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Dear Mr. President: 

320 TWENTY FIRST STREET, N.W. 
ROOM 5665 

WASIDNGTON, D.C. 20523-0062 

April 16, 1992 

I have the honor to transmit the report and recommendations of the Commission on the Management 
of Agency for International Development (AID) Programs. 

My fellow Commissioners and I believe that the fundamental cause of AID's persistent management 
problems is the multiplicity of objectives the Agency is required by law to pursue. These have grown 
in number and variety over the past several decades. We strongly recommend that the Executive 
Branch, in consultation with appropriate Congressional leadership, draft new foreign assistance 
legislation to reflect more accurately the mission and objectives of AID in the post-cold war world. 

Our second basic recommendation is that AID be merged into the State Department so that the foreign 
economic assistance program can respond flexibly and accurately to the foreign policy agenda of the 
United States. Integration with the State Department would greatly strengthen AID's ability to 
establish and hold to a clearly defined set of priorities and objectives. It would also make it possible 
to attract a high order of leadership to the top positions of the foreign assistance program. 

The report addresses three specific sets of management concern identified in the legislation which 
established the charter of the Commission. These have to do with deficiencies in program and 
personnel management and the general issue of accountability. Our recommendations are in the form 
of a time-bound action plan which, if carried out, should simplify and improve management 
throughout the Agency. 

Our Commission believes that foreign economic assistance is likely to remain an important instrument 
of American foreign policy. We found many talented people at work in AID and a high level of 
concern about the Agency's management problems. 

We have appreciated the opportunity to be of service. 

Yours sincerely, 

~7,7-r 
~ G~e' M. Ferris, Jr. 

Chairman 

TEL: (202) 647-4399 FAX: (202) 647·4756 
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For the last four decades, economic assis­
tance programs have served as a major 
instrument of U. S. foreign policy and have 
embodied the humanitarian, democratic 
and free market values of the American 
people. These programs have brought great 
benefit to millions of poor people around the 
world. They played an important part in 
the U. S. victory in the cold war. 

TOdar, as the United States redefines its 
role as the major power in the radically 
changed post-cold war world, it needs 

to reexamine the objectives and management 
of foreign assistance. If a new consensus on 
mission and strategic objectives can be reached, 
these programs can help the United States to 
achieve its political and economic objectives in 
a fundamenrally different world. Forging such 
a consensus would consrinl[c a giant step for­
ward in resolving the management problems 
inherent in the foreign assistance program. 

The 1991 Foreign Operations, Export 
Financing and Related Programs Appropriations 
Act established me President's Commission on 
Management of the Agency for Inrernational 
Development Programs (the Commission), 
The Commission was chattered on September 
20, 1991. 
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Creation of the Commission demonstrated 
Congress' increasing concern over foreign aid 
management. For several years both the 
Inspector General (lG) of the Agency for 
International Ocvclopmem (AID) and the 
General Accowl(ing Office (GAO) have repon­
ed major managemem shoncomings. The 
Congress instructed [he COnmUssion [Q make 
specific recommendations for administrative 
and legislative actions [Q improve program 
management, personnel management and sys­
tems of personal accountability. 

Some of NO's management problems are 
unique, a mcr recognized in the Executive 
Branch. the Congress and by AID's own IG. 
AID works in many poor countries which lack 
technical and management skills and where 
corruption is endemic. AID is burdened with 
objectives and earmarks imposed by both the 
Executive Branch and Congress - 39 objec­
tives at lasr coum. Many of AID's manage 



ment problems flow from policy confusion. 
AID's career staff numbers have spiralled 
downward in rhe lasr decade while its pro­
grammadc and geograph ic scope has increased. 
Irs dilemma is typified by rhe recenc extension 
of foreign assistance programs ro Easrern 
Europe in which AID was unable to respond 
rapidly to rhe staffing and program des ign 
challenges and was not assigned a leadership 
role. 

AID's basic management problems can never 
be resolved without a reappraisal of the objec­
tives of foreign economic assistance. The 
Commission therefore determined ro deal 
directly wirh underlying policy and organiza­
[ionai issues as well as with the specific man­
agement concerns idemwed by Congress in 
the 1991 legislation. In regard to the latter, 
the Action Plan offered responds directly to 

the explicit Congressional questions. 

The foreign t1Ssistance program suffers 
from serious and persisting manage­
ment problems 

In conceptual and management terms, the 
Commission finds thar AID is spread too 
thin. In many counrries, AID funding is too 
small to carry out significant economic and 
social change or ro justifY rhe smff on the 
ground and in Washington. 

The foreign assistance program is clearly in 
nced of change. AID's management is aware 0/ 
the dilemma and is engaged in fI number of 
mallagement reforms. Sevcral of these reforms 
cover topics addressed by the Commission in 
th is report. The Commission bel ieves some 
of AID's current effores offer promise for 
improved efficiency and accounrability. Ir 
also believes much more will need to be done. 
h should be noted clmt bmh the GAO and 
the Office of Management and Budger 
(OMB) arc also curreody analyzing AlD 
management and operations and wi ll be 
reporting their findings during the course of 
the year. 

The Action Plan's recommendations. if adopt­
ed, would greatly improve program manage­
ment, personnel management and systems of 
personal accowltability. With few exceptions. 
clle Action Plan recommendations can be put 
into place without new legislarion. 

Major Issues and 
Conclusions 

Section 1. Critical 
Underlying Issues 

The Administration and Congress need to rede­
fine the mission find objectives o/foreign flssis­
tance and enact a new foreign flSsisffll1ce law. 
AID's eun'ent orgflniZlltional sMUts find location 
in the Execl/tive Eml1eh do not equip it to 

respond with the c/out find flexibility required by 
tbe IWpidly challgillg world of the 1990s. III 
order more effoctively to implement the foreign 
policy of the Ullited States, AfD sbould be fidly 
integmted illlo the Sfflte Department. 

The Executive Branch needs to estflblish flJJ 
active, senior-level cOOJdiJ1f1tillggrollp flrforeign 
flSsistflJJCe such flS those which have existed in Ptlst 
adm i 11 istmtiollS. 

Economic Support Funds (ESf) should be used 
only to achieve politictllforeigll policy objectives 
and Development Assisfflnce (DA) fimds for 
legitimflte development pmposes. 

Section 2. Restructuring 
Program Management 

AID 111I1St reestablish finJJ nlflJ1agement cOlltrol 
o/the Agenry at the top. The Administmtor 
should designate the Deputy Administrator as 
ChiefOpemting Officer (COO) alld establish a 
smflllsfflJfoJflce to help cany Ollt the fimctiol1. 

The Agenry must redflce the number of 
Washington progml11 find orgalliZlltionfll ele­
ments. This will permit more efficient deploy· 
ment o/resources while relieving major pressures 
on AID's financial, admiuistmtive find pen'onnel 
management systems. 

AID needs to reestflblish stflndtll'dized processes 
throughout the Agency. Stflndfll'diZlltiol1 -
ji'Om stmtegic planning to injoJ711tttio}1a11d COI1-
b'flct J11f1I1f1gement systems - will prodllu 
greater discipline, comprehensibility and compat­
ibility. This includes pel[onllfll1Ce indicators and 
evaluations flS these flffict cOll11b'ies, progmms 
and personnel. The gnfll is to 1}1f1ke the Agmcy's 
UJork effoctive find flCColll1fflble- not to redllce 
creativity. 
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Integrated budgeting of programs, operating 
expenses and personnel resources will reveal the 
real, fitlly-Illlocated cost of each program and 
improve the Agencys ability to respond quickly to 
changing circumsfl1l1tes. 

AID mllst reduce the number of and simplify its 
country programs. In an era of scarce resources, 
AID should concentrate its development dSSis-

A Chief Operating 
Officer should 
manage AID 

tance on nations which promote private sector 
economic growth as the best model for eliminat­
ing poverty and promoting stable democracy. 

Section 3. Improving 
Personnel Management 

The design Itnd implementation of an 1foctive 
program o/workforce planning is a top pri01ity. 

The Agency needs to revamp its recruitment 
strategies. It should combine its workforce 
planning with all active outreach recruitment 
program. It should reduce the nllmber of 
employment categories and make them conform 
to the changing world in which AID must work. 

The assignment and career development systems 
require more vigorous management. 

TrainiJ1gprograms must be updated to reflect 
AiD s changing roles in development. Foreign 
language requirements should be restored to State 
Department levels. 
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Section 4. Improving 
Accountability 

AiD management needs to install a pelfornulI1ce 
management system that links Agency objectives, 
annuaL employee work plans or "conn'tlcts" and 
employee evaluations, 

Use ojlvorldwide financial and conn'act 
rep01ting systems must be made mandatolY, 

Top management must strengthen AIDs 
internaL control review process, provide feedback 
to the opemting units on vulnerabilities that 
have been identified and use the results in devel­
oping an Agency-wide management plan. 

Some private and voll/ntal] organizations and 
university programs may have become excessively 
dependent on AID financing, AID should 
structure its progmm design effort to (1) empha­
size fewer and larger contracts and (2) eliminate 
those institutional efforts which have been 
inejfoctive or too costly. 

Two-year appropriations for Development 
Assistance (DA) fUllds will result in better pro­
gmm and project design, pennit consideration of 
the absorptive capacily o/individual cOlllltries 
and provide greater levcmge farpolicy refonl1, 

Executive Summary 
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As the United States redefines its role as the 
major power in the radically changed post­
cold war world, it needs to reexamine the 
objectives and management of foreign 
assistance. This reexamination should 
include AID's relationships with other parts 
of the government and the channels through 
which the Executive Branch and Congress 
provide foreign aid funds. 

T;e Commission idemified four key 
external meeOfs that need to be resolved 
if the foreign aid program is to work 

effectively: 

1. The Administration and Congress should 
redefine the mission and objectives o/foreign 
assistance. A multiplicity of mandates and 
programs is imposed ouAID without clearly 
defined priorities or adequate resources. 

2. AfD's current O1g(wiZdtiOl1fllsffltus dnd loca­
tion in the Executive Branch do not equip it to 
respond with the c/out and flexibility required by 
the rapidly changing wodd of the 1990,_ 

3. No active mechanism is cllnc:ntLy in use at the 
Cabinet OJ' sub-Cabinet level to consider major 
questions o/policy, priorities lind ((Iloeations 
relating to foreign tlJSisftlnce progmms. The Urck of 
such coordination is pl11ticulll1'ly unfortunate at a 
time when new foreign assistance activities in the 
fonner Soviet empire are being 1lndeltaken. The 
Executive Branch needs to e!fIlblish all active, 
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senior-level coordinatinggrotlp for foreign aSS/s­
tance SlIch as those which have existed in Pllst 
ad,ninistmt;ol1S. 

4. The objectives and uses of Economic SUPPOlt 
Funds (£SF) and Development Assistance (DA) 
money should be clarified ESF should be used 
only to achieve political foreign policy objectives 
and DA for legitimate development pmposes. 
Using ESF otherwise weakens policy dialogue and 
confilses effective p}vgram implementation, man­
agement and evaluation. 

1. Mission and Objectives 

Whatever [he his(oric roles of fore ign 
assistance have been in American foreign 
policy, they cerrainly must change to reflect the 
end of the cold war, thc risc of fie rce economic 
competition in Asia and Europe and the 
increasing imporrance ro the United States of a 
wide variety of transnational problems ­
drugs, tcrrorism, [he environment, refugees and 



the spread of the Acquired Immune 
Deficiency Syndrome (AIDS). 

Defining these changing roles is critical in any 
improvement of AID management. Virtually 
all students, critics and friends of the foreign 
aid program criticize AID for trying [0 pursue 
too many objectives in [00 many places. Yet 
none of the traditional 01' newel' constituencies is 
prepared to yield priority to other (tctors. 

Achieving a neUl consensus between the Executive 
Branch and Congress is a political imperative. 
Nevel' popular, foreign aid programs are 
particularly under arrack today. 

A majority of Amcricans no doubt agree with 
Presidenr Bush when he argues that the 
United States must remain constructively 
engaged with the world because rhar is in our 
best domestic economic and political interests. 
Sustainable long-term economic development 
overseas is likely (0 continue (0 be an objective 
of U.S. foreign policy. But the foreign assis­
ta.nce program will be seen by the public as 
clearly representing U.S. interests only if it is 
refocused co address the problems of a radically 
different world envirOlunent. 
Numbers of such redcf1nitions have been 
attempted in recem years. The 1989 
Hamilton-Gilman report was a model of 
darity. The 1991 foreign aid aurhoriz..1cion 
bill, which failed of passage, was another seri­
ous efFOIt to definc the agenda anew. These 
recent efforts generally have agreed on a short 
list - usually four to six - of desirable 
objectives. 

In substance these objectives are consistent 
with Secretary of State Baker's listing of five 
U.S. fo reign policy objectives for the 1990s: 

• Help consolidate dIe worldwide trend 
toward democracy; 

• Help build strong, free-market 
economies; 

• SUppOH peace makers to reduce 
regional tensions and conflict; 

• Work with the international communi­
ty to address transnational threats such 
as environmental degradation, drug 
trafficking and terrorism; and 

• Meer urgent humanitarian needs by 
responding quickly to alleviare suffering 
through disaster assistance, food and 
refugee assistance. 

To support U.S. foreign policy is the simplest 
and clearest way to state the mission and 
objecrives of rhe foreign assistance program. 
Starting with thar basic definition, the 
ExeClltive Branch needs to draft a new Foreign 
Assistflnce Actrecogni'l.ing and incorporating 
the new realities. In preparing the Acr, the 
Executive Branch should consult extensively 
with the appropriate Congressional leadership. 
A new Act should provide not only a new and 
more relevant agenda; it also should streamline 
the management s[[ucture of dIe foreign 
assisrance program so that it can respond to 

U.S. needs wi th the flexibility and rapidity that 
the new world order requires. 

Achieving a new consensus between the 
Executive Branch and Congress is a 
political imperative. 

Recommendation: 

The Executive Branch should submit to 
Congress a new Foreign Assistance Act 
to replace the oft-amended, overbur­
dened Foreign Assistance Act of 1961. 

2. AID's organizational 
status and location in the 
Executive Branch. 

Ideally AlD's organizational status within the 
Executive Branch should flow from its 
mission, which histOlY is now redefining. 
For 30 years AID has been a semi-autonomous 
operating agency under the policy guidance of 
the State Department. 1£s current status is as 
mudl a "historical accident", as a Congressional 
staff member reccncly commenced, as a maner 
of deliberate design. 

In the wake of the cold war and with the rise 
of powerful economic competitors in Asia and 
Europe, a strong argument can be hel11d that the 
most imp01tant priorities for fI u.s. foreign 
assistance progrflm fire economic policy refonn 
programs overseas and trade find investment 
programs that will directly benefit the American 
economy. T his suggests that AID ally irself 
more intimately with other agencies con­
cerned with foreign economic matters, or pos­
sibly become incorporated widl one or more 
of them, presumably at the Cabinet level. 

It can, of course, be argued that AID should 
remain as ir is: semi-autonomous under the 
policy dirccrion of dIe State Departmem. 
A lack of prestige makes it difficult to attract 
effective leadership. AlD, as a semi­
autonomous agency, speaks with less chan 
Cabinet-level clout in both the Executive and 
Legislative branches, accentuating AID's weak­
ness in resisting rhe imposition of new priori-

lJ 
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ties, earmarks and programs. Moreover, AID 
find~ it~c1f isolated from the rapidly flowing 
political events of the 1990s, as exemplified by 
the development~ in the former Soviet U nion 
and Eastern Europe, and is unable to play the 
kind of role its technical expertise and experi­
ence in overseas project management suggest is 
desirable, 

... the Executive Branch needs to draft a 
new Foreign Assistance Act ... 

If support of U.S. foreign policy is the rationale 
for foreign assistance programs, AID probably 
belongs fully within the State Department, 
panicularly at a time of rapid change in the 
world when maximum flexibili ty is required. 
The State Deparunem could benefit greatly 
from a more intimate sharing of the opera­
tional experience and stafF expertise of AID as 
it seeks to respond rapid ly and effectively to 

the new foreign policy challenges of the post­
cold wa.r world. Orga.nizationally, merging 
AID with State would not be d ifficult to carry 
out, although many irritations would obvious­
ly arise in the process. 

An arglUnem against putting AID in rhe State 
Deparrmenr is that the Statc Dcparunem 
often has not been intimatdy concerned either 
with the management of economic policy and 
rrade and investment programs overseas or the 
basic building-block kinds of programs that 
have characteri7.ed AID work in the poorer 
countries - health, education, population and 
agriculture. This criticism is based on the 
conception that the Statc Depamnem primarily 
is concerned widl shorHerm political 
considerations and that AID is by its nature 
concerned with longer-term econornic devel­
opment considerations. But in fact the State 
Department, as the principal instfwnem and 
enunciamr of U.S. foreign policy, has for some 
4S years sllppmted the basic principles of 
foreign economic assistance. If AID joins 
forces with State, horn State and AID should 
emerge as stronger components of a wlified 
polky and operational approach (0 the 
challenge of development. 

The Commission believes that on balance the 
best solu tion is to merge AID into State. 
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Recommendation: 

AID should be fully merged into the 
State Department and the 
Administrator designated an Under 
Secretary for Foreign Assistance. 

3. The need for inter­
Agenry coordination with­
in the Executive Branch. 

The nacure of the times demands the best 
possible communications and coordination 
among the large number of Executive Branch 
agencies currendy involved in foreign assistance 
activities. Senior level inter-Agency coordina­
tion is weak. Stronger liaison is necessary with 
ocher donor coullrries and international 
financial institutions. The Development 
Coordination Committee, in existence since 
(he 1 970s, does not meet, although at least 
twO of its subconurunees on multilateral and 
food aid work quite effectively. But with rapid 
change in foreign policy requirements and an 
increasing number of acrOI'S, the Executive 
Branch ru ns a rcal danger oflosing control 
over the prioricies and roles of various agencies 
in foreign assistance and the allocation of 
funds, 

The Commission concludes that the 
Executive Branch needs to activate a formal 

AID should be 
merged into the 
State Department 

coordination committee on foreign assistance 
involving the major interested agencies. Such 
a committee should clearly include senior 
representatives of State, 'freasury, Defensc, 
the National Security Council, Agricwmre 
and OMB. Other Departments and Agencies 
would be potential participants depending on 
issues under considerarion. The State 
Department, at the level of the new Under 
Secretary of State for Foreign Assistance, 
should chair the group. 

At the field level, AID should work closely in 
plan ning with the Export-Import Bank, the 
Overseas Private Investment Corporation, the 
Trade and Development Program, the 
Departments of Commerce and Agriculture 
and me U.S. Information Agency to enhance 
and accelerate economic development. 

Recommendation: 

The Executive Branch should establish 
and activate a formal inter-Agency 
coordinating committee on foreign 
assistance to be chaired by the Under 
Secretary of State for Foreign 
Assistance. 

4. Clarifying the purposes 
and uses of Economic 
Support Funds and 
Development Assistance 
funds. 

Economic Support Funds have constituted 
the Fastest growing category of fimds used by 
the U.S. Government for foreign assistance 
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directly related to political, economic and 
security interests. In a very real sense, they 
became the primaiY line of funding for fight­
ing the cold war in non-military terms. 

ESF now constitutes about two-third" of 
AID's budget and is programmed in about 
50 countries. Congress and the State 
Department earmark virtually all ofESF. 
In practice, ESF is onen used to "top off" 
other monies (Development Assistance and 
P.L. 480) in order to achieve a commy pro­
gram target level where security interests are 
quite modest. Since Congress expects ESF to 

be used to the extent possible to achieve 
"developmental objectives", AID frequencly 
confronts a connlsion of objectives and 
responsibilities that makes program implemcn­
tation and evaluation difficult. 

The Executive 
Branch needs to 
activate a formal 
coordination com­
mittee on foreign 
assistance 

With the worldwide threat from the former 
Soviet Union now ended, the uses ofESF to 
fight communism ovcrseas should be vastly 
reduced. It is thus an opportune momem ro 
reexamine the purposes and uses ofESF. 
Certainly the U.S. Government will cominue 
to want flexibility offunding in its immediate 
political and security interests. Such funds 
should continue to be classified as ESF. But if 
ESF assistance is to be used for "developmental 
purposes", these nmds should be 

transferred imo the Development Assistance 
account. 

The Development Assistance account itself 
should be made more flexible. AID has long 
asked for one simple caregOlY of "develop­
ment" funds without divisions by region or 
program subsrance. AID's management load 
would be greatly reduced and a sizable 
reduction of the in-house bureaucracy could 
occur if Congress legislates such a provision. 

Recommendation: 

The Administration and Congress 
should make a clear distinction between 
ESF and DA monies. ESF should be used 
only to achieve political foreign policy 
objectives and DA for legitimate eco­
nomic development. If the situation in a 
given country or region designated for 
ESF requires "development" uses, those 

funds should be transferred to the DA 
account and managed as such. The 
President should have waiver authority 
for exceptional cases. 

ESP should be used 
only for political 
foreign policy objec-
tives 

Allocation of ESF Money 
in FY 1991 

Country 
Ilr~el 
Egypt 

AnduNJ~~~~YI~~ 
EI Salw;lIdor 

Ph~~'kf:r:~ 
t':.rr~!; 

Hondura. 
Panama 
Portu!l~f 

Ireland 

A~u~~~::" .. i~ 
COlh RlclI 

C)'pru. 
Morotto 

Oman 
ENE Regional 

Halll 
Bollvlll 

Wen Bank/Gala 
Jamaica 
Namibia 

South Af,lca 
S. Pacific TUna 

lA~:~~~~r~ 
Indonella 

Ivol')' Coast 
hbanon 

StycileUu b. 

Dl~ri\~I~ 
Guy .. na 

CambodIan Refugee. 
Carlbbun Regional 

l.fur. Regional 
sene¥ijl 

Armenl .. Earthquake 
Colombia 

Amount (Millions of u.s. Dollars) 

I 

f~ypt'" 1849 Mfllion 

Israel=: $7.2 Billion 

Total ESF = $3.4 Billion 
Israel &: Egypt = $2+ Billion 
Next 10 Countries = $1= Billion 
Rest of list Totals $300 Million 

Millions of U.S. Dollars 
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The Commission believes the current AID pro­
gram management system is deficient and creates 
management problems which AID managers can­
not control The "system" of program manage­
ment has degenerated over the years into several 
systems - each with its own personality - and 
no one holds them together. AID today is charac­
terized by separate and competing central bureaus, 
systems of program review and approval that are 
collegial and vary according to the individual 
management cultures of the bureaus, and a formal 
system of decentralization to field Missions which 
is not adhered to. 

This section deals with whtltAiD senior 
management needs to do to regain CO/1-

h'oland to be able to monitor and 
account for both program development and 
program management systems. It identifies 
major organizational and management defi­
ciencies and recommends specific acrions 
which will (I) ensure the consistent involve­
ment of senior managers in the substance of 
AID's business and (2) establish a system of 
uniform program development and manage­
ment which will identifY responsibiliries and 
fix accountability up and down the line. 
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The Commission believes the current l'e01gani­
zation o[the AIDlWashington (AIDIW) head­
qUa1ters structure suffers jivm tum defects. The 
creation of the Operations Directorate added 
an additional management layer and fUMer 
removed top management from the substance 
of the program. It is also nO[ clear how the 
new structure improves the support mecha­
nisms for delivering foreign assistance in the 
field. 

AID s management problems have evolved over 
a period of years and are attributable to the lack 
of strong and consistent leadership ji-om the 
Administrators office. This void in central 



direction has encouraged AlD/W's bureaus to 
operare independently. Sysrems of program 
developmenr and managemenr vary by 
bureau, as do working relationships with field 
Missions, often compromising AlD's strong 
reliance on decentralizarion. The lack of 
unified managemenr comeol causes the largest 
single categolY of adverse findings by the IG. 
It also leads to consensus decision making and 
obscures lines of responsibili cy and accounr­
ability. 

The eight bureaus which comprise AID's 
Opertltions Directortlte compete among them­
selves and with field Missions flrprogram 
fimding and personnel. This results in both 
scaff and program redundancy. According ro 
a November 1989 internal AID report, there 
are almost 400 organizational units in AlD/W 
- onc for evcry six employees. There is one 
supervisor for every three employees. The 
eight bureaus had programs of their own (in 
addition to the overseas Missions' programs) 
which accounted for approximately 35 per­
cent of total Developmem Assismnce funds in 
FY 1990. Many of these programs are 
duplicative and are not utilized by the field 
Missions they are designed to serve. AID 
must correct this organizational splintering in 
order to manage more efficiently. 

AID has not established a strategic planning 
process to identifY and justify its highest prior­
ity Operating Expense (OE) funding needs. 
k. a resu1r, annual budget reviews with OMB 
have resulted in I'cducrions in crirical areas 

such as travel, field d irecr hire scaff and 
language training. During the period FY 
1986-FY 1992, U.S. direcr hire sraffdecreased 
by 2 percem while dirccr hi rc sraff overseas 
decreased by 19 percent. This occurred in the 
face ofIG criticism that AID did not have 
sufficient projcct managemenr strength in the 
field. 

Although AID critics and supporters ali ke 
believe that AlD'1i field Structure is essential [Q 

Lack of unified management control 
obscures lines of responsibility and 
accountability 

AIDjW 

its success, some reduction in the lIumber and 
size of Missions will ha~ to be made together 
with major cuts in AlDIW staffin order to 
utilize DE fimds more effecti~/y. SrafF deploy­
ment must better reflect AlD priorities and 
budget realiries. In rhe planning and budget­
ing cycles in AID/W, staffing requiremenrs 
must be matched to the size and complexity of 
field projects and programs. AID's current 
effort~ to develop performance indicators can 
be helpfiil in this process. 

Luge, redundant staffi in AIDIW and a lack of 
discipline have produced a distorted pmgmm 
and project management process. Decisions are 
made by commirtees runcrion ing on the basis 
of collegiality and consensus. Instead of the 
sharp rusrinction between AID/W policy 
development and field Mission project devel­
opment explicit in the formal delegations of 
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project approval amhoriry to the field, 
relationships between top management in 
AID/W and the field are vague and contradic­
tory. AIDIW does not Imifonnfy review rind 
rlpprove Mission strategies and action plans and 
hold field Missions accountable for them 
through systematic evaluations. AIDIW spends 
excessive time on project design and approval 
which is the operational purview of the 
Missions. There is littie imegration of program 
costs with staff, OE and other administrative 

costs. 

Deputy Administrator should function as 
Chief Operating Officer 

The substantial delegations of project approval 
autilority made to tile field Missions over the 
past decade should be preserved in order to 
take full advantage of AID's in-country pres­
ence and comparative advantage in project 

design. 

AJDfW also needs to ensure that Missions use 
the extensive technical expertise available in 
the Technical Support Bureau recommended 
in this report. Project developmem in the 
field can be improved by using up-to-date 
AID/W technical knowhow and past experi­
ences with similar project imerventions. 
AIDIW can play an imp01trtnt role in coordinat­
ing selective evaluations of projects and broader 
evaluations o/sector historical data in order to 
help MissioJ1S design betterprojects. 

A finer-tuned evaluation dfint will also help 
AID to qUftntifj aud report the remits o/its pro­
g1'l1111S to Congress and the public at Imge. With 
direct personal participation on the part of the 
Administrator, AID is in the process of 
strengthening its central evaluations tIlllt, 
It has consulted with Congress about an evalu­
ation program, and expects to deliver this year 
a number of major results-oriented evaluations 
of such programs as child welfare, population 
and export promotion, and such management 
issues as tile character and strucmre of AID 
field Missions. 

The Commission concludes that the 
Administrator's responsibilities at the inter­
Agency policy level and in communicating his 
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vision of the Agency's work both inside and 
outside the institution are sllch that the Deputy 
Administrator must playa more pro-active role 
in program management and monitoring. 

More active management and monitoring will 
prevent individual AIDIW bureaus from fimc­
tioning as autonomous cultures. Uniform poli­
cies and procedures must be adopted to ensure 
adequate control and a results-oriented organ.i­
zauona! structure. The COnmUssion believes 
that increased senior management involvement 
in the day-to-day monitoring of operations will 
draw dearer lines of responsibility, preserve 
delegations of authority and thereby promote 
greater creativity. 

Recommendations: 

Note: Actions required and a timetable for 
each of tile recommendations beginning below 
are treated more fully in AnnexA. 

1. The Administrator should designate 
the Deputy Administrator as Chief 
Operating Officer (COO) and establish a 
small staff office to help carry out the 
function. 

The COO should develop an Agency manage­
ment plan that (1) clearly defines AID's operat­
ing goals and objectives, (2) allocates resources 
and assigns responsibility, (3) sets target dates 
and (4) identifies specific results by which per­
formance will be measured. The COO must 
define the goals and the limits of the myriad of 
current Agency exercises to develop detailed 
country, program and 

management performance indicators. This 
will free up the Administrator to concentrate 
on policy. AID's relationships with other 
Agencies, Congress and the public, and work­
ing relationships with foreign countries. 

The Deputy Adnunistrator should lUlderstand 
me unusual nature of the Agency's program­
matic and management dlallenges. Either the 
Administrator or the Deputy Administrator 
should have some degree of expertise in 
foreign assistance programs. 

Action required and timetable: These actions 
require the Administrator's policy directive and 
six months of staff work. 

2. The eight central bureaus should be 
dismantled and AID/W should be reor­
ganized by country assistance cate­
gories. The Operations Directorate 
should be eliminated. 

AIDfW would consist of five operating 
bureaus - Economic Support Fund (ESF) 
countries, Advanced Developing Countries 
(ADCs), Less Developed Countries (LDCs), 
Special Situations and Technical Support. The 
fmance and administration and policy func­
tions would remain as separate organizational 
lUilts. 

Countries would fall into one category only. 
Each of the four categorical bureaus would 
include geographical desks to ensure that head­
quarters has the understanding necessary for 
policy formulation and for liaison with geo­
graphically-oriented elements of other U.S. 
governmem or multilateral organizations. 
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Mission Directors would repon to the head of 
the applicable bureau. 

The £SF Bureau would handle political and 
securiry suppon for selected countries in dose 
consultation with the State, Defense, Treasury, 
Commerce and Agriculture departments. 

The ADC Bureau would manage programs of 
economic cooperation with higher-income 

The Technical Support Bureau would provide 
technical expertise in support of orner central 
and field operations. It would also continue 
AID's successful research programs. It would 
implement central functional programs but 
only when fully funded through buy-ins from 
missions and the orner bureaus. The Agency 
should ensure that the Technical SUppOlt 
Bureau's program budget is limited to 

research of the highest priority. 

The Administrator must continue to lead 

the process of reducing the number of 
sectors, projects and countries 

developing countries. The emphasis would be 
on improving trade and investment opportu­
nities and such technical assistance and train­
ing activities as the adoption of u.s. technic.ll 
standards and specifications and the utiliza­
tion of the Imernational Executive Service 
Corps (IESC). 

The LDC Bureau would be responsible for 
designing and implementing growth-oriented 
strategies with a heavy emphasis on policy 
reform and private sector development. The 
long-term strategic goal would be for each 
country to graduate to ADC status. 

The proposed reorganization according to 

categories of development represents a radical 
departure from the past regional strucrures. 
The Conunission believes that in a rapidly 
changing world it is essential to modifY AID's 
traditional culture and ways of doing business 
- to "break the mold." 

The reorganization obviously presents some 
difficulties in implementation and adjustment, 

pa,ticularly as concerns connections with other 
agencies that are organized on a geographic 
basis. But the Commissioners believe these are 
not insurmountable since coUImy desks are 
part of the proposed new system. The new 
structure fits most closely the way develop­
ment is taking place in the world. It recognizes 
the ladder of upward progress £Tom LDC sta­
tus that should be the essential goal of all 
development programs. 

Action required and timetable: Proposal 
would require consultation with the State 
Department and Congress. Emire effof[ 
could be accomplished by direct hire staff 
within one year. It would reduce current 
levels of AIDIW staff and program redundan­
cy and permit the reallocation of OE to higher 
priority needs. 

3. As AID eliminates redundancy of 
staff and programs in AID/W, it must 
reduce the number of and simplify its 
country programs. 

In countries where large amounts of resources 
cannot be justified, Missions and ficld offices 
should be eliminated or downgraded to AID 
representative status. Such countries might 
qualify for very simple interventions at first, 
such as participant training, which provide the 
U.S. with presence and visibility but little risk. 
Alternatively, Ambassadors might be allocated 

The Special Situations Bureau would be 
charged with rapid and effective response to 
special assistance or cooperation requirements 
as exemplified by the current events in the for­
mer Soviet empire. The pre.~wnption is that 
assistance through this Bureau would be of a 
relatively shan-term nature, and that coun­
tries would either move into another category 
or cease to receive assistance. The current 
Office of Foreign Disaster Assistance would 
be located in this Bureau. 

~, 
I I 

Technical Special 
Support Situations 
Bureau Bureau 

, , 
I 

least 
Developed 
Countries 

I I 
Advanced ESF 

Developing Countries 
Countries 
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Managing through a uniform system is 
the only way the Administrator and the 
COO will be able to control monitor 
and fIX responsibility and accountability 

modest funds to allow the United States to 

respond flexibly to important host-country 
political or econom..ic development need". 
Programs in other countries should be simpli­
fied by operating in fewer sectors with fewer 
projects. Coumries which justifY larger 
programs should be staffed adequately; this 
may involve staff increases in some instances. 

The Commission is aware that Agency work­
ing corrunittees are experimenting wirh the 
development of performance indicators to 
help determine country assistance levels and 
staffing requirements. fu smted previously, 
the COO should playa strong role in defining 
what should be measured and how to ensure 
that the systems produce information that can 
be used for decision making. Economic poli­
cy reform should be a key ingredient in any 
such measure. In any event, performance 
indicawrs should be employed as only one set 
of criteria in a process which will be largely 
judgmemal and carefully coordinated with the 
Department of State and Congress. 

The Administrator must continue to lead the 
process of reducing the number of sectors, 
projects and countries since it will challenge 
the budgeting and staffing levels of each 
operating bureau. Congressional cooperation 
is vital in this regard. 

The Commission believes the overall reduc­
tion in the number of country Missions and 
field offices must be significant. In an eta of 
scarce resources, AID should concentrate its 
development assistance on nations which 
promote private sector economic growth as 
the best model for eliminating poverty and 
promoting stable democracy. I 

Action required and time table: This process 
should be completed within a year. 

4. The Agency must adopt a uniform 
program and project management 
system. 

Managing through a uniform system is the only 
way the Administrator and the COO will be 
able to control, monitor and fix responsibiliry 
and accountability. In order to be effective, 
the system must make a clear distinction 
between policy/planning/evaluation responsi­
bilities, which belong to the AID/W headquar­
ters staff, and operating responsibilities, project 
design and execution, which belong to the 
field Missions. Country Development 
Strategy Statements (CDSS) for each operating 
unit are required for review and approval every 
five years by the Administrator or the COO. 
.Each CDSS should conform to the Agency's 
management plan. 

Section 2: &sn'UChlrillg Program Mallagemellt 

Each operating unit will prepare an Action 
Plan (AP) for approval by the Administrator or 
the COO every two years. These plans will 
identifY strategies, objectives and anticipated, 
measurable results. Using performance indica­
tor guidelines as approved by the COO, each 
AP will identify sectors of concentration and 
the types and approximate size of project inter­
ventions. The AP will integrate program con­
tent and the results-oriented strategy to staff 
and orner OE requirements. Staff should be 
broken down by direct hire. camracr and. in 
the case of Missions, short-term technical sup­
port and other assistance from AIDIW. F..'lch 
approved AP will serve as a contract between 
the unit head and the COO. It should con­
form to the CDSS or recommend CDSS 
changes. 

The AP review will pe/mit the COO to make 
changes dS desirable in the Ilumber and size of 
field Missions lind offices. It will afford tighter 
control of AIDIW bureau staffing as the 
bureaus' APs are brought more into line to 

reflect actual Mission program needs. The 
Conunission expects that this more disciplined 
approach to integrating program activity and 
personnel levels will eventually reach beyond 
the operating bureaus to include the AIDIW 
support apparatus. As APs are implemented 
and evaluated, it should be possible for the 
Agency to determine more accurately staff' 
requirements in the teclmical support and 
contracting areas. It should eventually become 
possible to allocate these costs to the various 
operating units in order to obtain a higher 
degree of cost control. 

All project identification, design and approval 
will be done in the field. AIDIW will have no 
project review or approval role. APs will pro­
pose sector strategies but project interventions 
will be the sole responsibility of the Mission. 
It is the Missions' responsibility to ensure that 

1 For purposes of direcring dL-vdopment assistance, Chairman ~erris and Commissioner Kemp urge AID to establish an index of economic freedom covering gen­
erally such fuctors as: rates of taxation; size of public sector; extent of private banking; regulation and red tape; extent wages and prices are regulated or market deter­
mined; tarifflcvds; restrictions on foreign investment and convertibility of currencies, and protection of property rights. Long-term attention to human resource 
development is also an essential component of development. Mission Directors should annually roue progress of their countries on these indices. 
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AID's project lessons learned are drawn on 
dwing the project conceprualization phase. 
The Commission believes that the samc sys­
rcm of decentralization should be utilized for 
the expanding programs in Eastern Europe 
and the former Soviet Union. Although some 
field presence has been established in rhese 
areas, there has been little field participation in 
program and project design. 

Uniform Program and Project Review System 

In-depth evaluations of Missions will be 
conducted every year, alternating between 
AlD/W and the field. Evaluations will be led 
by the Bureau Assistant Adminisuaror (AA) or 
the Deputy Assistant Administraror (OM). 
The evaluations will include reviews of funds 
obligated but not disbursed. The second 
evaluation will serve as one element in the 
establishmem of the new two-year plan. Each 
evaluation will be submitted to the COO by 
the AA with precise management recommen­
dations. 

Action required and timetable: The above sys­
tem can be put in place by the Administrator 
immediately. It will dearly define responsibili­
ties and establish accountability; it will also 
enforce current delegations of authority and, if 
properly monitored by the COO, do away 
with the counter-productive aspects of decision 
by conunittee. 

5. The Agency should continue to 
emphasize results-oriented evalua­
tions. 

By the end of 1992 it should be possible to 

judge whether the expanded, centralized evalu­
arion activities curtently underway are likely to 

produce broadly useful information about pro­
gram results. With this large increase in cen­
tralized arr'!ntion to program evaluation, it is 
imporrant to keep in mind that it is always dif­
ficult to judge cause and effect and that evalua­
tions, to be useful to a large Congressional and 
public audience, must guard against an overly 
academic approach. 

Action required and timetable: Examine the 
results of rhe new system by the end of 1992. 

1. Washington Review 

a) Country Development Strategy 
Statement (CDSS) - Complete country 
and sector economic, financial, and 
social analysis. 

b) Action Plan (AP) - Detailed sector 
Investment strategies, objectives, 
results. 

c) Mission Evaluation - Detailed review and 
analysis of Mission's adherence to policies 
and strategies and achievement of results. 

d) Annual Budget Submission (ABS) -
Summary of each units' budget based 
on APs. 

e) Congressional Presentation (CP) -
Budget request to Congress 

2. Mission Review 

a) Project Identification Document - Brief 
description and anlysls of specific project. 

b) Project Paper - Detailed and final 
economic, technical and financial 
analysis of specific project. 

Timing Action 

Every 5 years AAApproval 
COO Approval 

Every 2 years AAAproval 
coo Approval 

Annually - Every AAleads and 
other year In recommends 
field action; COO 

takes action 

Annually Approved 
during AP review 

Annually Prepared by 
AID/W based 
onABS 

As required Prepared and 
approved by 
Mission 

As required Prepared and 
approved by 
Mission 
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This section deals with the actions necessary 
to improve the management of AID's 
human resources. Better personnel manage-

"i ment will help AID to achieve its program­
matic goals and to treat its employees more 
equitably. AID needs to change the ways it 
recruits, assigns, trains and develops its staff. 

T:e subject of personnel evaluation and 
linking evaluations to management 
results is deaJt with in the following sec­

tion of the Action Plan under "Accountability". 
The Commission believes the actions it recom­
mends in both of these sections will help AID 
to respond more Acxibly to changing needs and 
to integrme program requirements with work­
force and operating expense realities. 

AID employs people to manage irs programs 
under basically four employment modes: 
General Schedule (GS) of the Civil Service, 
Foreign Service (FS), Foreign Service Nationals 
(FSN), and Personal Service Contractors 
(PSC). They total approximardy 11,000. 
All Mission sraffing and most senior AIDIW 
positions are Foreign Service. They number 
abom 1,775. GS staff is Washington-based and 
for the most part is mid-level professional or 
,uppon staff. They number about 1,450. 
AlDIW also employs about 450 comma 
personnel. Personal service or other contract 
staff and Foreign Service Nationals ~ ahom 
7,400 - are employed in the Missions. 
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The Office ofHwnan Resources Development 
and Managemem (HRDM) is responsible for 
managing the personnel function with the 
exception of executive level personnel assign­
ments, which are made by the Administrator's 
office. Irs conaol over many pans of the 
personnel system is weak. 

T he Commission fOlUld that the main prob­
lems with AID's management of employees are 
with irs Foreign Service cadre. The law, 
regulations and manual orders are quite clear 
about how Foreign Service employees should be 
managed but AID often does it rather different­
ly. Because of AID's collegial culture, a system 
has evolved over time where each individual 
employee manages his/her assignments, train­
ing. career and frequendy even drafts input into 
annual performance ratings. GS employees, 
while very valuable to the Agency, tend to be 
ignored or little involved in career devdopment 
and uaining. PSCS are considered like FSNs. 
something of interest to Missions only. 



AIDs recruitment strategy for Foreign Service 
and Civil Service is mostly concerned with 
replacing those who leave and responding to 
emeJgencies. Human resource managers and 
program managers should instead be working 
on a conrinuous basis [Q identifY trends and 
related personnel implications. If operating 
budget. program and staffing levels were inter­
dependently justified. then personnel adjust­
ments would be forced at the time of progtam 
adjustment. FS recruitmenr and assignmem 
are further complicated by the existence of26 
job categories or "cones" and technical review 
committees which often have biased or nar­
row views regarding applicant'>, 

The Foreign Service assignment process does not 
meet the needs of the Agenry nor is it foil' to 
many employees, The main problem is that an 
informal system has evolved below the execu­
tive level wherein a majoriry of assignments 
are negotiated to agreement by all parties 
except HRDM in advance of assigrunent 
board meetings. This means that less desir­
able assignments are all that is left to be han­
dled by the rules. Assignment precepts, meant 
to set standards for equitable treatment of all 
employees, are not well applied. 

AID s h'llining programs are a collection of ad 
hoc courses which have evolved over time and 
lack a foclls as to Agenry goals or employee career 
development objectives. Training strategies, 
policies and programs need to be part of 
broader organizational planning which identi­
fies program operational needs, estimates staff 
requirements and matches current staff with 
these needs. Differences will indicate areas for 
training or recruitment. Attendance at rrain­
ingcourses by field staff is often limited by 
lack of travel funds which reside in the 
Missions and compete with other priorities. 

A specific concern noted by the Commission 
is language training. As the result of a man-

AID's training programs lack a focus as 
to Agenry goals or employee career devel­
opment objectives 

agemcnt decision some years ago to conserve 
GE, [he Agency lowered irs language stan­
dards. They should be re-established at State 
Department levels. 

The Foreign Service Act mandates the estab­
lishmenr of a "professional development 
program to assure that the members of the 
service obtain skills and knowledge required at 

various stages of {heir career". This is not 
happening in AID. Supervisory roles and 
responsibilities for career developmentof subor­
dinates are poorly defined and backup in 
HRDM is weak. Supervisors are not effective­
ly held accountable for performing these roles. 

AID needs to mesh its prog1'llm goals, OJganiza­
tional consh'llints and employee capabilities by 

• 
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workforce planning. AID's programmatic 
responsibilities presenr a challenging range of 
staffing demands. Workforce planning 
weaknesses are evidenced by continuously 
vacant positions and large "complements" of 
unassigned employees. The Agency needs 
increased staffing pattern discipline and a 
workforce oversight function which looks at 
more than whether a job is filled. The 
Commission noted, for example, that approxi­
mately 180 people arc involved in managing 
AID's human resources, wruch seems exces­
sive, while the IG is on record that AID is 
short of stafFin many key functions. 

W ith decl in ing career staff ceil ings. AlD 
increasingly has been forced to meet its needs 
for rechnical expertise by usingpen'ol11l1 services 
contractors or other contract staff. While this 
has afforded some Operating Expense funding 
relief and has enabled AID to become cost­
effective on highly specialized help, it also 
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creates problems. AID is becorning hostage [Q 
these services in some categories and lacks the 
internal expertise [Q manage this form of help. 
Indiscriminate use of contract technicians 
confuses the hiring and utilization of perma­
nem Staff. AID's workforce management 
information is marginal and does not present a 
dear picrure of how dependent the Agency is 
on such services. 

Lastly. a major [ac[Qr which makes human 
resource management most difficult in AID is 
that OMB determines the annual operating 
expense fimds and personnel ceilings AID must 
adhere to without reference to the program [Q 

be carried Ollt. 

Recommendations: 

6. Workforce planning 

AID needs to make the design and implemen­
tation of an effective program of workforce 
planning a top priority to serve as a frame­
work for all human resources programs of the 
Agency. HRDM should create an office 
responsible for this funct ion. The new office 
should work closely with the Budget Office 
which should continuously supply one or 
more staff members on long-term detail to 

ensure coordination of efforts. 

Workforce planning should identifY the shon, 
intermediate and long-term human resource 
requirements of the agency by program. skill 
and rank, and develop strategies for recruit­
ment, advancement, and retention ofGS, FS, 
FSN and PSC personnel. This should include 
administratively-determined. shon-term and 
intermittent appointments, as well as consid­
eration of contracting-om of various rcquire­
menrs. 

Action required and timetable: Commercial 
software programs to cany out workforce 
planning are available. AID should move to 
adapt a su itable compurerized system. The 

AID needs to mesh its program goals~ 
organizational constraints and employee 
capabilities by workforce planning. 
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overall rask of installing a new system could be 
accomplished in ni ne months. 

7. Recruitment 

Set recruitment goals based on workforce 
planning and senior management input. 

Abolish technical review committees and 
replace with one or more th ree-person com­
mittees made up of two people from senior 
management and one from the relevant tech­
nical foeld. 

Outreach recruit­
ment should be 
established 

Reduce rhe number of Foreign Service 
employment categories from 26 [0 4 to 6 . 

Establish outreach recruitment programs 
instead of depending on unsolicited applica­
tions. 
Make better use of time-limited appointments 
to bring on experrs in nOll-emcee status for 
less than five years. 

Establish onc point of contact fo r new h ires so 
they can be brought on board with less confu­
sion and misinformarion. 

Action required and timetable: To imple­
ment these recommendations will require that 
the above decisions be made by [Op manage­
ment. HRDM staff then need [0 establish 
operating procedures where necessary and 
allocate some filllds for ollrreach recruitment. 

These recommendations can be carried out in 
six months or less. 

., . 
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8. Assignment 

The Director ofHRDM should be pro-active 
in managing the assignmem system below the 
executive level. He/she should develop the 
assignment lists based on program needs, 
complerion of assignment reports and assign­
ment precepts. 
T he role of the assignment boards should be 
to advise the Dircccor ofHRDM on problem 
01' exceptio nal cases. 

Require completion of assignment rcpons 
from each employee before reassignment. 

Lengthen Mission Director tours to five years 
to increase accounrabilicy. 

Fill field positions before AID/W positions 
and difficult assignments before less difficult 
assignments. 

Control junior officer assignments as a special 
category umil they arc tenured to assure a mix 
of training and experience. 

C reate opportunities for GS employees to par­
ticipate in FS rotation assign ments both in the 
foeld and AID/W. 

Action required and timetable: To imple­
ment these recommendations would require 
the above decisions by top management. 
Negotiations with rhe cmployec..<:o' bargaining 
units would need to cal<e place and operating 
procedures established. This would require 
12 to 18 months, including one assignment 
cycle. 

FS Assignment 
Categories 

Admin. Management 
Admin. Support 
Agriculture 
Audit &: Inspection 
Business/Industry 

Commodity Managers 
Contract Management 
Development Interns 
Economists 
Education/Human Res. 

Energy/Environment 
Engineering 
Executive Direction 
Financial Mgmt. 
Food Officers 

Forestry/Nat. Resources 
Gen. Services 
Housing/Urban Devel. 
Legal Advisors 
Medical/Population 

Physical/Social Science 
Program Analysis 
Program Mgmt. 
Project Development 
Rural Development 
Secretaries 
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9. Training 

Decide that training should be tied to 
Agency objectives and employee career 
developmenc plans. 

Redesign existing training programs to meet 

these objectives. 

Reestablish language smndards at State 
Deparcmenr levels. 

If any curreIU program is retained, it should 
be independently cvaJuatcd to be assured 
that the contractors are performing as 
required and that courses are up-to-date. 

Assign the travel fimds necessalY to support 
training to HRDM. 

Action requ ired and timetable: T o imple­
ment would require the above top manage­
ment decisions, perhaps a shorr-term 
evaluation or program design contracmr, 
and new operating procedures. Time 
requ ired should be in the 12 to 18 mo nths 
range. 

10. Career Development 

Make career development rhe responsibility 
of the superviso r and the employee, HRDM 
will oversee and coordinate these plans. 
Require a career development and training 
plan from each employee, updated each year 
and signed by the supervisor. 

Establish career paths which require a bal­
ance of assignments. including finance and 
ad min istration, as a basis for advancemem. 

Performance evaluations of all supervisors 
should include staff development as a critical 
performance elemem . 

Consolidate aU counseling and development 
activities inro one unit in HRDM, 
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Career paths 
should include 
finance and 
administrative 
assignments 

HRDM, with Policy and Budget inputs, has 
me responsibilicy for melding the employee 
career p lans with the Agency's goals and 
budget, 

Action required and timetable: Once the 
above decisions are made and operating pro­
cedures established, they can be implemem­
ed in 12 to 18 months. There should be no 
additional cost. 

11. Personal Services 
Contractors 

AID needs co understand irs current overall 
workforce and then develop a workforce 
management policy. This wouJd include the 
definicion of legitimate fimctions and COIl­

tracting-out limits for personal service con­
tracts. 

Action required and timetable: May require 
short-term consultant assistance. Could be 
done in less chan six months. 

Scctioll 3: PerSONnel MaNagement 
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AID must strengthen its management 
control systems in order to achieve specific 
and visible organizational and personal 
accountability for resources used and 
program results. 

TliS section deals with steps AID must 
rake to (I) ensure that an individual's 
performance in the implemenracion 

and management of the Agency's program 
portfolio is reRected in the promotion and 
assiglunenr process and (2) improve its inter­
nal control review process, financial managc­
men[ systems, auditS and certain conrracring, 
funding and local currency management pro­
cedures. 

As concerns pl'ogmm 11lt11l1lgement tlccotmtabili­
ty. the Commission makes a number of rec­
ommendations for establishing clear lines of 
decision-making responsibiliry among head­
quarrel's offices and bCh'lccn headquarters and 
field missions in rhe section enticled 
"Restructuring Program Management". The 
recommendations in mat section for a revised 
structure, clear·cur delegations of aurhority. 
fewer Missions and projects, and uniform pro­
gramming systems will aU help improve 
accountability fo r resources and programs. 

I n regard ro persollalaccountability within the 
fl1711al personnel system. NO has separate evalu­
ation systems for its Foreign Service and Civil 
Service employees. AlD managemem has not 
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effectively employed either 1>ystem, or orner 
incentive/reward mechanisms. to improve per­
sonal accountability and productivity. AID 
managemem has not d early defined and com­
municated its objectives and priorities. speci­
fied annual unit goals. or identified 
performance standards against which employ­
ees could be ratcd. 

The Foreign SClv ice Act of 1980 creatcd "peer 
group" panels which rank order and recom­
mend Foreign Selvice employees for promo· 
tions, pay increases and bonuses. AlD senior 
management provides limited direction {Q 

these panels. 

The Commission believes that AID manage· 
mellt should implement a performance man­
agement system that links Agency objectives, 
annual employce work plans or "contracts", 

High standards of 
ethical behavior 
must be enforced 



AID must improve 
it's internal control . 
revtew process 

and employee evaluations. The Chief 
Operating Officer should be responsible for 
overseeing (he incentive/rewards and evalua­
tion systems. 

In addition, the Adminisrraror must take 
strong measures (Q enforce high standards of 
ethical behavior for AID's employees. contrac­
tors and gramees. There is a widespread per­
ceprion, whether justified or not, that AID 
programs arc riddled with wasre, fraud and 
ahuse. The Administrator should work close­
ly with the Agency's ethics officer and with 
the Inspector General to establish, commwli­
care and enforce high standards of ethical 
behavior. 

AID is responsible for managing large sums of 
money and many thousands of contracts. h 
needs stronger imemal management controls to 
ensure mat obligations and costS comply with 
applicable law, assets are safeguarded. revenues 
and expenditures are recorded and accounted 
for properly, and reliable data are maintained 
and fu lly disclosed in repons. AlD conducts 
internal control reviews and reports annually 
to Congress and the Presidenr, as required by 
the Federal Manager's Financial Imegriry Act 
of 1982 (P.L. 97-255). However, in 1990, the 
IG reported that AID units' sel f·asscssmems of 
their imernal controls had limited value due to 
(1) inadequate top management involvement 
in the internal controlrcview process, (2) 
inadequate monitoring of the process and (3) a 
lack of training for sraff assigned [Q perform 
the inrernal control reviews. 

Because top management is not actively 
involved in following-up 011 the process, some 
officials regard the review and implementation 
of internal control policies as a paper exercise. 
OMB and Agency officials have reporred that 
AID's internal review process tends to be 
viewed as an end in itself - to meet legal and 
OMB requirements. T he Commiss ion 
believes AlO managers at various levels need 
to use the process as a management tool. Top 
management needs to support and strengthen 
the process and better usc the information 
generated to manage the Agency. 

In addition to units' self-assessment of their 
inrernal controls, AID conducts numerous 
periodic and ad hoc evall/ations of variolls 
administrative jimctions. However, no unit is 
responsible fo r evaluating the overall manage­
ment, sraffing and level of selVice provided by 
the administrative functions. 

The Chief Operati ng Officer should serve as 
the central point within the Agency to analyze 
the various assessments of administrative func­
rions, determine if the reviews adequately 
cover what needs to be looked at, determine if 
AID's administrative hmcrions selVe and sup­
port the program units, incorporate the need 
for improvements in the Agency management 
plan and ensure that corrective actions are 
taken. 

Since 1988, AID has identified its Jhumcifll.rys­
tems and operation as its p1immy "high risk" 
area in its annual reports to the Presidem and 
Congress. Furthermore, GAO reponed to the 
Commission that AID's current financial 
management structure contains many nonin­
tegrared systems and was designed and imple­
mented without thorough planning, testing 
and documentation. N; a result, AID's cur· 
rent financial management structure is unable 

Four High Risk Areas Reported by AID 

1. Inadequate Financial Management Systems and 
Operation 

2. Lack of Audit Coverage bf AID Programs and 
Administrative Operations 

3. Inadequate Management of Sensitive 
Information 

4. Insufficient Agency Staffing Levels 

Source: AID's December 20, 1991 Annual Report to Congress and the 
President under the Federal Managers Financial Integrity Act of 1982. 
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to control and account for AID's assets and 

liabilities in accordance with govcrnmcnt­

wide requiremenrs. It cannot generate 
aururable financial statements. AID has not 

developed a comprehensive long-term strategy 
for solving its currenr problems or for im ple­
menting the new system it has proposed, 

which is known as me AIDlWashingroll 
Accouming and Control System (A WACS). 
Without adequate long-term planning, AID is 

likely [0 repeat rhe system design and project 
management mistakes that resulted in its cur­

rent cosdy and ineffective system strucrure. 

inadequate ({udit coverage a/grffnts and COl/­

tracts is dnother "lJigh risk" area reponed by the 
Agency. AID award~ billions of dollars in 
gram s and contracts annually to u.s. and for­
eign organizations. AID relic,> on periodic 
financial audirs to derermine whether costs 
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claimed fo r reimbursement by contractors are 

allowable and proper and whether grantees 
have used funds as agreed. AI 0 has focused 

on audits of funds provided to u.s. contrac­

tors and grantees. 

Recendy, AID instructed its Missions to 
ensure that funds provided to non-U.S. con­

tractors and grantees are audited. The 
Commission believes that increased audit cov­
erage would provide bener assurances dlat 
funds are spent as agreed. T wo significant 

problems remain: (1) some recipient govern­
ments refuse to share audit data with AJO and 
(2) AID is unable to produce a complete and 
reliable list of its contracts and grams. 

u.s. private and voluntary organizations and 
universities playa sign ifkant role in channel­

ing AID humanitarian and development assis-

rance to the developing world. The 
Commission is concerned, however, that 
developmem grant assistance is being spread 
among too many of these institutions, gener­

ating an excessive contracting workload. In 
addition, this spread ing of resources creates 

the need for red undant management systems, 
eadl with its own overhead cost for AID. I t 
also perpetuates AID relationsh ips with some 
institurions which have become overly depen­
dent on AID fo r financing and demonstra te 
little promise for a permanenr, self-sustain ing 

developmem capability. 

AID uses a number of automated and manual 
systems to collect information on cOllhllctors 
and gl'ftntees from field offices. The systems 
are not integrated and cannot produce COin­

pic£e, accurate, and timely information. Since 
1987, AID has been worki ng on a new sys-
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tern. known as the Contract Information 
Management System (eLMS). which is 
intended to correct these problems. The 
Commiss ion supports full implementation of 
rhe system. This willl'equil'e top management 
suppa It. necessary resources, mandatory use 
by all operating units and adequate training 
for users. 

In addition to the overall lack of reliable con­
tract information. IG audits have repeatedly 
identified specific problems in AID's manage­
ment and oversight of host counuy contracts. 
AID has reported host country comtacting as 
a material weakness under the Federal 
Manager's Financial Integrity Act. Typically. 
problems have occurred when (1) AID 
Missions certified host country agencies as 
being c.'lpable of managing the contracting 
process when. in fact. they were not, (2) con­
tracting scopes of wo rk were poorly defined. 
in particular for technical assistance contracts, 
and (3) AlD personnel were not qualified to 
monitor the contracts. 

Despite these problems. host country con­
tracting remains the o nly practical way (0 

undertake construction projects in recipient 
countries where site access. customs clearances 
and various orner permits are required. 

AID would sharply retluu its levelofhost county 
conh'flcting, if. lIS the Commission recommends in 
the section entitled "Critical Underlying issues'; 
the Executive Branch nnd Congress make n clear 
distinction between ESP and Development 
Assistance fimtls and exclude the lise ofESF for 
development objectives. Alternatively. the 
Commission believcs that ( I) host country 
contracting should be limited to construction 
projects funded by ESF. which would ensure 
mat me prime contractor is a U.S. firm. (2) 
independent professional firms. not AID 
Missions. should certifY whemer host cowury 
agencies are capable of managing the contract­
ing process. and (3) only Missions that have 
the qualified personnel necessary to monitor 
the process should be allowed to use host 
country contracting. T his does not reflect a 
lack of concern for indigenous institution 
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The Contract Information Management 
System should be mandatory for all units 

building. bur rather the Commission 's recog­
nition of the need to reduce abuse and fraud. 

Recently. AID introduced two new forms of 
contracting to streamli ne and expedite me 
procurement process and improve contractor 
performance and accountability. In a "Design 
and Performance" comract. AID will require 
the successful bidder to design an activity and 
develop perfo rmance standards it would satis­
fy if it were subsequently selected (Q imple­
ment rhe activity. In a "Dc.';;ign and Deliver" 
contract, the successful bidder will design the 
program, develop performance standards and 
may begin implementing program segments 
as approved by AlD. The Commission com­
mends AID for seeking ways to improve con­
trac(Qr performance and accountability, 
reduce contracting lead time and focus on 
overseeing me contracting process rather than 
on designing projects. AID should limit its 
use of both standard contracts and the new 
Design and Performance and Design and 
Deliver contracting mechanisms to those situ­
ations where AJD units either possess. o r have 
access [0. the technical and professional c.'lpac­
ity to oversee me contracting process. 

The pressure to use-or-Iose oneyear Development 
Assistance appropriations sometimes forces AiD 
managers to (1) sign project and prog1'llJJ1agree­
menU with host govemments prematurely so they 
can obligate fimds available only during one year 
and (2) obligate more fimds than necessllIY for 
on-going activities. If the Development 
Assistance account were a two-year appropria­
tion, AID would have adequate time to devel­
op new projects and programs before signing 
agreements with the host government. These 
agreements often commit AID co providing 
funds for years into the future and em be dif­
ficult CO renegotiate. If AlD were able to obli-

gate funds more c.'luriously. its over $8 billion 
pipeline of obl igated but undisbursed fimds 
might also be reduced. 

In its annual Congressional Presentation bud­
get request, AID cypically specifies how much 
will be a1locared to eadl coumry. This raises 
host country expecrations as to how much 
they will receive and reduces AID's negotiat­
ing leverage. In some cases. Congress repeats 
these levels in rhe appropriation legislation, 
thereby establishing country earmarks. This 
combination of publicized COIIJIhY levels and 
one-yearfil1lding nvailability forces AID J1Uin­

agers to obligate fimds prematurely and ineJftc­
tively. 

Certain types of AID assistance generate local 
currencies which belong to the host govern­
ment. but for which AID retains a level of 
accountabilil)'. For example. a host govern­
ment may sell AID-provided com modities, 
such as tractors or food, in me private sector. 
thereby generating local currencies. J n 1990. 
AID reported [hat there were 256 host-coun­
try local currency accounts in 4 1 countries 
with a total balance of over $1.6 billion. T he 

Congress should 
provide two-year 
Development 
Assistance funds 

35 



&1, : 
, , 

GAO and the IG have repeatedly found prob­
lems and abuses in the management afloeal 
currenCies. 

The Comm ission bel ieves that recent legisla­
tion and d l C AID policy guidance issued in 
July 1991 may help prevenr the types of abus­
es reported in the past. The new guidance 
was developed in consulmrion with Congress 
and the TG. It dearly states that, when local 

currency is generated, it must be kept in a sep­

arate account and jointly programmed by 
AID and the host government for speci fic 
types of activities. D epending 011 how the 
local currencies arc programmed. the gu idance 
also specifies reporting and auditing require­

ments and the extem of oversight AID must 
exercise. AID and the IG need to monitor 

how M issions and offices implement rhe new 
guidance and evaluate whether or not the new 

procedures are successful. 

The Commission was concerned to find how lit­
tle personal contact there is between AID head­
qltaJters mid field staff A~ a result, staff 
stationed in Washing(On, D.C. appear (0 be 
out of touch with M ission operations and 

programs. Conversely, field personnel appear 
somewhat oblivious to sen ior management's 

efforrs ro introduce stricter accountability and 
controls and (0 direct the organization. Many 
observers said limited tmvel fiouls are the major 
cause of this seriolls management problem. AID, 
OMB and Congress should work together to 
enmre that sufficient OEfimds are available for 
tmvel to strengthen AlDIW oversight offield 
operations. 

Recommendations: 

12. AID management needs to install a 
performance management system that 
links Agency objectives, annual employ­
ee work plans or Ilcontracts" and 
employee evaluations. 

In ad dition, rhe Chief Operating Officer 
should be responsible for overseeing the 
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More travel funds 
are needed for 
adequate oversight 

incentive/rewards and evaluation systems. 

Action required and timetable: To design and 

implemem a new evaluacion system will rake 
fi'om six to twelve months. 

13. The Administrator and the 
Inspector General should improve their 
two-way communication and coopera­
tion to reduce the vulnerability of 
financial and other systems. 

Action required and timetable: One month. 

At the end of fiscal year 
1990, AID's pipeline 
amounted to $8,8 billion, 
of which: 

• $90 million was obligated 
in 1981 or earlier. 

• $200 million was oblig­
ated in fiscal year 1983 or 
earlier. 

• $420 million .was oblig­
ated in fiscal year 1984 or 
earlier. 

Source: Foreign Assistance: Obligated but 
Unspent Funds as of September 30, 1990. 
(GAO/NSIAD·91·238, lune 18,1991). 

Section 4: Improv;'lg Accolilltability 

14. Top management must strengthen 
AlDis internal control review process, 
provide assistance to the operating 
units on vulnerabilities they have iden­
tified and use the results in developing 
an Agency-wide management plan. 

The an nual review process generates informa­
cion which can (I) help define a management 

agenda, (2) provide baseline information and 
(3) provide subsequent data for tradcing 

progress towards selected management 
improvements. AID should provide more 

comprehensive training on how to conduct 

the internal comrol review and emphasize the 
benefits and opportunities of this manage­
ment rool. Managers at various levels of the 
organ ization should be recognized and 

rewarded for using this process co improve 

management. 

Action required and timetable: Evaluate me 
1991 internal control review process. 
Incorporate the lessons learned in the 1992 
process and develop the training required for 
those who will conducr the reviews in each 
organizational unit. This will take fi'om one to 

six months and may require additional funds 

for training. 

15. AID needs to develop a compre­
hensive Agency-wide plan to guide its 
financial management systems devel­
opment and operations. 

At a minimum, the long-range plan should 
(1) outline major goals and objectives of the 
financial managemem systems improvement 
plan, with policies and strategies for achieving 
them, (2) detail how the long-range plan will 
be implememed in the short term, stich as 

establishing milestones, determining resource 

needs and ensuring that these needs are clearly 
identi fied in Agency budgets submitted to 

OMB and Congress and (3) provide the basis 
fo r annually reporting to Congress on progress 
made and impediments to progress. In addi­
tion, OMB should closely monitor the devel 
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Internal control . 
revtew process 
can reduce 
vulnerabilities 

opment and implememation of AID's finan­
cial management systems plan . 

Action required and timetable: To develop a 
comprehensive, long-range plan will require 
three (0 six months. Improving the system 
will be expensive. 

16. To provide reasonable assurance 
that funds were spent as agreed, AID 
should ensure that funds provided to 
non-U.S. as well as u.S. contractors and 
grantees are audited. 

Action required and timetable: 
Implementation of new guidance is now 
undelway. 

17. AID should continue work with pri­
vate and voluntary organizations 
(PVOs) and universities, but structure 
its program design effort to (1) empha­
size fewer and larger contracts and (2) 
eliminate those institutional efforts 
which have been ineffective or too 
costly. 

AID should pay spt."Cial attention ro cases 
where there is excessive dependence on AID 
financing. As a rule of thum b, if a pya, uni­
versity international program unit or private 
contracro r receives more than 50 percent of its 
income from AlD , it should be subject to a 
special review to determine if such depen­
dence is in AID's best imeresc. 

AIDjW Travel Funding 
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Action required and timetable: Reducing the 
number of active contracts will take up CO twO 

years as some institutional core grants and 
projects are phased out or consolidated with 
other organi7..arions. 

18. Top management should provide 
strong support and the necessary 
resources to implement the Contract 
Information Management System 
(ClMS) worldwide. 

AID should provide adequate training on how 
to use the system and require that all Missions 
and offices usc it. The system should be the 
single source of contract in format ion for the 
Agency. 

Action required and timetable: Provide sup­
pore, training and staff. This will take twelve 
months. Some fimdi ng is already allocated. 
Addicional funding may be required for accel­
erated installation and trai ni ng. 

19. AID should limit its use of host 
country contracting to construction 
contracts funded by ESF. 

Independem professional firms) not AID 
Missions, should certifY whether or not host 
country agencies are capable of managing the 
contracting process. Host countty contracting 
should be limited to M issions whidl have the 
quaBfied personnel necessary [0 monitor dIe 
process. 

Action required and timetable: Revise guid­
ance on the use of host country contracting. 
Ibis will require fi'om one [0 six months. 

20. AID should take advantage of cre­
ative contracting methods, such as 
Design and Perlormance and Design 
and Deliver contracts, when appropri­
ate. 

AID should ensure that there is clear under­
standing of program or project objectives, 
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including host governmenr concurrence when 
required, and the technical and professional 
capability ro judge both the design and perfor­
mance standards. 

Action required and timetable: Issue guid­
ance. This will take from one to six months. 

21. The Development Assistance 
account should be a two·year appropri­
ation. 

Action required and timetable: Congress 
should specifY in the fiscal year 1993 appro­
priation bill that Development Assistance 
funds are available for obligation for two 
years. 

22. AID needs to manage its pipeline 
of obligated but undisbursed funds 
more effectively. 

The Commission supports GAO's recom­
mendations that AID (1) review the justifica­
tions for nOt deobligating funds in projects 
that were more than nine months beyond the 
completion of activities, and deobligate funds 
that can not be justified; (2) require each AlD 
Mission and office annually to identify excess 
filllds in the pipeline, provide a rationale for 
the excess, and take necessary steps to deobli­
gate the fu nds if the rationale was not consis­
tent with AID gu idance; and (3) require that 
fUture AID project and program agreements 
contain a standard provision stati.ng the condi­
tions under which AID may unilaterally deob­
ligate certain assistance filnds. 

Action required and timetable: Issue guid­
ance. This will take from six to twelve 
months. 

23. AID's Congressional Presentation 
budget request should not specify pro· 
posed funding levels for individual 
countries. 

T he current system raises countries' expecta­
tions and reduces AID's abil ity to negotiate 
with recipients. 

Action required and timetable: AID should 
work with Congress to develop a lllunJally 
acceptable way of dealing with country fund­
ing levels without publishing them in a public 
document. One alternative would be to pro­
vide regional totals without country details. 
This could be done within twelve months. 

24. AID and the IG should carefully 
monitor how Missions and overseas 
offices implement AID's July 1991 guid­
ance on local currency and evaluate 
whether or not the new procedures are 
successful. 

Action required and timetable: Evaluate how 
field offices implement the guidance. This 
will take from twelve to eighteen months. 

25. AID and OMB must ensure that 
adequate funds are available for travel 
between headquarters and the 
Missions for program support and 
management oversight. 

Action required and timetable: AID should 
allocate sufficient OE funds. T his should 
begin immediately. The travel budget needs 
to be increased substantially. 

The budget request should not specify 
country fonding levels 
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ANNEX A: Proposed Implementation Program 

Note: The numbers below refer to the corre­
sponding recommendations in Sections 2, 3, 
and 4 of the report. 

SECTION 2: 
Restructuring 
Program 
Management 

1. Establish COO and Staff 

The COO must accomplish three major tasks ~ 
within the first year: (1) issue more focused pro­
gram direction in terms of sector investment pri­
orities - perhaps 7 to 10 such sectors. For 
example, Agribusiness to promote exports 
would be a sector in contrast to the broader 
functional account· Agriculture; (2) restructure 
AID/W based 01] the assistance categories 
described in this report and (3) develop and 
implement a management plan to guide the 
Agency's administrative and program activities. 

The principal objective of the management plan 
is to reverse the Agency's tendency to make 
resource a;lIocation decisions ad hoc, as problems 
arise. The plan would identify resource priorities 
and allocate DE accordingly. It should consist of 
administrative and program sections. The 
administrative part' would direct where and how 
information is used and identify new systems 
requirements as well as systems which can be 
discontinued. The program part would redepjoy 
Washington and field staff, and reduce or elimi­
nate missions. It would result in a substantial 
reshaping of resource allocations. 

As both plans are implemented, the COO will be 
able to shift resources based on a strategy aimed 
at balancing program requirements with the 
need to modernize financial and other informa­
tion systems. 

-, The COO's staff should be headed by a full time 
Staff DirectOr and up to eleven senior profession­
als. The staff will coordinate the COO's approval 
of Country Development Strategy Statements 
and Action Plan reviews and recommendations 

on Mission evaluqtions and monitoring of AID's 
information systems. 

Time Required: It will take up to six 'months to 
establish the office and develop an Agency man­
agement plan. 

2. Reorganize AID/W 
Bureaus 

All technical and professional staff expertise 
should be concentrated in the Technical Support 
Bureau. This bureau will include professional 
staff from the folloWing bureaus and offices: 
Research and Development, Food and 

I Humanitarian Assistance, Private Voluntary 
Organizations; Private Enterprise. Their major 
function will be to assist Missions in program 
development and management. The DE funds 
generated by bureau consolidation and a clearer 
definition of project responsibilities will facilitate 
increased travel by this group, The restructuring 
als~ requires that the Technical Support Bureau's 
progra,m budget be limited to pure research pro­
jects. Projects which fund technical selVices to 
Missions must be funded by operating bureau 
and Mission buy-ins. The COO, in consultation 
with the Technical Support Bureau and the other 
four operating bureaus, must decide the final 
breakdown. 

The four operating bureaus for Less Developed 
Countries, Advanced Developing Countries, 
Economic Support Fund Countries and Special 
Situations will be responSible for (1) Mission 
backstopping through geographical desks, (2) 
approval of Mission policy and strategy docu­
ments, and (3) Mission evaluations. AID will 
have to develop criteria with the Department of 
State and Congress to categorize advanced 
developing countries and ESF countries and allo­
ci\te funds accordingly. An internal AID paper 
indicates that the separation of De~elopment 
Assistance and ESF funding by countries is 
feasible. 

Since Missions will have total control over project 
development and AID/W will no longer be 
involved in any aspect of the Project 
Identification Document, New Project 
Docl,.Jment or Project Paper approvals, further 
substantial reductions in AID/W positions should 
be possible. 
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TIme Required: It will take up to one year to 
reorganize ':-ID/W. 

3. Reduce Country 
Programs 

The program part of the management plan 
must deal with how estimated levels of DE and 
program funding can be used most effectively in 
the field to achieve the priorities identified in the 
new directions statement. It will: 

a. Establish results-oriented strategies byoperat­
ing unit tied to the priorities identified in the 
Agency's new directions statement. It will estab­
lish-DE, program and staffing levels by operating 
unit geared to the achievement of these pro­
gram objectives and results. 

b. Establish a set of objectives and measurable 
results for each operating bl!reau and the 
Agency based on the unit plans and programs 
developed above. 

c. Set target dates for achieving the program, DE 
and staffing levels established above. 

d.:Establish a system to monitor implementation. 

In order to carry out this part of t,he plan, the . 
COO will have to make politically difficult pro­
gram decisions which impact on the budgets of \ . 
all bureaus. The biannual Action Plan reviews in 
AID/W are the ideal forum for this process. 
Specific bureau program objectives and results 
should be identified following the planning exer· 
cises conducted at the Mission level; the whole 
mu_st equal the sum of the parts. 

Where field Missions have not been delegated 
project approval authority of at least $5 million, 
they should be downsized or eliminated imme­
diately. Subsequently, programs in these coun· 
tries should be minimal and geared to permit 
the Ambassador to maintain U.S. presence and 
involvement with some discretionary funding. 

Missions should not be permitted to develop 
projects beyond their delegated approval levels. 
Therefo~e, if a Mission has delegated approval 
authority of $5 million, it may not develop a spe­
cific project in excess of $S million for\approval , 

, -



TH~: Pltr;5IDENTS'S CoMMI~ION ON '1111' MANAGI"M[N f 0 1 AID 1'lI.o(.!I.I\\I'i 

by AtO/W, This will ensure that no exceptions 
are made to the rule that AIO/W play no role in 
the project approval process; it will also ensure 
that field Missions are adequately staffed, 
AID's Center for Development Information and 
Evaluation should complete as soon as possible 
guidance on workforce planning models, These 
models should be used by the COO as one fac­
tor In determining Mission size during the AP 
approval process, 

It will take one year from the issuance of new 
program direction guidance to review the 
Action Plans and coordinate program and bud­
get decisions with State and Congress. No 
COSS reviews or Mission evaluations should be ' 
conducted during this initial period. 

Time Required: This process should be com­
pleted within a year. 

4. Uniform Program and 
Project Systems 

Annual Budget Submissions and Congressional 
, Pr~sentations are required as part of the budget 

process. The following documents submitted by 
Missions to AIO/W for review and approval will 
provide infor~ation for budget formulation. 

Country Development 
Strategy Statements 

The COSS should contain detailed economic, 
financial and social analysis, and project a long 
term development assistance strategy, The 
CDSS will be the main source of in-depth coun­
try economic and financial analysis and data. It 
will also contain analyses of each sector in which 
the Mission expects to, work. Sector analyses 
should include trends and projections which 
demonstrate the host country's policy, legisla­
tive, budget and human resources inputs. The 
strategy statements should also include perfor­
mance indicators developed with AID's Center 
for Development Information and Evaluation 
and a detailed description of the host country's 
investment strategy. 

Action Plans 
r 

Since the COSS will contain detailed analyses, 
Action Plans will focus on the Mission's pro­
posed investment strategy, by sector. The plans 
should describe how the Mission expects on­
going and proposed polley dialogue to comple-' 
ment and enhance the host country's strategy. 
They should include a financial plan and 
describe measurable objectives and results, 
including anticipated host country policy and 

institutional reforms. The objectives and results 
should be developed in accordance with the 
Center for Development Information and 
Evaluation's guidelines. 

Each sector strategy must have a price tag in 
terms of program funding, OE, direct hire staff 
levels and technical 'support needed from 
AID/W. The COO's review of the price tag ver­
sus likely results, should weigh heavily in decid­
ing how large a Mission should be. 

Proposed Implementation Program 

Subject Area Year 1 

1. Establish COO &: Staff 
2. Reorganize AID/W Bureaus • 3. Reduce Country Programs • 4. Uniform Prog/ProJect Systems I 
S. Results·type Evaluations • I 
6. Implement Workforce Ping. • 7. Improve Recruitment Actions • 8. Manage Assignments • 9. Tie Staff Training to Needs 
10.Career/Staff Development • 11. Direct Hlre-PSC Policy • 12. Employee Performance Plans • 13. AID·IG Cooperation • 
14. Internal Controls/Feedback • 1 S. Financial Systems Plan • 
16. Audit Contractors/Grantees • 17. PVO/Unlverslty Dependence • 
18. Install Contract Info System • 19. Limit Host Country Contracts • 20. Streamline Contracting • 
21. 2-Year DA Appropriations· • 22. Manage Obligated "Pipeline" • 
23. Delete CP Country levels • 24. local Currency Oversight • 
2S. Sufficiency of Travel Funds • 
• Requires Legislative Change of the FAA 

• 

Year 2 Year 3 

Legend 
_ Staff Work 

• Decision 
_ Implementation 
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Reviews ~f Action Plans by the Chief Operating 
Officer approve (a) program strategies, objec­
tives and measurable results for each operating 
unit and (b) the operating and program costs of 
implementing Action Plans. AP reviews should 
establish the basisJor workforce planning and 
the integration of a., program and staffing lev­
els. A firm contract or agreement between the 
COO and operating unit head with respect to 
objectives and results will also be approved. This 
agreement will serve as the basis for unit evalua­
tions and results oriented evaluations for all 
employees of that unit. 

Mission Assessments 

The COO will review the results of the annual 
Mission assessments. Assessments will be held in 
AID/W and the field in alternate years. 
Assessment teams in the field should be headed 
by the relevant Associate Administrator or deputy 
and consist of about five senior officers, including 
representatives from the technical area of heaviest 
program concentration and the Center for 
Development Information and Evaluation, when­
ever possible. Field assessments shou ld take two 
weeks in major AID recipient countries and 
involve extensive in-country travel. They should 
also include interviews with Mission staff and con- • 
firm that approved strategies, objectives. and 
results.are reflected in ~valuations. 

-The evaluation process in AID/W must include 
careful scrutiny of the pipeline. The annual 
assessment is AID/W's only opportunity to 
review projects and assess their relationship to 
approved strategies and objectives. The evalua­
tion process in Washington should last up to one 
week and be attended by field Project Managers 
as well as the Mission Director. 

COO reviews of Mission assessments should be 
used to focus on program results, particularly 
progress in developing a fruitful policy dialogue. 
The reviews should also consider the manage- ... 
ment recommendations of the Assistant 
Administrators. Every attempt should be made 
to link this review with the Agency's personnel 

- evaluation and rewards system. It is also the 
appropriate time to authorize important 
changes to the CDSS or Action Plan. 

Time Required: The above system can be put in 
place by the Administrator immediately. Action 
Plans can be submitted within one year. 
Thereafter, CDSSs will be approved every five 
years and APs every two years. Mission assess­
ments will be conducted annually. 
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5. Results-Oriented 
Evaluations 

The management plan must develop evaluation 
priorities and establish a target and schedule for 
carrying them out. Results-oriented evaluations 
should be carried out by the Center for 
Development Information and Evaluation, in col­
laboration with field Missions. The responsibili­
ties for establishing evaluation guidelines and 
organizing project, sector and program evalua­
tions should be controlled by the Center and not 
fragmented among the operating bureaus. 

Time Required: The results of AID's expanded 
evaluation program should be examined by the 
end of 1992. 

SECTION 3: 
Personnel 
Management 

6. Implement Workforce 
Planning 

The recommended Workforce Planning Unit \ 
should be immediately created by the Office of 
Human Resources Development and 

' Management (HRDM). /The three most signifi­
cant Agency workforce planning shortcomings 
are the lack of (a) understanding of the nature of 
program demands; (b) knowledge about the 
skill base, usage and potential of the existing 
Direct Hire and Non-Direct Hire staffs; and (c) an 
automated capacity for storing, manipulating, 
and presenting such data so that timely and 
cost-effective management decisions can be 

J.. made regarding the deployment of the com­
bined workforce. 

Given AID's historic lack of success in these 
regards, the Commission recommends that the 
Directorate for Finance and Administration 
obtain professional workforce management 
assistance and, as appropriate, commercially 
available software to help it define and imple­
ment the needed improvements. 

AII!I('.\' II: Proposed lmplcl11enftll;01l PlVgmlll 

This personnel information management system 
should be adapted to AID's needs by the Offices 
of Information Resources Management and 
HRDM, installed by a contractor and HRDM staff 
should be trained in its operation and mainte­
nance. Existing personnel data plus information 
to be developed on Foreign Service Nationals 
and contractor staff should be in the system. 

Time Required: Installation of the new system 
and the establishment of appropriate. workforce 
forecasting linkages with the Budget Office and 
Operations and Policy Directorates should be 
completed within nine months. 

7. Improve Recruitment 

Implementation of Foreign Service recruitment 
recommendations must start with redefinition of 
the 26 FS/GS personnel categories HRDM uses 
into 4 to 6 general workforce skill groups. 

The current HRDM Technical/Professional appli­
cant review panels need to be restructured so as 
_to not only retain a professional capacity buf 
strengthen senior management representation as 
well. JoP quality, experienced senior managers 
must be assigned to these applicant selection 
panels. Panel member turnover must be limited 
to improve the quality of and accountabili ty for 
selection decisions. Personal Services employ­
ment/ time-limited appointments, or General 
Schedule-Administratively Determined excursion 
tours should be increasingly utilized to supple­
ment AID's longer-term core Foreign Service 
functions overseas. 

Once workforce planning begins to generate 
career and shorter-term skill categories, qualities 
and quantities, HRDM can refine its internal and 
external recruitment objectives, target likely 
sources, and plan and execute its recruitment 
outreach activities. The Budget Office will have 
to make adequate personnel ceilings and OE 
funds available for external recruitment travel, 
applicant processing, and initial orientation and 
training assignments. 

TIme Required: These recruitment improve­
ments can be implemented in six months or 
less. 

-8. Manage Assignments 
Starting with the next assignment cycle, the 
Director of HRDM should have the staff develop 
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the assignment list fOf all moves to be made. 
This would be done based on assignment pre­
cepts and employee end-of-tour reports. 
Informal agreements between employees and 
employing units would not be honored. 

It is the responsibility of the Director of HRDM to 
have a thorough and timely understanding of 
AID's program needs and to factor these into ~ 
the process. Special attention should be paid to 
filling field positions before AID/W positions and 
difficult aSSignments before less difficult assign­
ments . . 

HRDM should control "training travel" funds, 
which should be removed from Mission bud­
gets. HRDM will also need the authority to 
"pull" an employee for training that is needed 
for Agency or employee career-development 
purposes. 

Time Required: Training reforms should be 
complete~ in 12 to 18 months, with perhaps 
some external assistance to evaluate or redesign 
courses, 

10. Career and Staff 
Junior officer assignments shou ld be treated as a D I 
special categol)' until they are tenured to assu re . eve opment 
a mix of training and experience. Opportunities ... 
should be created for General Schedule employ- Strengthening employee career development in 
ees to be assigned to Foreign Service positions. the Agency will require several parallel imple­

mentation actions: 
The Director of HRDM should use the assign­
ment boards for advice on problem or excep­
tional cases. Negotiations with the employees' 
bargaining units will need to be undertaken and 
operating procedures established. 

Time Required: This entire process may take up 
to 18 months and should be in effect for the 
summer of 1993 assignment cycle. 

9. Tie Staff Training to 
Needs 

Given the structure of its direct hire workforce 
and expected program demands over the next 
few years, AID will have to improve and expand 
its personnel training. This training will need to: 

• recognize Agency program and manage­
ment needs, 

• support employee career development, 
• improve assignment-related language 

capacities and 
• keep AID staff abreast of technological 

change. 

Implementing these improvements will require 
estal;Jlishing Agency objectives, developing stan­
dard career paths, evaluating current training 
classes to verify their quality and relevance, 
designing new courses to meet priority Agenc::y 
needs and ensuring that class participants are in 
fact priority candidates for training. 
HRDM will need adequate funding to design 
and operate courses, especially the strengthened 
professional and foreign language programs. 

a. Outlining typical FS, GS and other career pro­
gressions for generalist-managers and specia lis t~ 
profeSSionals in AID. These typical career plans 
should ensure personal and professional growth 
for the employees and include a balance of 
aSSignments in such areas as finance, administra­
tion and technical management as a basis for 
advancement to more senior levels. 

b. Requiring employees, their supervisors, and 
HRDM's career development unit to recognize 
where an employee is in relation to typical 
career progressions, what his or her strengths 
and shortcomings are, and what gUidance, 
trai ning and aSSignments are appropriate to 
maximize the individual's productivity and 
potential for future work and advancemenC 
These would be recorded in the employee's 
annual career plan review. 

c. HRDM would be responSible for overseeing 
and coordinating individual employee career 
development and training plans to ensure 
Agency operating needs and priorities are being 
simultaneously satisfied. These activities would 
be consolidated in a single unit in HRDM to 
ensure responsibility and accountability. This 
unit would include or be tightly linked to 
employee performance evaluation functions 
managed by HRDM. Supervisors' performance 
evaluations would include staff_development as 
a critical responsibili ty. 

d. HRDM, the Budget Office and the Operations 
and Policy Directorates will need to establish 
communications and coordination mechanisms 

50 employee assignment, career development 
and training activities are consistent with operat· 
ing budgets, current work requirements, and 
10ngeHerm projections of Agency needs. , 
Time Required: These improvements can be 
implemented in 12 to 18 months. 

11. Direct Hire - Personal 
Services Contracting Policy 

The Agency is increasingly using short-term 
employees and Personal Services Contractors 
(PSCs) to carry out its work. However, there is 
no policy or oversight to guide AID's use of 
PSCs. 

The Directorate of Finance and Administration 
must conduct an assessment of staffing prac~ 
tices, determine where career and contract staff 
are working and what functions they are per­
forming , After weighing the results of this 
assessment, AID management should develop a 
policy that will resu lt in the best mix of career 
a_nd noncareer employees for AID's evolving pro­
gram responsibilities. This policy, along with 
appropriate implementation procedures, would 
then be used by Agency management to con­
trol and deploy its workforce. 

Time Required: These improvements could be 
completed within six months. 

SECTION 4: 
Improving 
Accountability 

12. Employee Performance 
Plans 

In order to hold individuals accountable for 
working towards the goals set by Agency man­
agement, AID should design and implement a 
new personnel evaluation system. The system 
should be a performance management system 
that links Agency objectives, annual employee 
performance plans or contracts and employee 
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evaluations. To ensure that the system is f(}irly 
and uniformly implemente~1. the COO should 
be responsible for overseeing it and HRDM for 

. implementing it. This system should be the 
same for all categories of AID employees. 

The COO should define Agency management 
goals and how they will be incorporated in the 
rating system. HRDM should (1) redesign the 
Employee Evaluation Report forms, (2) establish 
performance criteria related to the stated goals, 
(3) establish procedures for preparing annual 

- employee performance plans or contracts which 
conform to the employee's unit's Action Plan at 
the start of the rating period, (4) clear the new 
procedures and rating forms with the employee 
bargaining unit and (5) provide guidance for 
supervisors and staff on how to ",(rite employee 
performance plans or cpntracts, measure . 
employee performance against the criteria and 
implement the new rating system. The COO 
should ensure that performance precepts for the 
next rating cycle incorpor~te Agency manage­
ment goals. 

Time ReqjJlred: I[will take up to 12 months to 
design and implement a new system. It shouli:l 
be completed by April 1993, the start of the 
next ~ating period. 

13. AID-/G Cooperation 

The Office of the Inspector General is a poten­
tially large resource as AID works to correct 
many of the management problems that have 
been identified. The Commission recommends 
that the Administrator meet regularly with the 
Inspector General and that AID managers work 
closely with IG officials to ensu(e that Agency 
plans' and actions are responsive'to the concerns 
raised in IG audits and investigations. Close 
cooperation will serve the common AID and IG 
objective of enforcing high standards of ethical 
behavior and improving Agency management. 

To reduce actual and perceived fraud, waste and 
abuse, the Administrator'and Inspector General 
should discuss at least quarterly Agency progress 
in communicating and enforcing high standards 
of ethical behavior and responding to issues 
raised in IG audits and investigations. 

, 

aole control. 

Time Required: Quarterly discussions between -
the Administrator at,ld Inspector General and 
regular contact between AID managers and IG 
officials should begin withi9 one "month. 

14. ' Internal Controls and 
Feedback 

In November 1991, AID Missions performed an 
internal control assessment using a new format. 
The new format covered all aspects of Mission 
operations, which will also,be audited by the IG 
in its new systems approach to audit. This 
should facilitate the comparison of Mission self­
assessments with audit findings and help target 
areas for improvement. Staff should be trained 
in how to perform the self-assessment and 
Agency managers should be trained in how to 
use the information generated to improve man­
,agement at all levels. 

The Management Control Staff should (1) ana­
lyze Mission' responses to the 1 991 internal con­
trol assessment and communicate the results, 
(2) prepare a list of common problems identified 
by Missions for use in developing the Agency 
management plan objectives, and (3) ensure 
that individual Missions obtain feedback and 
assistance in resolving the specific problems they 
identified. Some of these steps are in process. 

When the IG conducts a performance audit, it 
should review relevant units' responses to the 
internal control assessment questionnaire to 
determine if units adequately identified vulnera­
bilities and if actions taken were adequate., 

Time Required: The analysis of the 1991 inter­
nal contr61 assessment, input into the Agency 
management plan, and provision of assistance 
to Missions should be completed within six 
months. I~ follow-up should be an ongoing , 
process. 

15. Financial Systems Plan 

AID plans to replace its current outdated and 
AID managers should work closely with IG offi- inadequate financial management systems struc-
cials as they develop procedures for internal con- ture with a new system known as the AID . 
trois and long-term plans for the financial Washington Accounting and Control System 
management structure, infqrmation resources (AWACS). The new system will be implemen,ted 
and other major management systems. They ... over a number of years and will cost millions of 
should also consult about ways to reduce,paper- dollars. In order to prevent the types of prob-
work and proced,ures not necessarxJor reason- lems which have plagued its current systems, 
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which were never fully implemented or integrat­
ed, :410 should develop a comprehensive plan to 
guide the long-term development of the new 
system. The Chief Financial Officer's Act of 1991 
(P.L. 101-576) and the implementing guidance 
issued by OMS, require that the Chief Financial 
Officer prepare a plan to guide financial man­
agement systems development and operations. 
The GAO has reported on what such a plan 
should contain and the Commission supports its 
recommendations. In view of the serious prob­
lems AID has experienced with its current sys­
tems, OMS should closely monitor the 
development and implementation of the new 
plan. It will take three to six months to develop 
a comprehensive plan. According to the GAO, 

_ the long-range, financial management systems 
plan should, at a minimum, do the following: 

a. Describe the existing financial management 
structure of the Agency and the changes needed 
to establish an integrated financial management 

_system. 

b. Require that financial managerpent systems 
be consistent with the accounting and financial 
report;!ng principles, standards and requirements 
preScribed by the Comptroller General, Treasury, 
and Office of Management and Bud9E1t. 

c. Provide a strategy for developing and inte­
grating tlie Agency's accounting, financial infor­
mation, and other financial management 
systems to ensure adequacy and consistency of 
information. 

d. Identify duplicative and unnecessary systems 
and provide a strategy for eliminating such sys­
tems. 

e. Identify projects to bring existing systems into 
compliance with the applicable standards and 
requirements. 

f. Contain milestones for equipment acquisi­
tions and other actions necessary to implement 
the plan consistent with the requirements men­
tioned above. 

g. Estimate the costs and resources needed to 
implement the plan. 

h. Provide a strategy for assuring that AID's 
financial statements are prepared in accordance 
with generally accepted accounting principles 
and standards and are independently audited. 
i. Identify present and future financial manage­
ment staffing needs and the actions that will be 
taken to ensure those needs are met. 
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Time Required: It wi ll take up to six months to 
-develop a comprehensive plan and three years 
to implement it. 

16. Audit Contractors anc;l 
Grantees 

Financial audits help verify that contractors and 
grantees used AID funds for their intended pur­
poses. In the past, the IG maintained a list of 
contractors and grantees and the status of audit 
coverage for each. Recently, AID management 
assumed responsibility for ensuring that audits 
are scheduled and performed in accordance 
with federal regulations. The_new Management 
Control Staff, which reports directly to the 
Agency's Chief Financial Officer, is now responsi­
ble for ensuring that the AID/W Office of 
Procurement and each field Mission develop and 
maintain a tracking system to ensure that all 
Agency contractors and grantees are identified, 
scheduled for audit, and that the'audits are actu­
ally performed. The I,G will oversee and ran­
domly test the quality and coverage of the 
audits performed. The Commission believes 
that auditing is a critical management tool for 
ensuring financial accountability and urges AID 
to vigorously implement its worldwide cable 
guidance which requires that funds provided to 
non-U.S. as well as u.s. contractors and gra1tees 
be audited. 

The AID/W Office of Procurement already has a 
1 system to track scheduled audits of U.S, contrac~ 

tors and grantees. It should continue to monitor 
the receipt of these audits. In accordance with , 
recent guidance, each Mission should (1) pre­
pare a list of non-U.S. contractors and grantees, 
(2) ensure that periodic audits are scheduled 
and (3) ensure that the audits are performed 
and the Mission receives a copy. 

TIme Required: Implementation of the new 
guidance is undeIWay and will be an ongoing 
process. 

17. PVO and University 
Dependence 

The Chief Operating Officer should set up a task 
force chaired by the Directorate for Finance and 
Administration and comprised of one senior offi­
cial from the ESF, lDC, ADC, Special Situations, 
and Technical Support Bureaus and the 
Directorate for Policy. The purpose of the task 

force is to review AID's relationships with PVOs 
and universities to (1) identify institutions which 
are financially dependent on AID and (2) rela­
tionships that are no longer cost effective. 

The task force should focus on PVO and universi­
ty contractors and grantees whose costs of oper­
ating international development programs are 
financed in excess of 50 percent by AID. Core or I 

institutional grants and all overhead on direct 
development program costs should be included 
in calculating how each entity finances its oper­
ating costs. Contractors who also manage 
domestic pr,ograr'ls should be carefully scrutj­
nized to ensure that the AID-financed overhead 
for international development programs is not 
subsidizing their domestic operations as well. 

Time Required: The task force should report to 
the Chief Operating Officer within six months. 
The process of terminating, phasing out or con­
solidating contracts should be completed within 
two years. 

, 
18. Install Contract 
Information System 

AID does not have complete, accurate, and up­
to-date information on its contracts and grants. 
It should fuJly implement the new Contract 
Information Management System (ClMS) at the 
Missions, verify the data in the system and train 
field personnel in how to use.the system. The 
system Is currently installed at eight Missions. 

The Administrator should direct that ClMS be 
made mandatory immediately. The chief of the 
ClMS staff should develop a schedule and esti­
mate the cost of travel required to complete 
installation and training at overseas offices, 
'Dedicated contractor staff should be made avail­
able to assist the ClMS staff in analysis, program­
ming, installation at additional Missions, and 
follow-up at Missions to ensure accurate usage 
of the system, 

TIme ReqUired: Field training and installation at 
additional Missions could be accomplished in 12 
months, if adequate travel funds and contractor 

' staff are available. 

12. Limit Host Country 
Contracts 
AID should revise its guidance on the use of host 
country contracting to require that independent 
professional firms, not AID Missions, certify 

, whether or not host country agencies are capa­
ble of managing the contracting process. In 
addition, host country contracting should be 
limited to construction contracts funded by ESF 
in those countries in which the AID Mission has · 
qualified personnel to monitor the process. This 
provision does not reflect a lack of concern for 
indigenous institution building but rather the 
Commission's recognition of the need to reduce 
abuse and fraud, 

TIme ReqUired: The AID/W Office of 
Procurement should revise AID guidance on the 
use of host country contracting within six 
months. ' 

20. Streamline Contracting 

In an August 1991 cable to the Missions, AID 
introduced two new contracting options for the 
design and implementation of projects and pro­
grams. Both options (1) provide for a single 
round of competition to select a contractor who 
would design and then implement projects; (2) 
would hold contractors accountable for achieve­
ment of performance standards; and (3) aim to 
simplify the project design process and shorten 
the contracting cycle. 

Under the first option, Design and Performance 
contracts, the successful bidder will design the. 
activity and develop performance standards it 
would satisfy if it were subsequently selected to 
implement the activity. In a Design and Deliver 
contract, the successful bidder will design the 
program, develop performance standards, and 
may begin implementing program segments1as 
approved by AID. 

TIme Required: Within six months, the AIDfW 
Office of Procurement should issue formal guid­
ance on the new contracting options. As neces­
sary, AIDfW procurement officials should 
continue visiting field offices to explain the 
opportunities, procedures and constraints. 
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21. Two-Year Development 
Assistance (DA) . 
Appropriations 

Depending on the account, AID has one·, two-, 
and no-year appropriations for its programs. The 
one-year Development Assistance account funds 
must be obligated during the fiscal year for 
which the funds were appropriated. However, 
with Continuing Resolutions, the OMS appor­
tionment process, the Agency allocation of 
funds to bureaus, and from bureaus to Missions, 
the actual period during which one-year appro­
priations can be obligated is much less than one 
year. If the Development Assistance account 
were a two-year appropriation, AID would have 
more time to develop new projects and pro­
grams before signing agreements with host gov­
ernments which often commit AID to providing 
funds for years into the future. 

Time Required: AID should work with interest­
ed Congressional committees to inform them of 
its interest in a two-year Development Assistance 
appropriation and respond to any Congressional 
concerns regarding such a change. Congress 
should specify in the fiscal year 1993 appropria­
tion legislation that Development Assistance 
funds are available for obligation for two years. 

22. Manage Obligated 
Pipeline , 
AID's pipeline, which is the difference between 
obligations and expenditures, is over $8 billion, 
some of which was obligated more than ten 
years ago. AID should implement GAO's recom­
mendations that Missions annually identify and 
deobligate excess funds in the pipeline and 
require that future AID project and program 
agreements c;ontain a standard provision stating 
the conditions under which AID may unilaterally 
deobligate funds. 

Time Required: AID should issue guidance with­
in three months. Within nine months after the 
guidance is issued, Missions should review their 
portfolios and deobligate excess funds. 
Thereafter, this should be done annually. 
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23. Delete Congression(11 
Presentation (CP) Country 
Levels 
AID's budget request to Congress, the 
Congressional Presentation, is a public docu­
ment. In it AID specifies the proposed funding 
levels for each country. This raises countries' 
expectations and reduces AID's ability to negoti­
ate conditions countries must fulfill before receiv­
ing funds. Typically, these conditions are 
economic and policy changes the recipient gov­
ernment needs to make to promote the devel­
opment process. The Office of Budget should 
identify options for how information could be 
presented in the C~mgressional Presentation. 

TIme Required: AID should work with interest­
ed Congressional committees to determine a 
format for the public document that will meet 
their needs. This could be done within the next 
12 months and the new system could be used 
when :AID prepares its fiscal year 1 994 
Congressional Presentation. ~ 

24. Local Currency 
Oversight 

Recent legislation and AID's July 1991 policy 
guidance on the management of local currency 
require that (1) U.S.-generated local currency be 
deposited in a separate account, (2) AID negoti­
ate and mutually agree with the host country to 
program the funds to achieve development 
objectives and (3) AID take certain steps to 
ensure that the funds are used for the agreed . 
upon purposes. The new guidance is AID's lat­
est attempt to clarify its policy; address 
Congressional, IG and GAO concerns with the 
misuse of local currencies, and provide meaning­
ful direction to its Missions on how to deal with 
local currency issues. The Management Control 
Staff should track Mission efforts to implement 
the new policy guidance on managing local cur­
rency. In particular, in its analysis of the 
November 1991 internal control assessment 
questionnaires from Missions, it should deter­
mine if Missions identify problems in this area. If 
so, it should ensure that they receive appropriate 
assistance. 

AI/llt'x A: Proposetllmplemmftltioll Progmm 

Time Required: The Agency should evaluate 
Mission management of local currencies over 
the next 18 months and the IG should imple­
ment its plan to audit Mission compliance with -
the new guidance in fiscal year 1993. 

25. Sufficiency of Travel 
Funds 

To increase central overSIght and management 
of-AID's field operations, improve communica­
tions with the field and ensure that Missions are 
held accountable for the efficient and effective 
use of funds, the Commission believes that it is 
essential that AID{W officials visit AID field opera­
tions much more frequently than Is currently the 
case. AID travel funds are a component of its 
Operating Expense funds (DE). As other areas 
funded by OE, such as personnel and informa­
tion resource costs increase, the funds available 
for travel tend to be reduced to-enable AID 
management to keep within the overall amount 
appropriated for DE. AID should realistically 
assess how much is needed for travel, dearly jus­
tify the amount, and work with Congress and 
OMB to ensure that sufficient DE funds are avail­
able for travel to monitor field operations. 

Time Required: AID should assess its travel 
needs immediately and work to ensure that suffi­

_ cient OE funds are available. 
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Annex B: Glossary 

Action Plan· This term is used in two ways in 
this report. (1) The Commission report itself is ' 
called the Action Plan. (2) The Commission rec­
ommends that, as a part of a uniform program 
and project management system, each operat­
Ing unit prepare an Action Pian every two years. 
These plans should define strategies, objectives 
and anticipated, measurable results. AID man­
agement will use these plans to judge progress 
and unit performance. 

Advanced Developing Countries (ADe) 
Bureau - One of the five operating bureaus in 
the AIDfW structure recommended by the 
Commission. This bureau would manage pro­
grams with higher-income developing coun­
tries. Program emphasis would be on 
Improving trade and investment opportunities 
for the host country, scientific collaboration, 
technical assistance and training. 

Agency Management Pian - The Commission 
recommends that the Chief Operating Officer 
develop an Agency management plan that 
would cover both administrative and program 
issues and (.1) dearly define AID's management 
objectives and goals, (2) allocate resources and 
assign responsibility, (3) set targets and expect­
ed completion dates, and (4) identify specific 
Indicators by which progress will be measured. 

AID/ Washington (AID/W) - AiD headquarters 
located in Washington, D. C. 

AID Representative SJatus - In 30 countries in 
which the AID program is relatively small, 
declining in size, or has limited objectives, the 
Agency maintains an "Office" headed by an AID 
Representative. These countries have AID repre­
sentative status. In 48 countries where the AID 
program is larger and more complex, AID main­
tains a "Mission", headed by a Mission Director. 

AID Washington Accounting and Control 
System (AWACS) -The central financial man­
agement system AID proposes to develop and 
implement to replace the current structure. 

Bureaus - Organizational units in AIDfW. There 
are five geographic and three program bureaus 
in the Directorate for Operations. 

Central Bureaus - The support bureaus in 
the Directorate for Operations, 

Geographic or Regional Bureaus - The five 

bureaus which cover assistance to countries 
in (1) Africa, (2) Asia, (3) Latin America and 
the Caribbean, (4) Near East, and (5) Eu rope. 
Each of AID's 78 country Missions and offices 
reports to the appropriate geographic 
bureau. 

Operating Bureaus - The eight bureaus in 
the Directorate for Operations. The 
Commission recommends that these be 
reduced to five operating bureaus for ESF 
Countries, Advanced Developing Countries, 
Less Developed Countries, Special Situations, 
and Technical Support. 

8uy~lns - The process whereby one unit negoti­
ates and manages a contract and other units use 
their allocated program or operating funds to 
obtain goods or services under the contract. In 
most cases, Missions "buy-in" to a contract 
managed by an AID/W office. 

Chief Operating Officer (COO) - in Ihe private 
sector, the manag"er of the day-to·day opera­
tions of a business. The Commission recom­
mends that the AID Administrator deSignate the 
Deputy Administrator as the Chief Operating 
Officer to manage the day-to-day program and 
administrative operations of the Agency. 

Congressional Presentation - AID's annual 
budget request submitted to Congress. 

Contract Information Management System 
(ClMS) - A central information system AID 
developed and is in the process of installing to 
track all direct and host country contracts, 
grants, cooperative agreements, and interagen­
cy agreements. 

country Assistance Categories -The 
Commission recommends that AIDfW's fi ve 
geographic bureaus be replaced with four 
bureaus organized according to the type of 
assistance AID provides. Overseas Missions and 
offices would be in one of the following cate· 
gories: ESF Countries, Advanced Developing 
Countries, Less Developed Countries, or Special 
Situations. 

Country-Development Strategy Statement 
(CDSS) - The Commission recommends that, as 
a part of a uniform program and project man~ 
agement system, each Mission and unit submit 
a 5-year strategic plan for approval by the 
Administrator or Chief Operating Officer. 

.~y l~(~ 
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Country Program - The total package of assis­
tance AID provides to a specific county. 

Design and Deliver Contracting Mechanism -
A contracting option AID introduced in 1991. 
In a Design and Deliver contract, the successful 
bidder will design the project, develop perfor­
mance standards, and may begin implementing 
project segments, as approved by AID. 

Design and Performance Contracting 
Mechanism - A contracting option AiD intro­
duced in 1991 . In a Design and Performance 
contract, the successful bidder will design the 
project and develop performance standards it 
would satisfy if it were subsequently selected to 
implement the project. 

Development Assistance (DA) Funds · 
'" Assistance under Chapter I of the Foreign 

Assistance Act primarily designed to promote 
economic growth and eqUitable distribution of 
its benefits, 

Development Coordination Committee - The 
Development Coordination Committee was 
established by statute in 1973 to advise the 
Pr~sldent on coordination of U.S. policies and 
and programs related to bilateral and multilater­
al assistance to developing COUntries. It was 
established as an interdepartmental body 
chaired by the AiD Administrator. Although 
inactive for many years, a few of its sub·commit­
tees meet periodically. 

Direct Hire - A Foreign SelVice, Civil Service or 
Foreign Service National employee of AID. The 
lerm "non-direct hire" is used to refer to other 
categories of individuals who help carry out AID 
operations, including personal service contract 
employees, institutional contract staff and staff 
on loan to AID from other agencies. 

Earmark - Funding for specific countries or 
types of activities directed by legislation. The 
major ea rmarks are for ESF recipients and the 
Functional Development Assistance accounts. 

Economic Support Fund (ESF) - The objective 
of the ESF program is to support u.S. economic, 
political, and security goals in countries of strate­
gic interest to the United States, in some cases 
related to military base rights or access rights 
agreements. The United States provided about 
$4 billion in Economic Support Fund assistance 
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to about 50 countries in 1991. The ESF appro­
priation accoul)t represents about one-half of 
the U.S. bilateral economic assistance program. 
Currently, the major recipients are Israel, Egypt, 
Central America and Turkey. The Department 
of State directs ESF country allocations and han­
dles policy matters; AID administers the pro­
gram. 

ESF Bureau - One of the five operating bureaus 
in the AID/W structure recommended by the 
Commission. This bureau would manage opera.­
tions in countries where AID assistance is ESF 
funded, 

Federal Manager's Financial Integrity Act of 
1982 (P.l. 97-255) - Among other things, this 
act requires that heads of federal agencies estab­
lish and maintain systems of internal control, 
periodically evaluate and report annually to the 
President and Congress on the status of the sys­
tems. 

Foreign Assistance - In this repor:t, the term 
refers to economic assistance which is designed 
primarily to benefit the recipient country's econ­
omy. It does not include military assistance. 

Foreign Assistance Act of 1961, as amended -
AID's authorizing legislation. 

Foreign Service Employment Categories -
Based on their education and experience, U.S. 
career Foreign Service employees are assigned to 
one of 26 professional or administrative ski ll 
groups, which are also known as "cones" or 
"backstops". AID's personnel system uses these 
categories to define positions and the types of 
employees qualified to fill them. 

Foreign Service National (FSN) - A career AID 
employee who is a citizen of another country, 
usually the host country in which they work. 

General AccountLng Office (GAO) -The inves­
tigative arm of Congress charged with examin­
ing all matters relating to the receipt and 
disbursement of public funds. GAO conducts 
audits and evaluations of government programs 
and activities. 

Hamilton-Gilman Report -A common reference 
used to describe a February 1, 1989 
Congressional report, entitled Report of the Task 
Force on foreign Assistance to the Committee on 
Foreign Affairs, U.S, House of Representatives. 

High Risk Area - Agency operations which are 
vulnerable to fraud, waste, abuse, or misman­
agement. In its 1991 cert!fication to the 

President and Congress, AID identified four 
"high risk areas" (1) financial management sys­
tems and operation, (2) audjt coverage of AID 
programs and administrative operations, (3) 
management of sensitive information, and (4) 
agency staffing levels. See "Federal Manager's 
Financial Integrity Act". 

Host Country· A country to which AID provides 
assistance. The terms "host government", 
"recipient", and "recipient government" are also 
used in this report. 

Host Country Contracting - AID provides 
funding for an activity but a host government 
agency is responsible for contract award and 
implementation - subject to AID requirements, 
oversight and approval. In 1990, AID channeled 
funds through 342 host country contracting 
agencies. Active host country contracts total 
over $1 billion. 

Human Resources Development and 
Management Office (HRDM) - Replaced the'" 
Office of Personnel Management in the October 
1, 1991 reorganization of AID headquarters. It is 
a part of the Directorate for Finance and 
Administration. 

Inspector General (I G) - The AID Inspector 
General is General Herbert l. Beckington. In 
this report, "IG" may also refer to the Office of 
the Inspector General (OIG), an independent 
organization established in 1980. Under the 
Inspector General Act of 1978, as amended, the 
lG's duties are to conduct and supervise audits 
and investigations that recommend policies to 
promote economy, efficiency and effectiveness, 
and detect and prevent fraud and abuse in AID's 
programs and operations. The OIG consists of 
four offices; audit, investigations, security, and 
resource management. It has an annual budget 
of about $38 million and 260 employees located 
in Washington and at six regional offices over­
seas, 

Internal Control Review Process - Pursuant to 
the Federal Manager's Financial Integrity Act of 
1982, the Office of Management and Budget 
issued specific gUidance for evaluating internal 
controls (OMB Circular A-123 Revised). An 
internal control review is a detailed examination 
of a system of internal control to determine 
whether adequate control measures exist and 
are Implemented to prevent the occurrence of 
potential risks in a cost effective manner. 

language Standards -The Department of State 
uses a scale of one to five to rate an individual's 
proficiency in speaking and reading a foreign 
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language. On this scale, five indicates native flu­
ency. The Department of State requires that 
employees have a score of three to qualify for 
most positions that require a knOWledge of a 

-' language. In most cases, AID requires a score of 
tvvo, which is below the level required to con­
duct normal business. 

less Developed Countries (lDC) Bureau - One 
of the five operating bureaus in the AID/W struc­
ture recommended by the Commission. This 
bureau would manage economic cooperation 
programs with the poorest countries, most of 
which are In Africa. 

local Currencies - Certain types of AID assis­
tance generate funds denominated in the cur­
rency of the recipient country, which usually 
belong to the government of that country, For 
example, a recipient government may sell AID­
provided commodities, such as tractors or food, 
in the private sector, thereby generating local 
currency. 

Management Controls - The systems that man­
agement uses to regulate and guide its opera­
tions. 

Mission - AID maintains large offices in 48 coun­
tries where the AID program is large and 
involves multiple types of assista'1ce. As used in 
this report, the term also includes other types of 
AID offices overseas. 

Obligation - A legal commitment of funds 
through such mechanisms as signed agreements 
betvveen the U.S. government and host govern­
ments, contracts and grants to organizations 
and purchase orders. 

Office of Foreign Disaster Assistance - The 
office responsible for helping Missions with, or 
directly managing, emergency assistance and 
relief activities. It is'a part of the Bureau for 
Food and Humanitarian Assistance in the 
Directorate for Operations. 

Operations Directorate - As of October 1, 
1991, AID headquarters was reerganized under 
three Directorates, the heads of which report 
directly to the Administrator. These include the 
Directorates for Operations, Policy, and Finance 
and Administration. The Directorate for 
Operations includes the five geographic Bureaus 
and their Missions and overseas offices, and the 
Bureaus for Research and Development, Food 
and Humanitarian Assistance, and Private 
Enterprise. 

Operating Expense (OE) Funds -The appropri-
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ated funds~used to pay employee salaries, bene­
fits, travel, and administrative support costs of 
AID's operations. 

P.l. 480 - The Public law which provides for 
food aid. Under the 1990 revision of the 
Agricultural Development and Trade Act, AID is 
charged with implementing the revised Title II 
and Title III grant Food for Peace programs, 
although funding for both is appropriated 
through the U.S. Department of Agriculture. 
Title II provides grant food for emergency pro­
grams, as well as regular programs sponsored by 
PVOs or the World Food Program to benefit 
needy people. Title III provides food assistance 
through governments of least developed coun­
tries which meet eligibility criteria established in 
the 1990 legislation. . 

Participant Training - The program through 
which AID provides training abroad to citizens of 
developing countries. AID spends about $250 
million a year to train about 19,000 participants. 
About half receive academic or degree training 
in the United States. 

Performance Indicators - Quantifiable mea· 
sures which provide managers with (1) a realistic 
basis for assessing and reporting on program 
and management performance and (2) informa­
tion on which to base financial and personnel 
resource allocation decisions. AID Is currently 
working to develop a number of performance 
measurement systems. In general, its efforts fall 
into four categories: (1) country economic and 
social policy performance indicators, (2) AID 
country program performance indicators, (3) 
project performance Indicators, and (4) manage­
ment performance indicators. ' 

Personal Services Contractor (PSC) - Contracts 
are personal in nature if Agency personnel speci­
fy how, when, and where the contractor's work 
is to be performed and if the Agency provides 
the work space and basic tools and materials to 
accomplish the work. The Federal AcquIsition 
Regulation defines a PSC as a contract that 
makes the contractor appear as a government 
employee by the nature of the relationship that 
is established. AID reported that it employed 
about 570 U.S. and 4,200 foreign national per­
sonal service contractors in 1991. 

Pipeline - The difference between what AID has 
obligated for specific activities and the amount it 
has actually disbursed to implement them. As of 
September 30, 1990, AID's pipeline amounted 
to $8.8 billion, some of which was obligated 
over ten yea~ ago. 

Program Assistance - Funding, usually a cash or 
commodity transfer, to offset balance-of-pay­
ments problems in recipient countries. Program 
assistance is usually tied to policy reforms at the 
macroeconomic or sectoral level and is generally 
ESF funded. 

Project Assistance - Funding used to address 
specific development goals in mutual agreement 
with host countries. Projects may have one or 
many components. A complex project might 
include training, construction, institution build­
ing, agricultural production, research, and credit 
components. AID manages about 2,000 pro­
jects worldwide. 

Private and Voluntary Organization (PVO) - A 
nonprofit, tax-exempt and nongovernmental 
orga"nization established and governed by a 
group of private citizens whose purpose is to 
engage in voluntary, charitable and develop­
ment assistance operations overseas. In 1990, 
277 U.S. PVOs were registered with AID. That 
year AID provided over $1 billion in the form of 
grants, contracts, U.S. government-owned prop­
erty, ocean freight subsidies and food aid to 
pva,. 

Sector Assistance - Project or program assis­
tance aimed at improving the performance of a 
specific sector, such as health, education or agri­
culture. 

Special Situations Bureau - One of the five 
operating bureaus in the AID/W structure rec­
ommended by the Commission. This bureau 
would be responsible for rapidly responding to 
special requirements, such as those in the former 
Soviet Union. 

Technical Support Bureau - One of the five 
operating bureaus_ in the AID/W structure rec­
ommended by the Commission. This bureau 
would provide technical expertise in support of 
other central and fie!d operations. ' 
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Annex C: History of U.S. Foreign Assistance 

Evolution of U.S. Assistance 
by Regions, 1946-1989 

Chart I shows the real value of total U.S. foreign 
assistance (economic and military) over 40 years 
expressed in 1989 dollars by region. There were 
three major shifts in regional emphasis during 
this time. 
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• 1946-1952: Europe was the dominant 
recipient. Total assistance averaged $32 
billion per year. 

• 1953-1974: Asia was the prime focus. 
Total assistance averaged $22 billion per 
year. 

• '974·1989: Israel and Egypt have been 
the primary recipients. Total assistance 
averaged $16 billion per year. 

There were spurts in aid to latin America associ­
ated with the Alliance for Progress 1962-67 and 
in the 19805 to Central America. There was a 
40 percent reduction in aid to latin America 
between fiscal year 1985--,and 1988 resulting 
from increased U.S. budget deficit pressure. 
Assistance to Africa, which began to grow in 
1976, also suffered a major cutback of 55 per­
cent between fiscal 1985 and 1989. 

Source: Congressional Research Service 

Amlt's C: Hislmy olu.s. Fm'eiK" AS5;sfllllce 
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Evolution of U.S. Assistance 
by Major Programs 1946c 
1989 
Chart II shows the major program components 
of this assistance. 

Development aid was a major component of the 
MarsHall Plan but declined in significance during 
the focus on security assistance in Asia in the 
mid·1950s. Development funding reached its 
peak in 1961·65 when it appealed both as a 
means of containing communism and as an end 
in itself. It has declined ever since as the post­
Vietnam disillusionment set in with foreign assis­
tance. 

" 
Food aid emerged as an important aid mecha­
nism in the mid-1950s, peaking during 1962-
63. The subsequent decline was even more 
dramatic than is apparent from the chart 
because steep increases in grain prices com­
bined with reduced aid levels to produce major 
declines in the amount of food that was trans­
ferred under this program. 

Multilateral aid emerged in the early 1960s in 
conjunction with the "development for develop­
ment's sake" view, but has never become a 
dominant feature in American aid, 

Economic support funds (ESF) and its precursor 
programs were substantial in the mid-1950s, but 
declined during the 1960s and early 1970s. ESF 
began to reemerge in the late 1970s as one of 
the few programs that can provide flexible and 
timely aid in support of national security goals. 
Israel, Egypt, Pakistan and countries of Central 

- . 
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America have been the major recipients, but ~SF 
is now used to provide general purpose aid to a 
large number of countries. 

The real value of military aid has been relatively 
_ constant and has been the largest aid category 
during much of the post-war period. Peaks 
appear in the early 1950s because of Greece, 
Taiwan and Korea; and in the early 1970s 
because of Vietnam. Following a low point in 
1980, it again began to grow, peaking in 1985, 
and failing back since, 

Source: Congressional Research Service 
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Fol'fign An/tlonce Acl: 33 Illled objedlvet 
• Poverty alleviation 
• Promotion of Economic Growth 
• Increase the opportunity and capability for 

the poor to participate in the 
development process 

• Energy production and efficiency/renew. 
able energy 

• Participation of women 
• Encouragement of regional cooperation 
• Policy reform 
• Private sector development 
• Promotion of appropriate technology 
• Development of institutional capacities 
• Agriculture and rural development/agrlcul. 

ture research 
• Food security/famine prevention 
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39 AIDObj~ctives 
Foreign Assistance Act 

• Protection of tropical forests/reforestation 
• Population 
• Health 
• Child survival 
• Education and human resources develop-

ment 

• Private and voluntary organizations 
• Cooperatives 
• Housing 
• Disaster assistance 
• Urban development 
• Human rights 
• Environmental and natural resources 
• Biological diversity 
, Narcotics 
, U.S. schoolsl libraries and hospitals abroad 
, U.S. investment abroad 

A,me:.: 0: 7tH: COllllllissioll$ Clmrter 

, , SUppOit for democratic institutions ' 
, Encouragement of developm'ent capacities 

of U.S. educational institutions 
, Education of the U.S. pub,lic concerning 

developing countries ... 
'Enhancement of civil and economic rights 

of the poor ' , 

_ 'In~egration of developing co~ntrles into an 
open and equitable i,nternational system 

AID Admlnl,lralor', 51x IIIll/ollvet 
, Democracy 
• Family and Development 
'Enviro'nment ' - ~ 
'Pa'rtnership for S'usiness 'and Dev~lopment ' 

. , 'Stategic Ma_n~ge~~nl ~ . 0" ..• -" 

, • Evalu~t!.~i .~,~>;:-:'1:\:: .: '~:E:·· :~C;-_;. 
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Annex D: The 1991 Foreign Assistance Appropriations Act 
Public Law 101-513 

COMMISSION ON FOREIGN 
ASSISTANCE MANAGEMENl 

SEC.sS7. (a) ESTABLISHMENT.-There is estab­
lished the Commission on Management of the 
Agency for International Development Programs 
(hereafter in this section referred to as the 
"Commission"). 

(b) MEMBERSHIP.-The Commission shall consist 
of 5 members appointed by the President after 
consultation with the Chairmen of the Committee 
on Appropriations and the Committee on Foreign 
Affairs of the House of Representatives and the 
Chairmen of the Committee on Appropriations 
and the Committee on Foreign Relations of the 
Senate, Individual members of the Commission 
shall be from the private sector. The President shall 
deSignate the Chairman of the Commission from 
among its members, 

(c) DUTIES.-The Commission shall conduct a 
thorough study and recommend appropriate 
administrative action and legislation necessary in 
connection with the following: 

(1) the adequacy of systems of program man­
agement, including evaluation 'and coordi­
nation; taking into consideration, al1)ong 
other things-
(A) the need to identify central foci within 

the Agency to coordinate its program 
arid management responsibilities and 
to evaluate the Agency's program and 
management performance; 

(8) the need to develop specific indicators 
of effective performance for both pro­
gram and manage~ent functions; 

(2) the adequacy of personnel management 
systems, taking into consideration, among 
other things -
(A) the need to systematically ensure the 

integration of program operating 
expense, and personnel levels; 

(8) the need to adjust personnel and 
operating expense levels among org~­
nizational units in order to meet 
changing program requirements; 

-(C) the capacity to meet changing 
requirements for program and man­
agement skills in headquarters offices 
and field missions; 

(D) the si9'lificance of operating and pro­
gram-funding distinctions as they affect 
the ability of the Agency to adjust its per-

sonnel to program requirementsi 
(3) the adequacy of systems of personal 

accountability for program- management, 
taking into consideration among other 
things -

(A) the need to establish and identify clear 
lines of decision-making responsibility 
among headquarters offices and 
between headquarters and field mis­
sions; 

(8) the need to ensure that an individu ai's 
performance iQ the implementation and 
management of the Agency's program 
portfolio is appropriately reflected in its 
prorlOtion and assignment processes. 

(d) REPORT~-The Com";'ission shall submit a 
comprehensive report to the President and to the 
Congress, not later th.an six months from the date 
after which all members of the Commission have 
been appointed, containing the findings and rec­
ommendations of the commission with respect to 
its study, The Commission should work with the 
General Accounting Office and consult wit~ 
General Accounting Office reports and studies on 
management issues concerning the Agency for 
International Development in the conduct of its 
study, The Commission sh.all cease to exist on the 
thirtieth day after the date on which it files the 
comprehensive report under this subsection. 

, 
(e) COMPENSATION AND PER DIEM.-

(1) COMPENSATION.-Members of the 
Commission shall receive no pay on 
account of their service on the Commission. 

(2) PER DIEM.-While away from their hpmes 
or regular places of business in the perfor­
mance of services for the Commission, 
memb-ers of the Commission shall be 
allowed travel expenses, including per diem 
in lieu of subsistence, in the same manner 
as persons employed intermittently in the 
Government service are allowed expenses 
under section 5703 of title 5 of the United 
States Code. 

(f) AUTHORITIES.-
(1) IN GENERAl.- The Commission or any 

member it authorizes may, for the purposes 
of carrying out this section, hold such hear­
ings, sit and act at such times and places, 
request such attendance, take such testimo­
ny, and receive such evidence, as the 
Commission considers appropriate. 

(2) APPOINTMENTS.- Subject to such rules as 
may be-adopted by the Commission, the 
Chairman of the Commission, without 
regard to the provisions of tltle-5, United 
States Code, governing appointments in 
the competitive service and without regard 
to the provisions of chapter 51 and sub­
chapter III of chapter 53 of such title relat­
ing to classif~cations and General Schedule 
pay rates, may appoint and fix the compen­
sation of a Director and such other staff as 
the Chairman considers necessary. 

(3) TEMPORARY 5ERVICES.- The Chairman of 
the Commission may procure temporary 
and intermittent services to the same extent 
as authorized by action 31 09(b) of title 5 of 
the United States Code, but at rates for indi­
viduals not to exceed the daily equivalent of 
the maximum annual rate of basic pay then 
in eff~ct for grade GS-1B of the General 
Schedule (5 U.S.c. 5332(a». 

(4) ADMINISTRATIVE 5UPPORT.- Upon the 
request of the Chairman of the 
Commission, the head of any Federal 
department or agency may detail, on a 
reimbursable basis, any of the personnel of 
such department or agency to the 
Commission to assist it in carrying out its 
duties under this section. The Administrator 
of the Agency for International 
Development shall provide to the 
Commission on a reimbursable basis such 
administrative support services as the 
Chairman of the Commission may request 
and the Administrator of the Agency for 
International Development may deem 
appropriate. 

(5) INFORMATION FROM FEDERAlAGEN­
CIES.- The Commission may secure directly 
from any department of agency of the 
United States appropriate information nec­
essary to enable it to carry out this section. 
Upon the request of the Chairman of the 
Commission, the head of such department 
or agency shall furnish such appropriate 
information to the Commission, 

(9) FUNDING.-In addition to funds otherwise 
available for such purposes, up to $500,000 of the 
unearmarked funds appropriated by this Act under 
the heading "Operating Expenses of the Agency 
for International DeveloPTDent" may be made 
available for purposes of this section. 
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Annex E: Methodology 

The Commission was chartered on September 
20, 1991 and held its first meeting the follow­
ing month. It completed its work on April 17, 
1992. A complete schedule of events follows in 
this annex. 

The Commission reviewed a large number of 
internal and external management studies on 
various aspects of AID's program and adminis· 
trative structures, and intelViewed AID officials, 
other Executive Branch officials and Members 
of Congress and staff, including the General 
Accounting Office. It heard testimony from pri. 

vate citizens and held public hearing March 18 
to discuss its interim report. The Commission 
also examined a number of reports written in 
the Executive and legislative Branches dealing 
with policy, priorities and management 
approaches for foreign economic assistance. 

Annex E: Schedule of Events 

Event 

Swearing In Ceremony 

Participants: 

George M. Ferris, Jr. 
Chairman 

C. Harvey Bradley 
Commissioner 

Full Commission Meeting 

Presentations: 

John S. Blackton 
ExeClitive kistant to the 
Admil1istratol~ AID 

Anthony J. Cauterucci 
. Director of Humall Resources 
Developmmt aJld MaJlagement, 
AiD 
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Date 

October 2. 1991 

Thomas P. Kemp 
CommiSJioner 

Michael Roth . 
Commissioner 

October 2. 1991 

Howard M. Fry 
kociate Administrator 
for Operation" AiD 

John F. Owens 
Acting Associate Administrator 
for FinaNce al1dAdministnttiol1, 
AiD 

A,lIIo.· E: Afl!lbot/ologylScbl'dllll' ofElleuls 

Place 

Department of State 
Washington. D.C. 

Frederick Theodore Van Dyk 
CommiSJioller 

Department of State 
Washington. D.C. 

Ronald W. Roskens 
Administrator, AID 

Kenneth H. Sherper 
COIl11selol~ AID 
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Event 

Full Commission Meeting 
/ 

Presentations: 

Robert Bauerlein 
Director of Policy find 
RtsOllrces, Office of the DeplIl)' 
Secretltly, Departmelll a/Stllte 

James David Berg 
Executive Vice President, 
Overseas Private Investmellt 
Corporation 

lames Bond 
Minority Clerk, Stlbc(Jm~Jittee 
on Foreign Operations, 
Appropriations Committee. 
u.s. Senate 

Donna]. Byers 
Senior Evaluntor, Foreign 
Economic Alsistance Grollp, 
National Security and 
/nlernationalA./foirs Division, 
GAO 

John C. Foreman 
Director. Mid-Atlantic 
Operations Task Force, 
Deloitte 6- TOllche 

Albert H. Huntington III 
Assistant Direclo/~ Foreign 
Economic Assistance Grollp, 
National Securicy and International 
Affairs Division. GAO I 

" . 

~/, :~~I 
- ., 

Date 

November 12-13, 1991 

George Ingram 
Senior StajfCoIISultllnt, 
Foreign Affoirs Committee, 
US. Home a/Representatives 

Stephen F. l essey 
Manager, Management 
Consulting, De/oitte 6-
TOllche, Washington, D.C 

. , 

Jan Miller 
Assislant General Coumel 
AID 

Colonel Christopher l . Needels 
U.S. AmI), Director of 
/Illematiollal Programs, 
National Security Council 

David O. NeUemann 
Senior AJsistant Director. Difonse 
AlIdit!, Accollnting and Financial 
Management Division, GAO 

Plllce 

Department of State 
WaslUngton, D.C. 

Eric Newsom 
Staff Director. S;,bC01{In,littee on 
Foreign Operations, 
Appropriations Committee, 
U.S. Smllle 

Harold Santorell i 
Senior Evalulllor, Difenst 
Audits. Accounting and 
Financial MalJagement 
Division, GAO 

Ernst F. Stockel 
Assisfflnt Directo,~ Deftme 
Audits. Accounting and 
FinancialManagement 
Division, GA q 

Michael K. Young 
Deputy Under Secrelmy for 
Economic and Agricultural 
Ajfoirs, Department biStale 

Fred M. Zeder II 
President. and Chief Executive 
Officer, Oveneas Private Investment 
Corporation 
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Event 

Caribbean Trade Conference 

Pru:ticipants: 

Marshall Brown 
",Mission Director, Honduras 

Terrence J. Brown 
Mission Director, Guatemala 

Thomas P. Kemp 
Commissioner 

Mission Directors Conference 
for the Near East 

Participants: 

Henl}' H . Bassford 
Missioll Director, Egypt 

Reginald Brown 
Assistant Admil1istrqtor, 8ureall 
for Near East, AID 

Dennis M . Chandler 
Mission Director, Morocco 

Richard H. Endres 
Commission Deputy Director 

Full Commission Meeting 

Presentations: 

Herbert L. Beckington 
Inspector Genera/, AID 

John R. Bolton 
Assistallt Secre/my ofSMte for 
InteJ11atiol1al Organization 
Affoirs, DeparhlJent of State 

( 
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Date 

December 2-3, 1991 

James H. Michel, Ambassador 
AssistnmAdministrator, Bureau 
/or LAtin America and the 
Caribbean, AID . 

Michael Roth 
Commissioner 

December 4-5, 1991 

George M. Ferris, Jr. 
Commission ChaimulIl 

George Flores 
Mission Director, Yemen 

, 
James A. Graham 
Mis~ioJl Direct01~ Tunisia 

Frank B. Kimball 
Commission Executive Director 

December 12-13, 1991 

Hobart C. Gardiner 
Executive Vice PresMent 
Imematiol1tll Exemtive 
Service Corps 

Fred Kalharrlmer 
Director of Audit Planning, 
Office of Inspector Geneml 
AID 

1111111'." E: Srbedll/e OiEtlelllS 

Place 

Miami, Florida 

Rona1d F. Venezia 
Mission Director, Costa Rica 

Aaron S. Williams 
peputy Assistant Administrator, 
Bureau for Latin America. and 
tbe Caribbean, AID 

• 

Annapolis, Maryland , 

Mark S. Matthews 
AID Representative, Oman 

F. Suzanne Olds 
AID Representative, West BrmklGaza 

William T. Oliver, Je. 
Mission Direct01; Jordan 

Deparunent of State 
Washington, D.C. 

r 

Joseph T. McDermott 
Assistant Director, Defense and Security 
Infonnatiol1 Systems, Infomltltion 
Management and Technology Division, 
GAO 

T erl}' R Peel " 
Staff Assistant, Subcom;lIittee on 
Foreign Ope~'I1tio11S, Export 
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Event . , 

John CQrnpeteUo 
Jtlsis~allt Inspector General 
for Aur/it, AID 

James B. Durnil 
Regional Inspector Gmeral . 
for Audit, Singapore. AID 

Philip A. DuSai.lt 
Deputy Associate Director for 
Intematiol1al Affoirr, Office 
of Management and Budget 

Full Commission Meeting 

, 
All Commissioners present. 
No outside presentations. 

Mission Visit 

• 

, 

Visired by Commissioner Thomas P. Kemp. 

Full Com~ission Meeting 

Presentations: 

Richard Ames 
Associate Adminish'fltorfor 
Finallce and Adminish'tztioll, 
AID 

" 

Ditte 

Richard L. McCall. J r, 
Professional StajfMember, 
Committee 011 Foreign 
Relations, Us. Senate 

Sondra F. McCauley 
Senior Evalllato/~ Defense 
and Security Information 
Systems, Information Management 
and Technology Division, GAO 

Sayed M, Elbous 
Minister plenipotentittly, 
Economic and Commercial Affoirs, 
Embassy of the AMb Republic of Egypt 

January 14-15.1992 

January 31-February 5. 19V2 

February 18. 1992 

Kathryn Boe Morgan 
Associate Adminish't1tor for -
Poliry. AID 

. . .. . 

Place 

Financing and Related Programs, 
Appropriations Committee, US. House 
of Representatives . 

Art Wtight , 
Vice President, Mufti/eteral Programs, 
Cal1odiollInternational Development 
Agency 

Department of S~te 
Washington, D.C. 

Warsaw, P~land 
AID Office 

Department of State 
Washington. D,C, 

Ronald W, Roskens 
Administrator, AID 

\ 

:!ib 
, , 
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Evellt 

Oavid Johnson 
Executive Assistant to the 
Associate Administ1'fltorjor 
Fillt1l1ce t1l1dAdministnlfioll, AiD 

Presentations: 

Victor Basiuk, Ph.D. 
Consultant 011 Science, Technology 
and Nt1tional Security Policy 

Thomas R. Blank ' 
Seniol' Vice Presidellf, 
Hager ShtUp, Inc. 

Hayden Bryan 
Vict' President 0/ Federal Relations, 
Professional Services COl/ucil 

C. Stuart Callison, Ph.D. _ 
Deputy Executive Director, Center 
for University Cooperation III 
Development, AiD 

Peter Davies 
President alld ChiefExeclttive 
Officer, IlIIerAction 

Full Commission Meeting 

. ,,";' 

, 

Dllte 

Leonard M. Rogers 
Director of Prog1'll1J1 dlld 

Resources (oordintttioll, 
AID 

March 18, 1992 

Pirie M. Gall 
Management Trnil1ing 
O/fim; AID 

James V. Hall 
Senior Public A/foirs Officer, 
Overseas Private Investment 
Cmporatioll 

TimocllY Hallinan, Ph.D. 
Developmental Economist 

Nicholas Hollis 
Presitlent. The Agribusiness 
Council 

Edward L. Hudgins, Ph.D. 
Director, Center for IlIIematiol1fll 
1:.(:ol1omic GrolVth, The Heritage 
Foundation 

March 19, 1992 

Commissioners met with Deputy Secretary of State L'l\vrence E.1g1eburger. 

Tesdmony before [he 
Subcommittee on Foreign 
Operations, Committee on 
Appropriations. U.S. Senate 
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April 28, 1992 

Allllt:\· e: Sr!Jn/u/c 4' E"l!lIfs 

Pltlce 

Scott Spangler 
Associate Administ1rJtol' of 
Ope1'fltions, AiD 

Postal Rate Commission 
1333 H Street, NW 
Washington, D.C. 

James Gustave Speth 
President, World Resources 
Institllle 

Ted Weihe 
Executive Direct01~ Overseas 
Cooperative Development COllncil 

Wayne Weiss 
Americt1n Consulting Engineers 
COllncil 

John M. Yohe, Ph.D. 
Nfltiol1fllAssocilltion o/State 
Universities and Land Grant 
Colleges 

Department of State 
Washington, D.C. 

Senate Office Building 
Washington, D.C. 
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Additional Meetings of the President's Commission 

Meeting 

The Honorable Charles A Bowsher 
Comptroller General of the United States 
General Accounting Office 

The Honorable Paul S, Sarbanes 
United States Senator 

The Honorable Patrick J, Leahy 
Chairman, Subcommittee on Foreign 
Operations, Committ~e on 
Appropriations, United Senate Senate 

Peter J. Davies 
President and Chief Executive Officer 
InterAction 

The Honorable Brent Scowcroft 
Assistant to the President for National 
Security Alfairs 
The White HOllse 

The Honorable Nancy Kassebaum 
United States Senator 

The Honorable Lee H. Hamilton 
U.S. House of Representatives 

The Honorable David R, Obey 
Chairman, Subcommittee on Foreign 
Operations, Export Financing and Related 
Programs, Commitrec on Appropriations. 
U.S. House of Representatives 

The Honorable John E, Robson 
Deputy Secretary of the Treasury 
Department of the Treasury 

The Honorable Francis S,M, Hodsoll 
Deputy Director for Management 
Office of Management and Budget 

The Honorable Mitch McConnell 
United States Senator 

The Honorable Lawrence Eagleburget 
Deputy Secretary of State 
Department of Stare 

Date 

Se,ptember30.1991 

, October 16. 199 1 

October 24. 199 1 

October 30. 199 1 

November 1. 199 1 

November 5. 199 1 

November 5. 1991 

November 20. 199 1 

December 3. 199 1 

February 2. 1992 

February 6. 1992 

March 19. 1992 
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