]
hiz resvonsivility for them. T ANy resnocts. 3
FRARLOLLLy Lor unen.,  In meny respects, the project officer posi-.

than that of the "project

‘.J
-
V-
J
1
[
L

v

el 4

i A risiins e v e
w2 Agency has historically used the
:

Borrowcr/ﬁrn tec tochnicne In an ¢ i i
Lrantec toechnigque. In an earlisr G2/, predecsssor agencies

TTrd +30a I R S O ; s
1led the "thivd-pariy” conbract technique.  The criticism at
4 .. - (SRS <

et .
tnlvd-party Lechnigne created undesirable pipeline

b

cer ey R L T T T L S :
5% G022 ot soam to have Deen actively made in the
casn ol e rireas oo i
et 2 Ol N CUTeRG If,’vv.'x O(‘O} cua.
(SE RS R yer A gy gt : s
vince developing o nubuaiity batween Ghe host country and the inter
G v RS N O A
v 1S er S o . . . . .
mediary iz essentinl, it i obvious that o device similar to the Borrower/
—_—— Y

COrantaoc danhvid Arrey 200717 Yo, e e ¥
TR TRERSRAME ML LLoauve 1o be erployed by ALILD. for its Technical

Agaiclunce Oinche e oy yere s (1
wance projeces,  The Beccurces Groun curceantly working or the leral
- . 4 L""

R T B L LT IR TN LN S sy b H )
anc o nemAnisieattye roguiremcnts aonlicshle ho Lhied-nawby crants and
: JoranTs and
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ovhrocts wl RS I he T t A i
covtracts will mzei To spell out how A.T.D. shevld write the nceessory

h

reninl ocders and othier doouronts 4o iimly esiablich znd
trhe use of inlermedinsies.

L

LT 2 vt . 3 e o~ Fal . $1. 2 ] .4 - N
'hile not an issue for this report, it should oo recosnized, however,

that many Zworican friorrodiaries arve not aolnn to welcore the third-

v!

DY Al [ s - et . . .
pary Leshnigque,  Aace faeriean universities, in por Lculer, are notv uvsed
. A et

o delegating autonomy 1o

~‘- 3 o~ sy 4. PR LR e R < 2.

barey 15 @olny Lo aet 2o advisor Lo the bouh coverraem
ana Y- . by syt e 4- T e g 3 + s 3 3

and hooa parinsr wilch the host goverpment in sonicenent decisions, he
T b ea . . 4 23
wili have to have a greai deal of avconomy,  In addi
weiversitios will

LIRS JPRGUREY SVI SR ey .
dicensasions with the hoo. courtries

tuliing Lo ATD/W.
G, Iocution of i Funchicn .
i
Correctly, and in theo push, there hns besn a Fealing That certain
Tunciions were donz hesi by AED/H and oticrs by the Mission in the field.

L ko »aan Yt i Yres e : y 1
¢'s cleor thel there is o necossity to have o en, the USATD project

T:""’.‘- I ¥sS ; 4 7 L4 a - D +1 - < e e .
oriiexr, in the field 1o overses tha uce of ATD project drpubts, to do the
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woprizte representetions to couabries - {
1 S orepresenintions Lo ocouatrioz oo proablon arens, and 1o be rasnonsi-

Lo posslible trouble.  Pui beyond "eyos—ard-

T -
eavs' {ie cechi : S, interssta. it ia o ; } % :
eld proleckion of U.S, inter :she, it Is probable that the valsjee

ooy . rp o :_,.L.FV...’..J.

cf tha N2 seragt o T, rojont netivi
eve SnOLTEEL LN wne progoect activity could he handled

[
e
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—
)
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n the field oy A[D/u, and the localion is not ot Drimoary s lrportance,
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far down in tha ta hnical division ond
PR - - N ooy Ya
the neacessary paper work
¢
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1 who, in
e In other th
"t"]" )

an a few countrics, e.z., India
itk a Tew selected projects probably has no need
ror tochnlical division "chiefs" whose mujor role, herotoiore, has been
Lo sovve #o p'njn"s*vﬂ"‘/u~c1n1c11 edvisor Lo host country ministsrs and
3
deprrinent heads,  In wany swoall nis stons, a orineipal r»utionzle for
ascioning the title of 4divisicn chiel hag baen o give prestige--make
the mun's udvice a3 to Tl
ne advisoed,  ID the
advico
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D opuarty Tor
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1atry officials
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rojacts,
ased on the adequacy of pr
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C projact plan
leans also tend to be poorly v ned. )
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manasenent of U7, Jroarmmneont resources, mst have its azy ond its main

chreat initiall; 1o +the plannin 1y and agreemant stage and subsaguently

Al

r M - -
in the oouuel evaluctions,  Yhen looked Zrom this perspective, the need

. Wt de y b At e T oyeryr R N
Lo contardar Cinherebaed” project monitoring Trem the inee ntion of the
idea to £inal evaluation bDeconou ovident,

Prozress has boon made in the preporaticn of the PROP if missions

carelully follow tne new “unual Order (4.0, 1025.1, August 13, 1971).

In the past, PROP: Vave been wveak in several respects, in particular,

the ahsonee of a tive toble for inputs that are related to time~structured
PROPs, M,0, 1025,1 dcos not suifficiently st*ess that impertance and tne
esaentinlity of a renlislic astessment of host cowntry c2vability to manage

jredient 1T the new slyle is 4o succeed. Too often,

in the past, projechs have been ontered into where it has oeen realized
that the host eounlsy dows not hevs the ubill Ly to munags the project
pas ALT.D. had intentions {hop=s) or ouilding in this capability as the

projeet cvolved, Under thene condiiions the interm disgs n2s no responsible

countoerpart in the hosh goverraent, and the new style caznnob work. Most

-

qie specitic tarson in the host goveri-

~

ROYs will not be able to ident ity

they cheuld be a2tle to

Pl
1

L (MG) that will ve the HG project rmuntser, bu
identify at wvhat level and vhoere in Lhe 16 Ehis counterpars Will be,
ey oilco should idenbi
consecurnces i the NG does not meot its commitments.

Fultiple-yeor finwncing of projects is obviousl v extremely desirable,
bub i vilL nlso Lo very difficult to achiove in the nedr future. fulti-
verr plunning may heve fo subsbitube For pmults -year funding,  Boih procecses

ion Lo giviee Lhe inbermediory responsitility for cemnodibieg
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and parbicipnnts 2170 On the other hand,
bra need to zive “ihe dniommoding among the line items
in the budget means that the bad ce oriented,

The Joint comaitice that considered a now operabional framework
Tor A.I.D, and the universities (the Instiiutional Develooment Azreement

(Jarmzry 1970)) susgestod that the original contract with the university
finance a tean which would i with the host country university for a

period of tiwe and on iha basls or this produce 2 project plan., A varia-
tion of this might prove fraiilul for other xypc; of projecis. Recently
there have boon som2 T4 wrojoct feasidility studies, but Ffeasibility studies
nave bern more gonerally nsed in Uhe case of loan projects than in the

c¢ase of Lechnical essin

agsistones projects wro to Le mulfi-x

reocopnizne Lhal in peocticelly every
iz nn AVTLD., or peadazannor S’y
should enfer into the svuroval of a
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tnnce projeets
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struocturad., PROPs, too, should
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project in every AJL.D, couwntry, there
history, and hnowicdge of this history

new urojent

IT the intoermedi » to be the marager, he mast be the ‘prime reporter,
If tho scops of wor¥ in ithe contract is sufficiently specific in what +he
invernediary has to veport on, this should rob present a proolam. In the
unusunl eventy wners the AID/H projcei, officer is to he the prime projoct
ronitor, a2 responsitilily of the Mission project officer will be that the
persen hove an on-aite incpection vlzdpe and an acqunintance with
the view of both pariics and thas quulified to comment on the ntermediary's

-

revonls
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nvalnation vono
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san 2ll tuportant 1P we adopt!a new style of operation.
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The cvrrent PAR 15 vosad on sion responsibility! for what it finances.
This rosvoncibility will continue Lo rost primarily on the Mission but
there needs to be a grow'ns inoub by AID/w. Yith the reduction of Pield

the annunl,evaluation becomcs of utmost inportance. Consideration

right bz given to.the techrigue suggested in the Institubionsl Develop-

ment Aorocmont, i.e., a strucbural weview in Lhe host country that would

consider progress and prebles papers submit tud by all four parties: the
intermediorg, the host gova ynmant ’1D/ﬁ, and AID Mission. This would

cenform to a recent policy decision to involve contrschors and PASA tears

cvaination ba worked into the project vlan, the azreement with the host
countey, and the conbrach or granbt with the intermodiary. * Corrently many
PAVS sreeivy "Acbions' in thoa ﬂID/H co]mén of" the form, buib the PAR, ob
Preioent, is not a document designad to obiain AIﬁ/W'action. A system

led to tzke action and inform the USAID of the

vherchy A J.D/

action tsken muast be devised. "

Corlod

Troneition fres the current sbyle of project monitoring to the new
style will not-tuhe pluce ovarn icht Many of the on-going projecitswill
not be azduptable to the now style, but A.I.D, will not be able to im-

medistely discentinue sone of those that do not meet the new eriteria,

crsonnel and reduction in personnel ave expected to be throuch

M
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aturitlion cathor —Lon Shrouzgh an exnlesiva change, For the transition
period, this mzar: Zho swas pzedle will be on bourd.
A1l of the feregoing is given, but--as noted earliev--vhile the

chzng:: in the overatl prelile will be slow, Lhe vprofile ot individual

projecis i1l change more racidly, I is porticulorly escentiol thatl
new projoecits £i the noy prefile,  Honeo, i1 1s essential that the new

profile for proj itorins ve deirined and delineated.
PARY LV, THE MONITTONING J3Wavs T WHE W SUTIR

Intesrated projeoct menitoring can in chronological terms be divided

into Tour stages: project identiiication, plamning and egreement, im-

plenmentalion, and finel evalunition,

- Project Tdantlilication. Sines undsr the new style, the U.S, will

Probably do o ninipun of connrohiensive country vrog ramning, the develop-
o >

-
ot
[N
1451

ing covnsyy will hove Lo ddoalify its oo needs and

assuned the AlT.D. will seldes be tho only donor or orpanizatiorn acsisting

oocouncery, and thei helo in project identificatica will consz from 2 con-

sortium, an internaticnal orjonization, ete., in order that there is an

overall orchestration of aid to o single country. On a country or regional

basis, there will noed to be an ALT.D. rooresentedive with come staff who

is sufiiciontly knewlodszonble of local conditions to carry on the initial

dizlosus during the neriod i vhich the daveloping country is doing its

s

preliminury thinking on a project. When this thinking has reached the

stuge vhere gthe developlng coonbry requests U.S. assistance, the project
|

forzulation and plunning stare commonces,
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SUMMARY REPORT ON
TRANSITION REVIEW O RIGIONAL BUREAU TECHNICAL
ASSISTANCE PROGRAMS

A, Purposc of the Revicew

The review of Al's technical assistance programs and
administration wis initiated by the Administrator in IFebruary, 1971,
as a major step in the orderly transition of AI1D to the new approaches
put fortiin President Nixon's September 15, 1970, Message to
Congress, The roview was envisaged as preparation for a transfer of
teehnical assistance from AID Lo the proposed new International
Development Insiitute, While thad acton now is less imminent due
to delaved Coneressionz] consideratior of the President's proposals,
the Administraior has made i eleng that the transition will proceed
inorder to conform Apency aetivities to the President's policies,

B, Guidelines for the oeview

The bosic instruction for the review was put forth in the
Deputy Adiministrator's Frebruary 16 memorandum to Assistant
Administrators,

Burcan heads and Mission Dirceelors weroe asked personally
to review all technical assistanee projects, continuing or planned,
against the Presidont’s new pohicies.  Eimphasis was 1o be placed
on concentration in priovity scetors and on projects of high priority
and quadity, which involved mmasimum host country purticipastion and
which could be implemented without overscas resident dircet-hire
techmcians,

The Burcans also were asked 1o begin to move tovard more
direet host country-contracior reladionships, streamlined program
Mmanagement, smaller overscas teehnieal assistancce stulfs and
mercasced use of micrnational agencies,

Burcaus vwore directed to ddentify at least 10 per cent of ongoing
projects as lowest priority, subjcct these 1o especially infensive
review, and bhe preparcd fo review the results with the Deputy
Administrator,

A



C. Results of the Rovi(ﬂ'

1.  Program Cencentration in Priority Scctors

The reviews yevealed that Regional Bureau technical
assistance projects are fairly sharply concentrated by sector and sub-
scctor, with major apeney offort direeted (o agriculture, cducation,
population and public administration. Exceptions exist in l.atin
America where special emiphasis is given 1o labor and special social
developinent aetivities in addition (o the usual priority development
scectors, ond in tie Fast Asia Reeional Beonomic Development program
where the primary objective is cncowragement of multilateral
cooperation and responsivencss to Margets of opportunity" rather
than sector development ussistance.

African concentration has been achieved largely through
efforts over the past vewr and o hadf o eliminate small projects mar-
ginal to priority development necds and {o focus continuing and new
activitics on critical sub-sector problems. NESA Burcau programs
were found to be heavily concentrated in ihe mMajor program countries
(Afphanistan, hidia, Pokistan, Nepal, and Turkey) as a result of

priov steccomlining et procram reduciions,

Nevertheless, decisions made during the review will result
m sienificant furdher conconirstion, With e implementation of tran-
sition plaoes, ATD it ond 1Y 1072 with 75 prrcent of the Regional
Burcau's teehnicat v sisonec projects concentraied in agriculture,
cducation, population ol public administration,  1.ast year, only
GO per cont of oue dcetivities were in those scctors,  Within the
Apricultural Scetor, nearvly hadf of the projects (60 of 130) arce in two
maujor sub-sectors - aericultural cducation, extension and rescarch
and crop/livestock development, About one-third of our cducatlion
projects concentrate on hmproving proiessional and higher cducation
in the LDCs,

As toresalt of the tronsition review, funding for 84 projects
(of a total of 457 wetive this vear) will be terminated carlicr than
previously planned, Twentv-four of these aeecleratod terminations
voere identificd by the Recionad Purcious after application of transition
guiditnec criterin, Another 60 were identificd as part of an intensive
revicw ol Tower priority projects with {he Deputy Administrator,
Principol recsons civen for choice ol projects for intensive review were:
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In contrast with capital assistance, thereis still little
multilateral coordination of technical assistance except on individual
projects, Ixisting coordinative mechanisms influcnce technical
assistance activiticos only in cases (as with Colombia) where capital
and technical assistunce ape closely related. Thus, the role of the
IBRD and the regional agencies in technical assistance coordination
is minimal as comparcd with their role in capitul assistance coordination,
While there is some Possibility for improved use of existing mechanisins
in technical assistance coordination (¢, p. | by strengthening CIAP
capacity in latin Ame rica), the UNDD has the greatest potential for
serving as the coordinative boay or clearing-house for grant technical
assistance,  More offort needs to boe dirceted toward cneouwraging and
assisting the UNDDP {0 ausume a leadership role in analyzing technical
assistance needs and in coordinatirg technical assistance activities,

Some progress js boeing made in shilling certain technical
assistince activities 1o {he multilaterad agencics,  For example, we
plan to ferminate ol hinding of malaria cradication projects with fiscal
year 1975, turning over this highly operational activitly to WHO, In
Latin Mincericn, the Buroenu plasis shilts to multilatora] agencies of
some projects in the ficlds of population, health, capital murkots and
cxport promotion.  NISA Feposts hat missions cneourage 1.HDC's to use
the UN =pecialived avencics o many scetivitics and cited FAO Jive-
stock projects no g primary cxample.  Additiona] study is necded 1o
fdentify the secetors and sub- sectors where the various multilateral
agencics have special conmpetence and to determine the extent 1o which
ATD should defer 1o the multiloteral agencies in thege arcuas,

Althoueh Burcau and Alission plims envisape greater reliance
on the internationa) agencics fors gencral and scelor cconemic analysces,
most Burcaus sce the need for some AID field representation to perform
cconomic analvsis functions of joust for the immediate future, As noted
above, there is also o necd for UNDP analyses of developing country
technical ussistunce necds,

3. Profect hmipicmenidtion

The review confirmed that considerable progress has been
made over the past sceveral years in reducing yeliance on AID direct-
hire technicians (o implement weehnical assistance projects oversceas,
Technical susistionce netivities In Latin America are now almost
entirely condnetod through purticipating ageney and contract arrangements
and the othier Burcaus have made sionificant strides in these directions,
During the present year, ouly about 150 direet-hire implementation

employees are resident ovirscas,

=
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As a resull of the review, a further reduction of dirccet-hire
implementers to about 50 is plammed by the end of ¥Y 1973, Most
of these will be in countries and on projccts where the ~hangeover
to contract "intermediaries' would he disruptive to previously committed
ongoing projects -- agricultural projects in Afehanistan, Nepal, and
Turkey: agriculture and cducstion projects in Nigeria; and health and
family plunning activities in Korca., Over a period of time -«as these
projects arc terminated -- the direet hiro Implementation staff over -
scas could be fusrther reduced,

Both the NIESA Burcau and Last Asia cited the special problem
of population activitics, In some of these programs, considerable
effecetive technical assistance and program monitoring is performed by
direct-hire Mission staft which i outside of a formal project framework
(and ot classcd oy implementing staff) hecause of e sensilivity of these
activities and the attitude of the host country governments.  Conversion
of divect hire statl to contract in thesc clreumstances may not prove
feasible in some cases,

The puce of reduction of our resident teehnical Mission staff
will depend also on our ahility 1o find alternate ways to accomplish
project design, now done Tavgcely by (hese staffs,

The revicews also revealed some difficultics in movins toward
direet relationship between the host countries and the technical assistance
contractors. The move 10 more direct host country contracting will
be limited by the ability of host countrics or contractors themscelves
lo provide logiztic support for contractor personncl and will be
conditioned on success in simplifying current contracting procedures.

4, Program and Project Manaogement
Burcaus were asked to scek ways to oversee their technical
assistance programs with minimum official U, S, overscas presence,
without impuiring the Ageney's ability to manage public fundys eifeciively,
They were requested 1o Hdentify steps tuken or heing taken to simplify
program mianagernent and to reduce program and project management
(a5 opposcd (G implementation) siaff,

Because of the significant management implications growing
out of the revicw, the Burenu plans for manapgoment simplifications
were put forth tentatively,  The review jdestificd dd overscus project
management positions (of 312 in place this year)ywhich can be eliminated

oy

by the end or 1Y 1973 through the adoption of various alternative techniques,
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Project management reductions are made possible by a
number of factors: reducing the number of projects, minimizing the
informal advisory role of technical staffs, using local firms for pnroject
monitoring, intensifving sub-scetlor concentration of project activity and
~- perhaps in the future -- making "block" grants to countries {o enable
dircct recruitment of technical experts,

The Africo Burcau has alrcady achieved some overall field
staff reductions throueh maximizing the management and support of
small country programs from cither regional offices or Washington.
All Bureaus sovw Tuture possibilities for further reducing and reorganizing
general program management staffs abroad but were not able to prepare
comprcehensive plans at this stage in the (ransition,

The competence and availability of contractors to assume
greater responsibility for project manaement will adfect plans for
reducced U, S, managzenient personnel, In Jarge moeasure, however,
these yreductions will doepend on the success of current efforts to reduce
program documentation and reporting requicrements, to stmplify
contiracting and to re-define the role and responsibility of "project
manopers. " ubinee changes in Washington staffing and organization
were gencralls dizcusod also but without conelusion al this time,

D, Outstanding lssuces

Iwis recognized in the course of the roview that the pace with
which the Agency can move cifectively toward the objectives sought in
changed overscas operation:) patterns will bhe affected by rc¢forms in
administration and programming, and by developments outsgide ALD.

speeiad task forces have been at work since the Iall of last year
on a numbcer of problems related {o hmproving the Agency's rapability
to conform its programs to the President's new policies., As examples:
one task force is revicwing AlD contracting procedures with a view to
facilitating « shift to more dircet contracting by the host country; another
is developing an approach (o Project monitoring procedures which would
require less resident staff oversoens and o 1hi-d Is examining the
potential for gresier contractor administrative sclli-sufficiency., These
and other task toree offorts continue, but additional specific issues were
identitiod during the review.,  The most important of these are the
following:
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1. Program Priorities

a. Identification of 1.DC Prior'itigf
Experience in working with 1.DC governments has
shown the difficulty of determining what the authoritative
government priorities arc in arcas related to technical assistance
requirements.  The Africa Bureau has prepared a paper based
on their expericnee which discussoes means of improving
priority identification,

b, U.5. and 1.DC Prioritics in Family Planning

Our encouragement and funding of family planning
and related projects in some casces has conflicted with the
intent o rely increasingly oon the LDC's (o set priorities and
provide adequate support of programs we assist, TAB is
drafting puidelines for Ageney-wide issuc,

¢ Social and Civie Projeets and 1.DC Prioritics

As in the case of population projects, the U, S, assigns
higher priorvity 1o cortain social and civic activities than doces
the host country Government, It s proposed that 1’I°C dyaft
guidance for Ageney-wide issuc,

d.  Speciol Development Activity 1"und

The financing of small i mpact projects under the SDAT®
is widespread in Africa and 1.atin America, In both cases, we
have difficulty JEtiving thesc activities under development
assistance criterin,  In addition, the management ceffort required
to administer thje levie number of small activities olten out-
weighs their vatlue,  PRC and {he Office of Program lsvaluation
arc working togcther 1o scf Up s world-wide roeview of the scope
of and administrative procedures for the special development
activity propram,

2. Administration

a.  New Personnel Category for Project Manager
The new role identificd for broject managers should
be built into the ALD persomicl system, In collaboration with the
Africa Burcau and the Praject Moenitoring Resources Group, A/PPM
and AN/A staft e preparing o specific proposal,



-9 -

b. Project Development in Washington

The prospect of greater headquarters responsibility
for project administration roisces the question whether the
Regional Burcaus will require additional staffing to perform
the project development funciion, Regional Burcaus are
reviewing their needs as the transilion progresses.,

3. Financiol and Audit Activity

a.  Timcly Fiseal Transaetions and Project Implementation

i

The timing of fiscul transactions and reporting must be
Improved if we are 1o realize more cificient project implementation
under streamlined procedures. Mr. 19inncr (A/CONT) is cxamining
methods of accelerating controller performance.

h, Lif(“uj_*-l%

oject unding

To what extent is i1 feasible o provide full multi-year
funding of ncew and continuing projects as a means of reducing
vroject administrition vorkload ? PPRC s examining the possibility
of sclective Ife-of-project funding in 1Y 1972,

c.  Demands of Andit Activity on IFieid Staff

Reductions in divect-hive ficld staff wili be impeded by
continucd requircments for Fnree amounts of staff time in
cooperating with and responding (o audit activity, It is proposed
that the Auwditor General cxionine alternative ways for reducing
audit activity demands on ficld staff,

4, Multilateral Aocncios

a. Multilateral Technical Assistance Conrdination

The influence of international agencies on technical
assistance coordination is low except in certain country cases
(as with Colombia whore capital and technical assistance projects
arce closcly related, ) I s proposed that PPC identify ways and
means for encouraging greater multilateral coordination of
teehnical assistance programs,
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b,  Regionul Ageney Coordination in Latin America

The capabilitics of Latin Amorica regional agencices
to provide leadership in development assistance coordination
arce weak, The Latin Americea Dureau Is preparving g paper
outlining a feasible plan for AID/W and Mission netion 1o assist
in strengthening repionud agency cooydinetion in Latin America,

. Multiluteral Agencey ‘eehnical Assistance Competence

The NESA Burcau avoids livesiock projects on the
grounds of adequate FFAQ competence while Hvestoek is the
largest sinple sub-scctor in the Africa Purcau's technicnl
assistance budpecin s it feasible 1o id ntifly cortain sub-scectors
of multilateral ageney compeoetence within which AID would
finance no projects? I is proposcd that 11°C preview capabilitics
of the various muliilateryd apgoncies in scctors/sub-soctors and
draft guidaance for dJUCney-wide jssuc,

d.  Reliance on Multiloteral Agcney ecnomic Analysis

Experience to date in refyving on multilateral agency
reports in Fouof "in-house coonomic analysis has heen very
Epotly. Arc there vwuvs of determining - - and assisting the
Improvement of -« {hje capabilitics of multilateral agencies in
this area” Iois proposcd that 1200 examine the usctuiness of
multilidterad coencica! analyses for Technical Assistance
programming and recommend sdditiona] guidance for ageney -
wide action,

c. AL D, Review of UND Projects

Agency proccdures for reviewing UNDP projects are
time-consuming and ineffective,  PPC Is re-examining the AID
role and yoeviewing present procedures with a view to
recommending chanpes,

f. AT D, I\](mHQJ-in;f of Multilateral Apgeney Programs

The GAO is apparently attempting to establish that AID
Is responsible for monitoring the activitios of multilateral

agencices which receive U, S, financing. Recent GAO inquiries
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at the staff level indicate that the GAO feels that AID Missions
should be resnonsible for monitoring IDB loans in Latin America
Both the 1.4 Burcau and the Auditor General have voiced strong

objcction to this imerpretation of AID responsibilities, pointing

out that this would be on inappropriste role for the U, S, 1o

assume in miuliuteral activitios and that in any casce the

'l'r'oasnry Depastment is the U, S, Government agency with

primary responsisility for U, S, participation in and contributions

to internations] lending institutions,  The Auditor General and

LA arc continuing their offorts to dissuade GAO from recommending
that ATD assumc Iesponsibility for monitoring 1D13 (or other multi-
lateral agency) louns,

Anncxes:
Ao AFR Regional Summary
B, NESA Regional sumnmary
C. T.A Repional Sunmimary
D, EA Regionad Summary
+ .

September 10, 1971
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projects. Mr. Williams indicated that the U. S. A. |. D.s were to xercise
their responsibilities for PSD projects until such time as a separate
security assistance agency was established.

ir. Williams pointed out that the AT Bureau Transition Memo did not
aadress the question of the LDG's identitying their own development
priorities. The problem is how to devise a method of setiting an appropriate
share for individual LUC's as part of an cifort to get them to give greater
attertion to their technical ossistance priorivies, He asked the Bureau
to poepars an addendum 1o its transition remo on the subject,

In closing, Dr. Adums said that AFR's transition reviews have rajsed
a number of assistance strateqy issues in various countries which we would
like to discuss at a later time.












ANNEX C

SUMMARY OF THE LATIN AMERICA TECHNICAL ASSTSTANCE TRANSITION REVIEW
June 21 and 22, 1971

I. Introductory Remarks by Bureau

Expausion of the Role of Internationrl Institutions

The Burecau hzs taken sicps Lo strensthen CIAY,  Funds made available
by A LD, have cnabled CIAP to hire staff to melo studies ond
strenpthen its advisory capacity. ‘There are nwow full time resident
staf{ in the INCs to follow up on the country reviews. Yursuant

to a Presidenticlly anncuncaed offer, the Yuvecw i AMteonting to
allocate S15% million of Social Progress Trust Tune (SP15) re-
payments to o project preparation fund vhich will he uged to de-
velop projects that would be joternivicnally funded.  This requires
Conpressionnl approval, There has also been o steady increase In
Bureau technical assistance funds poing to OAS,  The FY 1970 fipure
vas S11.2 widlion. The 'Y 1972 proposal is for $£17.6 million.

The Bureau is also shifting projects to multilsteral orponizations --
particuiarly du the ficldy of populciion, capital markets, Lealch,
and export praaotion.,  Verious probieus huave been encountered in
this shift:  (») feadecute Leaderchip by the apeuncics (c.o. weak
feld structures), (b) host comatry scusitivitics about being

ganged up on', and (¢) resentiiont by U,5. contractors who believe
multilateralica viil reduce their buciness.

Reehoping Dilateral Pronrams
The Burcau bas "squeczed out" direct hire "implementing' advisors,
velying upon contract and PASA., 1A direct hiro personnel now
concentrali on backstopping and monitoring loans and srants,

Preject Revicws

The Burczu ideovtificed 74 projects or sub-projects for intensive review,
about 30% of i:s propram. Twenty-four of thesc projects will be
terminated more quickly than planned (by the end of FY 1972). The
balance will receive further review in the monthe ahead., Tliese
projects were chosen for fntensive vreview becouse of lack of host
country suppovt, doubtiul priority o efficacy or becouse they might
conceivably be shifted to multilatera) asencics. Eleven of the 12

new projects proposed for I'Y 1972 will be implemented through PASA

or contract,



Problems that Keed Fxploring

A large percent of the direct staff now monitors both loan and grant
projects. TIhe Durcau has an increasing loan-funded technical
agsistance propram to oversce. It has also interrelated its
technical assictance and capital assistance. ‘The Bureau feels

that @ split o1 the technical assistance and loan programs into
geparate organizations wonld cause great difficulty in progrian
overcight,

As a matter of policy, lir. Kleine asked “how rlosely are we to
follow the coucept o1 TDC-get priorities"? The IA Burecau has a
number of proiccts that do not neet tLhis criteria -- particularly
in the socinl and civic develovment ficlds such as Title IX,
population, and labor.

The heavy sudit worlkload is another problem.  Ta FY 1970, the
Burcau bhad 247 audit reports to answer {rom the AG staff alone.
With a reduced staff the burcau will have difficulty responding to
AG and other svdit arcncies' dempands, There 1s 2lso a question of
wacther A, T.D, chould moniter multiloteral prograns as GAO desires,
cven 1f ve b sufiicicnt pevsounel to do so.

Relatfonship Jotveen TAD and 1A Activities

The LA Missious vere asked for their comments on the key problem area
papers.  In genceral, the ovnver was that thece papers ave useful in
reaffirming that currvent LA propramy are on the right track. TAB

has provided the Bureau vich cxcelleat supporting services and

gdvirce on various problen..

1 .

II. Discusndcn o Trers Rajscd in Introductory Remarks

Rolc_g£_§1£gij§}ﬂr:1 Teotitutions

Hr. Williurns ovened the discussion by asking for a clarification uf
the vieu thet vualtilateral agency conrdination was so weak in the
ficld that it veeded to be dope at the hicadquarte=s level.

Mr. ledne ¢odd that he vas referring to the sctting of policies,
such as selecting an orves Lo coovditate; this had to Le done at

the heraquoriers oifico, 0AS, for cxzomple, with a techatleal
assistans e prorram in the vanee of S35-40 millicn, deocs not delegate
to the ficld. jir. Kleive belioves that we need to presa CIAP to
talle a gveatey intcrent in coordinating assistince to the LA
tountrics.  L14P hns recoutly chown increasing interest in technical
assistence. T, Williaos cshed cbout the possibility of having a
technicrl esnivtonce auney to “he CIAP country reviewr papers.

ir. Kleine stated this 15 being purcucea,
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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 1A countries to loan-finauced technical
assistance.

Mr. Williais next asked what the Pureau has learned from the use

of multi-sector officers to do both loan and grant mouitoring.

Mr. Kleine replied that Chile is a lceding Mission in thig respect,
along with Coleubia ond the Pominican Kepublic. The wectoral
approach has forced the blending of technical and capital assistance.
Mr. Stern wanted to know how this was different from what hag been
the common practice in the past.  MHr. Heiler replied that in
Colomhia, for oxample, there i a current proposal to combine
technical ansistance ciperts with loan oificers to form a joint
staff sub-divided by sector, In the Purcau as a vhole, perhaps

45% of the direct hire technician staff ie both loans and technical
assistance,

Relationsh{gg uith Intorgpdiurtgg

Mr. Bernstein broueht un the point that loan-financed technical
assistance may freeze out U,S, contracters. We should find other
ways than the Joan route to set LDCs to focus on prioritics and
8how projecct support.

Mr. Kleine stated that the Burcau's expericnce with contractors on
project decion has been mixed. He Indicated that A,I.D. will con-
tinue to need a direct hire cepacity to do the overall cenceptuali-
zation anl to keep project preposals by intermediaries realistic,

Host Country Priovitics

Mr. Williams returned to the discuseion of methods for cncouraging
IDCs to set priovitics. e siald that shared financing i3 one wvay.,
Mr. Kleine soid that in some counitries this is not the central
point. Our problems nare with projects in gocial areas -- labor
and population for example -- ovtside of the usual government-to-
foverament. programs.  Mr, Bernstein supgested that 1f we po into
projects that alveady have adequate INC input, we caa be sure of
support.

Mr. Williams said that budpetary support secmsd to him to be the
best test of host Country priority, although other tests mipht be
devised. He added that ve should be wary of accepting commitments
of support that arve to bo provided only a2t som~ future time., Ve
need to imnrove our vay of findfuz out what tho host country
prioritiecs are and tncourapging them to support projects accordingly,
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ITI, Intensive Review Projects

Labor

Mr. Williams opencd the dircussion of the labor program with the
comment that lic wos bothered that Missions think such activities are
marginal. He hoprd that the Missions' derinition of developnent is
not tou narrow, and that it includes social develepment as well as
economie growth., Ve also said that he wviasn't sure what the various
Missionc’ feelinpe vere toward labor projects from his reading of
the Purcau's cubmission,

Mr. Kleine responded that the picture is mixed. In llonduras, for
example, the progreom is well received, but this 1&g an cxception,
The Purecu through a contractor has recently completed an evaluation
of AIFil. This review brought out the {act that ATVLD was using a
"shot gun' approach; there ver litele sense of speciile poals to be
achieve.  The Burecu is now tntouraping AXrIN to sutyoduce bettey
prograrming, budgeting, and fivancial wanagement based on the con-
clusions of the report, which ATFID has wceepted.  ‘1he Burecau is
alvo lookinug iuto tiw relatively hiph AVPLD overhesd.  Another
Burcau effort 1s to introduce proper cvaluation techuniques into
ATFID prograns.  he bureao plans to shilr the centire ATFLD program
to a plobal prant to rvouove the need for close Mission monitoring.
This, however, sheuld only be doue after good propramning practices
arc adopted by ATIID, Of the 19 current programs, seven Missions
want terminatious, At least three host countries want AITFLD out.

Mro Wiliams asked vhat can be done te make ATFID activitics more
respousive to econontic and socjial developuent objectives. Mr. Kleine
safd that ALI'TD {1s concentrating on labor education: the training

of labor leaders aud labor coonomists. This 1s an appropriate
priority,

Mr. Williams asked wiether ve are under pressure in gome Latin
Anericzn coumtries to disengage from labor activity. Mr. Klcine
safd that Costa Rica 4s such a case. Peru is another. But in
goneral there is no wide popular demend In LDCs for us to get out,
Onc problem is that some povernments don't want us to be stirring
up ideas of a free labor movement. Also, ALFLD has allowed itself
to be ddentified with political partics in various countrics and
has refused to do business vwith leftist unions. This causes it
problems, as in Venczuela.

&

/
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ATIFID looks upon itself as a representative of the AFL-CIO and seces
its role as that of maintaining contact with locel unions. It wants
to stay on in a country even after the A I,D. development role has
been ended (e.p, Arpentina),  The reality of the situation is that
considerably preater conseusus betveen AIF1D headquarters lecadership
and AID/W on program goals and methods is still nceded,

Labor Attaches do a pood job of monitoring the Proprams and provide
entree to host pgovernments.,  Mr. lellor sazd 1t {2 hard to get
AIFLD staff to stick to lrbor education; they fecl they have a
hunting license to £0 Into community development and other sceial
arcas where they lack special competence.  Mr, Villiams apain asked
what ve could do to Trpreve the situation. Mr. Veller responded
that preoress will require continuing dialoue with ALFID, =ud that
because there nay be fundamontal difficrences of view, change nay
cften require top level A,1.D. intevent and support. Tt will be
extremely difficult to termingre activitices in those countries
where the Missions vaent vto do so, It 5 hard ta et out frorn
under the domnestic volitical pressures. Mr. Williams supgsested
usiong the labor fidvisory Ceimittee to discuss program issucs as
this has been 2 usefui vebicle in getting adwinictrative reforms

in che paste,

Specdal Develeprent Activifies

This program began about 1964, Tts purpose 13 to take care of small
self-help needs, such as algping a well or building a school house,
These efforts are desipned to give the U.S, a $eod imipe, The
Prograu may also svpport ience Corps activitics., Tt is a program
with Jittle or cecattered overall development inpsct but with
political gains, Tt con't be turned over to ISDT os 1t does not
have the necenciary ficld gsraff,

Mr. Stern brouveht out the point that Africa uses its special
developnent activiticos proprar: only dn those countries where there
are no bilateral sctivitics. e alco pointed out that tho icsue

of support for the Peace Corps was vera different frem that of
creating a favorable iupression of the U.s, Mr. Vitlisms supoested
o of specis] development
;Jfgqgnﬁgggggjvo procciures,

discuss vith the evaluation staff how this can be

2 vorltdofde rewvio

activitics
He ackod Pve to

best handied,

0L their scope an




CUNA

The review of the CUNA program shows that the organization is a good
one, but the propram needs vevamping. It has not yet been decided
whether CUEA yrojects should be funded vorldwide by O/PRI or
individually Ly the Regionnl Bureaus,

Partnere of th Allience

This program haus a great deal of political support. It 1is supposed
to be a sclf-supportineg "people-to-people” ¢ffort. We want to
phase out our seppore sradually and have bepun to do co. There is
now an intranural squanble within the crganization.  This may
uncettle the oreonization Jor sometine teo come, and care is re-
quircd to avoid cbrofling A,I,.D, in the controversy,

Mr., Bellor coes

: ioed crive that all the intensive review
projects call oo derbeea v g the RENE_Tez voninz. Some will
be pone evor wiider normal cvaluation procedures, others will be
discussed with multilateral arencies, aud the balance lecoked over
n special reviews conducted, in the first instance, by the

t ’ ’
Missions.

IV, Tinkooce with the TAR Prosram

Mr. Heller discussea LA Purcau-TAR Binlares,  He commented that the
various TAB projects present a mixed picture -- for example, TAB
agriculture projects in puvticular are very uscful, health projects
less so. The great value of TAD is that it provides hish quality
people to help the Missions with various problemns. The Missions
arc now becoming avare of this resource.  Unfortunately, some
projects in Thb high-priority areas are weak.

It is nmuch too carly to tell how useful the key problem areas will
be. The key problem area papers reassured Mi sions on propran
dircction but c¢ifcred little in the way of new ddeas.  The Missions
will not be able to pet substantive value from the papers as they
are not country specific. However, it is a real benciit to kuow
that there are people in AT /M thinking along, parallel lines
about problems wiich have been defined in speeific country settings,
To make the kev problem area process wore yelevant, the papers
should be sent to the field for discussion by technicians from
various Hicsioas who arce incerested ‘n the problems posed. This

is the vay to Luild iu country expericnces and felt needs,
Ceneralizations 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 TAR projects. Ripght now
TAB is using the “shopping cart" approach; TAB offers a selection

of projects th.ur Mission can draw from. ‘There needs to be a

better upward flow ecarly on.

Mr. Berustcin commiented on the Burcau's presentation of the key
problem arcas. He said that key problem arces are a device to
help TAB decide where it should focus its efforts -- not a device
to answer programmatic questions. The pracess of formulating the
key problen areas was not unilateral, but was discussed with
Missions and cthers. The key problem area task forces have the
job of "buildin an interface with the ficld." The next stage of
the TAD effort will be to build an cffeetive response capability
Lo assist {ic¢ld {Gssions in solviug the wmost pervasive problems
in their countries. ‘iiicre have been pood wvorking relationg
betveen TAL and the Latin America Lurcau.

Concerning 211(d), Mr. Heller said there ere two projects to which
they pive hich grades.  Several others are of woderate value, The
Wisconsin laad tenure rreject is a high priority project, but iy
not well styuctured. e teels that 211(d) nveds better designed
poals in its projects, s#nd the projects themselves need to be made
more relevoat, Ve should evaluate these projects before spending
more moncy on them,

Mr. Heller 2lso wentioned that he didn't beliove lessons of the
Latin America Buveau's expericnce with sector loans was as fully

used by other parts of the Agency as it wight be,

V. Buresu Progpress Tovard Transition Goals

Mr. Williams asked the Dureau how they felt about the use of
Intermediaries. lVr. Helier's response was that this is not an
issue as LA has alveady chifted prosvan implencntation to inter-
mediaries, e also mentioned the Increasing use of local firms to
do project monitoring. lMr. Willioms wvondered whether any of these
firmg could vork outside the Latin American repion. Mr. Heller
said that ou rnpincerine type projects this wag possible. There
arce also sone wancgement consulting firms that are quite competent
a9 well as a rev jn wunjcipal goverament.,  Mr, Wlliams asked
about U.S, puivite groups wvith capabilities that were not fully
utilized fn the Tatin Auerccan area. The response was that there
were probably some such froups.,














http:interest.in




.8

;7— //v-j7é)

PUVOTION OF TYPICAL A.T.00, 1LESTONS
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Missiong prevoare and periodically update anslyses of the countey's
recde and rescurces, ostimete the exlernal zad that can be expected
from other doaors, and concelve assistance zctivities that cer rest
be secomplicned with U.S,. assistance to serwe courtry and U.S5. ob-
Jectives. 7To accomplish thiz fuaction, in eoordination with country
armeneloes and mistries, Miseions require persouncl qualilied {to inbter-
prot vne ccernenie fuciors and development forces operating in the

couLiYy .

2. Progrum Review

A thorouph analysis and ceritique of proposed future year ascistznce
Lrograns ig ucted anually by the Country Team, headed by the

Anhassudor.

3. Program Approval

The =md vroducet of & Progren Review 1s authorized by the Arkassaaor
- e

s .

oni the reeomnendaticn of the Cownry Team. This i3 a genserel approvel

of the planncd nregeam and strategy,. in the light of the country's

}._.
(&
o

current scceio~poiitical znd econcm: Jtuation. It leads the way for

the onsuing revicw and apoproval of individual cegments ¢f the »rogran.

A



Program Evaluation
Y

The Mission Director, Program Of'ficer, and other key officials
continually review the total effecls and recponsiveness cof all aspects
of the country program. Missione also hiave i cvaluation officer -
sponsible for first hand obscrvation of projects and programs and

recording and rcporting on progress.

B. ProjJect Activitly

1.

Project Development

Given the basic guidance as to the size, technical fields, and type
of activity vhich make up the country program, Mission techniciens
working with their host govermment counterparts conceive, plen and
draft proposals for projects which are rcviewed at appropriate levels
iu the Mission and host government and are eventually considered for
inclusion in the country program cubmissicn. In accordsnce with
Title IX of the F A Act, Missions emphasize maximum participation on
the part of the people of the host country by encoureging projects
which furthcr the development of democratic private and lceal govern-

mental institutions.

Project Immplementation

(a) General

Actual involvement of Mission personnel with host country courier-
parts in the carrying out cf joint Capital or Technical Assistance
project includes: scheduling, supcervision, monitoring, preparation of
documentation; inspection, maintaining records, follow-up on country
committments, resclution of operating problems, and overall project

managenent.



(b) Contrace

Responsibility of Mission staff Tor drafting and negotieting
contracts for lecal services end commodities, initiating end re-
viodng terms cf contracts to be executed in the U.S., reviewing
terms of berrower's contracts, monitoring, certifying and reporting
on contractor yperformance.

(c) Participant Training

Missions perform such substantive and admiristrative functions
as assisting the host government in the selection of qualified can-
didates for relevant training programs in the U.S.; drafting schedules
and itincraries; arranging language trsining; providing orientation
en the U.S. and its culture; asrranging visas and transportation; de-
briefing and evalusting returning participants: and monitering appro-
priate re-employment of rciurnees.

’

(a) ITocurcm?nt/LQQistics Manegement

In the projcet plannirg stage, mission procurement/logistics
specialiste must assess B/G capabilities to meet all project commodity
precurement and nuanegment requirements. Subsequently, they are
available to actively assist the B/G, a contractor, or a P.3A group
in commodity procurement and manegment functions including the selection
of commodities to meet local climatic, terrain, and maintenance capa-’
bility variables, supplier options, lead time requirements, spares
plenning, specification preparation, and international commerciel
practice. Frequent luck of overseas commodity experience by contractors
and PASA groups and of U.S. and international commercial experience by
the B/G requircs such assistance to assure arrival of the proper
commodities on the project sive at tue right 4ime. Or'ten, the nissicn
procurement/logistics stafl itself procures and manages U.S. and local
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source projcect commodities, includihg the selection and scheduling

of items, preparation of documentution, local contracting, monitoring
of receipls, anu -- in a very few cases, maintenance of full warehouse
and other logistics fucilitiec.

(e) Technical Scrvices

A Mission technician may be a "project manager" responsible for
all coordinating and moritoring all phases of the implementation of
a project entrusted Lo a contractor, other U.S. Agency under a par-
ticipating Agency egreement, or othor AID dircet-hire enployees.
In some cases he may himself perform a highly cpecialized function in
a particular aspect or phase of a prcject elther individually or as par%
of a team. The regular workplace of Mission technicians is frequently
an office, luboratory, or factory of the host country. Their day-to-day
advisory scrvices are sn essential part of the projects to which they
are assigned. Often their skill: are imparted by the more direct methgd
of the clossrcom or scuminar, or 6thcr training situation. AID Policy”
Determination 37 requires the #olloving order of ‘preference for pro-
viding direct technical scovices (not project manager): (1) conﬁractor,'

(2) PAsAs, (3) A.I.D. dircct-hire employers.

Projecet Ivaluation

Missions evaluate projects for on-going managemont purposes, and for
long range futwre planning. Evaluation officers discuss projecté with
key personncl, make personal observations, collect data, review progress
reperte from PASA or contract cnieés, make reviews with hest éountry-
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.
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C. Program Assistancc Activities

1. Development

Norms1ly, A.I.D. provides such assistance by loaning dollar credits
which the cooperating country can use to import U.S. manufacfured
cormodities. In Program Assistance, Missions perform the essential
function of anzlyzing the country's neesds, trade patﬁerns, precdu~tion
capacities, capability of logistically absorbing the commodities, and
other economic i'actors to make a recommendation as to the size &nd
character of the assistance required. An intimate knowledge of hLost
country production capacities, import requirements, foreign exchange,
and other economic factors is required, particularly when there is e

lack of publishcd statistics end information on these critical arees.

2. Implcmentation

Once approved, Program Assistance commodities are imported much as in
normal commercial practive. Mowever, because these transactions are
finauced by the U.S. Government, we must provide guidence to the LDC
governmeat and importing community on the application of U.S. statues

and repulations 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 vhen aiffi-
culties arise. Missions ascertain that commodities are actually beiné
ordered, account for their arrival, and determine that they are ev=ntually

used in the country's econoumy.

D. Other Programs

1. Private Resources

Mission Directors are required to formulate s comprehensive Program to



strengthen and suppori the growth of a strong, wiable private sccior.
The program mey include A.I.D, financed investment guarantees, ez~
sibility surveys, investment surveys, local currency lozns, and
assislauce to development banks, development centers, and investuent
centers. A Mission is substentively «nd procedurally involved in all

these forms of asscistance. Proccdurcs may vary somewhat in ezch case

.
v

but normally the Miscion wsing its knowledge of local conditions,
reviews and comaents to A.I.D./w on applications, reviews Agency Banl.
reports, monitors widisbursed portions of loans, conducts follow-up,
discusses progress with borrowers and reports to A.I.D./w, visils sites,
and offecrs any appropriate assistance to borrowers, whether U.S. or

forcign.

Multi-lateral Prograns

Significant amounts of F A Act funds are carmarked by the
Congress for contributions to international orpanizations and
multi-lateral assistance progrems. Mission involvement in
these programs ir~ludes coordination of A.I.D. with other
donor technical assistance projccts, participation in tue
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 & "Consortium".
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3.

Disaster Relief

Under the direction of the Ambassador, the Mission Disaster
Relief Officer (a colateral duty assigned to Lmbassy personnel =
when A.I.D. is not operating in the country) notifies Washihgton,
inspects and photographs damage, assures that U.S. help will be
acceptable, alcrts U.S. voluntary agencies in the country, orders
relief supplice, vrepares obligating documents, urranges for
distribution within thc country, end establishes accounts, and

reports on cffectiveness of the U.S. relief effort.

P.L. 480

A.I.D. activities under PL 480 (the Fool for Peace law) include
furnishing food to combat hunger and malnutrition and to support economic
development, family planning, nutrition, private enterprise, and
agricultural development and production programs. Based on local ﬁeeds,
Missicns develop country plans, Food for Work projects, sales programs, |,
the ordering of food yroject commodities, the resolution of food

program implementation problems, and evaluation of food yrograms.

A.i.D. Missions work closely with the overseas repreéentatives of

U.S. Voluntary Agencies and with host governments in the developmeat

and execution of food projecects, and with the latter in reprogrammi:gf'

the local currency proceeds of agricultvral commodity sales programs."



II. YROGRAM SUPPORT

A. Finzncial Manusrcument

1. Financial Review

Mission controller staff conduct pre-implementation reviews.of the
financial feasibility and prozedurcs of Capital and Program Assisteance-
proposals; advise host country official and prospective borrowers con
A.I.D. fiscal requirements and regulations; review Misciorn contracts;
conduct price analyces; and follow~up on #:iit reports affecting the

Mission.

2. Accounting
Mission controllers acccunt for dollar and foreign currency funds:
draw-downs on l'ans; record PL 480 local currency generation; maintain
salary, rcceivables, and property accounts; perform commodity arrival

accounting: review status of obligations, and prepare financial reporss.

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 ell Mission estimates; perpare fore-
casts of workload, obligations, and expenditures; maintain dollar end
foreign cwrrency budget control; assure Mission compliance with limits-
tions and directives; and control generation of foreign currency under

special letters of credit.

UV~



B. Perconncl Management

1. Personnel Policy and Regulations

Although most policy and reguletions for U.S. employees are established
in Washington, Missions are requircd to establish scme local rules in
cooperation with Embassy staff. For local national and third country
national employees, the function is guite 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. cmployees normally tekes 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 Assipgnments

Although the bhasic decisions and paperwork are accomplished in Washington
for 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, separatlions, etec.
Missions accomplish all of the dccisions and paperwork on local and «

third country national employees.

k. Personnel Processing

Personnel actions for U.S5. employees are processed in A.I.D./w, but the

Misslon handles many other documchts, including SPARS, health and life
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insurance forms, allotmenvs of pay, performance ratings, developzent
appraical reporis, arrival and depariure notices, etc. The Mission
precesses all personnel and related actions for local and third

country employces, including personnel actions.

5. Personnel Orientation and Training

Missions conduct orientation programs for all employees, and arrange
laguage training for U.S. employecs. Opportunities for developmental
training arc made known, applications are reviewed and acted upon, and

attendance arrangements are made vhen training is approved.

6. Employee Mznagement Relations

The usual problems of keceping personnel content on the Job are com-
pounded in a Mission by language, climate, culture, and other environ--
mental problems for U,S, employces and their dependents. Locél emplaoyees
also present unique problems such as different labor laws and customg
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 sccurity, and essentiul physical security for real and
personal property. These actlivities are closely coordinated with the
Embassy Security Officer who is responsible lor security cleargnces for

A.I.D. local cmployees.

D. Management Services

1. Manpower Planning & Control- A.I.D./w imposes position ceilings and

employment limitetions. The Mission (usually the Executive Officer)

reviews program and administrative staff requirements to insure that



these limitations are not exceeded, and that nceded 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 cuthority, manpower utilization, directives system, etc. The
Executive Office usually performs these functions and may have additional

staff 10 do so in large Missions.

Legal Activities

Missions have resident Legal Advisors when authority in che Capital &and
Program loan arcas have been delegated to them, or vhenever size of
program and complexity of host country involvemen£ so indicate. ILegal
Advisor functions include drafting and interpretation ofAbilateral and
multilateral agreements; reviewing other agreements, authoriz&tions,‘

and contracts; drafting or reviewing loan agreements; reviewing claims ard

appeals against the Agency.

Administrative Services

Missions usually provide direct-hire, PASA, and PSC employees with the
same adminictrative services provided in the U.S. plus such overseas
essentials as housing, utilities, schools, and commissaries. ther
services provided include office space, equipment and supplies; vehicles;
travel authorizations and arrangements; customs clearances; acquisition,
manageuent, and disposition of real property; administrative cortracting
and procurement for local supplies &na services; and records managenent and

communicetions.



G. Audit Compliance and Investigaticn

H.

1.

Audit and Compliance

The Auditor Genecral's Office of Audit reviews A.I.D. operetions
world-wide to determine how authorities are being carried out and

how policies and stanuerds 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 oi audit work. All auditors, resident,
Area, and in Washington, arc responsible to the Auditor General and not

to the line offices vhose programs they audit.

Inspection and Investigation

Another overseas function 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 uncerr
any irregularities in compliance and integrity of operationsf The
inspectors and investi;itors abroad are responsible to Washington, but

keep the Ambassador and the Mission Director informed.

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 ccuntry media. Missions work closely

~with USIS to obtain good coverage. In uiost A.I.D. countries, the program

continually develops humen interest and other newsworthy material which

can be captured by an alert writer. General brochures and other hand-out

7%\
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waterial also have to be kept up to date. Ttems having U.S. interest are

forwarded for use by the Informe'ion 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 regulur work place -- and sométimes
his residence -- is a host country office or other facility. Other
Mission officials have regular dail& or weekly contact witn their .
counterparts and much of a Mission Director's time and of his top siaff
is taken up with a conscicus effort to cee 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. International Organizations and Other Imbassies

When an A.I.D. Mission is involved with other donors in a joint under-.‘
taking, close working relationships are essential. However, to’cérry
out its normal task of external aid coordination, a Mission is obliged
to maintain good relations with other potential donors for the exchange
of informetion. . |

3. Visits by Representives of U.S. Government and Private Organizations -

Such visitc are the best opportunity an A.I.D. Mission has to demonstrate~
its activities and accomplishments directly to an interested u.S. ofganiQH
zation. Such visits (Congressional, private, industry, non-profit organi-
zations, senior Executive Branch) are ;ot infrequent and command ;igni-

cant amounts of staff time, but can be very useful in gaining U.S.

support for foreign assistance Programs.,
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