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CHAPTER I 

INTRODUCTION 

The United States foreign assistance program has evolved from a 

series of limited objectives, beginning in 1942, and a global objective 

enunciated by President Truman in 1949. These were consolidated in
 

1953, reorganized in 1955, and further consolidated in 1961. In its 

* 	 metamorphosis, foreign aid has become recognized as a major instrument 

of U.S. foreign policy, thile retaining in law, concept and -practice 

most of the objectives and folkways of its formative stages.1 Adminis

trative procedures were devised or improvised to meet emergencies as
 

the program became increasingly complex. 

Many studies have been made of U.S. AID programs, resulting in 

the incorporation of procedures which facilitated operations. 2 However 

IFrank M. Coffin, Witness for AID (Bostont Houghton Mifflin, 
1964) pp. 65-74.
 

21bid., pP. 43, 82-87. The major studies were: Special Committee 
to Study-the Foreign Aid Program (Report No. 300, 85th Congress, Ist 
Session), The President's Committee to Study the United States Military 
Assistance Program--Economic Assistance Programs and' Administration, 
Wim. A. Draper, Jr., Chairman (1959); President's Task Force on Economic 
Assistance, Henry R. Labouise, Chairman (1961); Committee on Foreign 
Affairs 	Personnel, Christian A. Herter, Chairman (1962); and The 
President's Committee to Strengthen the Security of the Free World,
 
Lucius D. Clay, Chairman (1963). 
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with the exception of the Herter Committee, which studied personnel,
 

most efforts were centered on the administration of capital assistance
 

and on 	Congressional presentations. Efforts to improve the administration
 

of technical assistance was largely neglected until 1963, when the U.S.
 

Agency 	for International Development (AID) commissioned the Syracuse 

University Maxwell Graduate School of Citizenship' and Public Affairs to 

make a 	comprehensive study of the administration of technical assistance, 

with special reference to agriculture. (APPENDIX B) During the course 

* ' of the project, June 1963 to December 1966, fifteen major preliminary 

reports 	were produced. (APPENDIX F) 

Although the preliminary reports include a number of observations 

applicable to specific procedures from top to bottom of the administrative
 

hierarchy, the final recommendations are restricted to broad questions 

of policy. the need for an understanding of sound methods and procedures 

of administering technical assistance remains. This is a common require

ment for all organizations. It is critical in AID field operations,where 

the average personnel assignment is two years. 

Purpose
 

The purpose of the present study is to draw from-the preliminary 

reports of the Maxwell School project and other contemporary sources, 

apparently significant, proposals for the improvement of the administration 

of technical assistancewith special reference to agricultureiwhich seem 

to be applicable to AID. 
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Scope of the Study
 

1. For this study the purpose of technical assistance is given 

as nation building and/or socio-economic progress. 3 

2. It may be assumedand was indeed observed in the Maxwell 

School studiesthat there is no substantive difference between technical
 

assistance in 	 agriculture and technical assistance in general. 4 To 

hold this exercise to managable proportions, analysis of technical 

assistance at 	the sector level is restricted to agriculture. 

3. The study 	is limited in application to technical assistance 

fostered by the United States Government.
 

Procedure 

The present study proposes to respond to the questions What seem 

to be the most effective procedures for administering the major functions 

of technical assistance, with special reference to agriculture? The 

preliminary reports of the Maxwell- School project, which have received only 

N 	 restricted circulation, will serve as the primary source. To this extent, 

the present study is a continuation of the Maxwell School series. (APPENDIX F) 

It may be supplemented by later sources and pertinent empirical observations. 

3Milton J. Esman and Fred C. Bruhns, Institution Building and 
National Developent--Am Approach to Induced Social uhange in Transitional 
Societies Inter-University Research Program in Institution Building 
Pttsgh: GSPIA, University of Pittsburgh, 1965) p. 22.
 

4 John Lindeman, Prelimina Final Re ort to AID on the 
Administration of Technical Assistance, with pecial Reference to 
Agriculture (Syracuse: Maxwell School, August, 1965) hectographed. p. 1.
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A Framework for Studying Technical Assistance Administration 

Granting that technical assistance is an external effort on the 

part of the donor and an external resource on the part (f the recipient, 

these major components of the process maybe identified: 

1. A purpose setting, enabling body. For the United States this 

is the Congress.
 

2. The principal agent for the process, who is charged with 

carrying out the purpose, and his staff and its process. 

3. The field agent and his organization. 

The recipient and its organization.
j4. 

5. Other sources of technical assistance, 

These are the functions of the headquarters unit: 

1. Communicate to the policy setting and financing body: 

a. recommend policy and policy changes 

I b. request funds 

2 a. report.
 

J! 2. Communicate to the field guiding policy and spending limits*
 

3. Support the field mission, including: 

a. representing the mission program to the policy setting body 

b. providing personnel 

c. technical backstopping
 

d. procurement and forwarding of commodities and supplies 

e. managing program connected participants and trainees. 

/
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4. 	Evaluate the mission program.
 

5. Achieve popular support.
5
 

These are the tasks of the field missions
 

1. Communicate to headquarters a summation of the resources
 

required to achieve the objectives of the donor.
 

2. 	Organize the resources provided.
6
 

3. 	 Commit the resources provided.7 

h. 	Evaluate the effort and report the outcome.
 

The potential areas of the technical assistance requirement may 

be deduced from Esman's "task or action oriented model for development 

assistance"8 which has the following components: 

i/ "a governing, goal oriented elite which bears the major 
responsibility for initiating and directing the process of 
modernizing change; 

2~ 	"a doctrine or set of action commitments which establishes,
 
communicates, and legitimizes norms, priorities and styles
 
for operating programs;
 

j 	 "a set of action instruments through which communication with 
the community is maintained and operating programs are 
implemented, (including) 

5coffin, gp.cit pp. 75-89,
 

6Barnard said, "provide the system of communication". Chester
 
I. Barnard, The Functions of Executive (Cambridge: Harvard University
 
Press, 1938)Part IV. 

71bid. 
Barnard said "promote the securing of essential efforts."
 

8Esman and Bruhns, op.cit., pp. 22.
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ja "political organization
 

b "the administrative system

5/ "associated interest groups 

"the mass media."9 

In underdeveloped countries, any one component of Esman's model may 

be deficient to the extent of limiting national development and/or socio

economic progress; hence, technical assistance .for each component must 

be considered. This determines the framework of the potential technical 

assistance requirement, which may be shown as follows: 

1. Advice to the governing elite on goals and public policy.
 

2. Technical assistance in political development.
 

3. Technical assistance in public administration.
 

4. Technical assistance in national development planning. 

This includes research and aid to research. It includes coordination 

with the host country' s planning unit as well as with aiding it in 

coordination with line ministries and other aid donors. It includes
 

assistance with program implementation.
 

, 5. Technical assistance in developing institutions. These/ 

include institutions for research, manpower development, educational 

services, information, credit, supply and marketing.
 

6. Technical assistance in conducting campaigns for change. 

7. Technical assistance in providing feedback to the development 

program. This includes measuring and reporting the country's resources, 

91bid.
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as well as evaluating and reporting the results of their use toward
 

achieving national goals.
 

The present study considers, first, the functions of the field mission
 

and, second, the function of the headquarters organization in providing
 

technical assistance in the above seven areas.
 

Definition of Terms
 

Technical assistance. Foreign or international technical 

assistance means aiding a recipient state in the effective exploitation 

of resources for predetermined ends, which for the purposes of this 

exercise is nation building and/or socio-economic progress. Foreign 

or international are generally inferred. Technical assistance connotes 

the provision of appropriate knowledge, methods and techniques to
 

lb 
acquire, organize, mobilize and exploit resources. 

Technical assistance is concerned with the provision of, 

a) special studies of the evaluative or enabling type, b) advice on
 

policy, method and technique, c) training and d) scholarships for
 

foreign study. Technical assistance does not involve capital assistance,
 

except where a first round of capital equipment is supplied as a necessary 

1 OPorter Hardy, Jr., "The Proper Means of Foreign Aid: Technical 
t
Assistance", Devere E. Pontony (ed.), United States Foreign Aid (San 

Francisco: Howard Chandler, 1960) p. 120. Hardy quotes Section 418 (a) 
of the U.S. Actoof Intrnational Development of 1950. 

Earlier definitions restricted usage to economic development.
 
In the 1960's, application of the term came to include social and 
political development.
 

I " 
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means of demonstrating a technical process.-1 On the other hand, capital 

assistance projects may specify technical assistance inputs as a means 

of execution. The provision of personnel for operational roles in on

going programs is considered to be an act of financial assistance rather 

than technical assistance. This includes the provision of teachers and
 

school administrators.
 

Administration of technical assistance. Accepting purpose as
 

given, the tasks of technical assistance administration are, a) deter

mining the resources required to achieve the given purpose. b) securing
 

the required resources, c) organizing and mobilizing the resources,
 

d) communicating the mission-purpose ta the organization, e) committing
 

the organized, mobilized resources to the achievement of the given purpose,
 

f) evaluating the effort at interim, g) reporting to the purpose giver
 

on results of efforts committed and h) adjusting procedures in light of
 

evaluation.
 

Exper. "Expert" is the term used by the United Nations, the
 

J OECD and the Colombo Plan for personnel sent to aid recipient countries
 

for the purposes of national development. Webster's defintion applies:
 

"very skillful; having much training and knowledge in some special
 

field".12 The "expert" group includes "operators", teachers and
 

"advisers". 1 3 

"lIbid.
 

12Webster's New World Dictionary (Cleveland: World Publishing
 
Company, 19647. 

13Willard L. Thorp Development Assistance Efforts and Policies, 
1967 Review (Paris: OECDJ pp. 162-163. 

http:field".12
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Technician. The early U.S. technical assistance organizations
 

used the term "technician" in place of "expert" as used above.
 

Personnel in education. OECD identifies in its count of "experts",
 

"personnel in education", meaning persons engaged full time in teaching,
 

school administration or advising on the improvement of education 4
 

Operator. xE4erts", other than personnel in education, assigned
 

to administrative roles in the recipient government or its development
 

projects are designated "operators".15
 

Advisor. "Experts" who occupy no official role in the recipient
 

government but whose jobs are to enhance the effectiveness of the system
 

16
and its members are Imown as "advisers". AID used the alternate
 

spelling, "advisorn.
 

Volunteer. -OECD counts "volunteers" as separated from "experts".
 

International Voluntary Services and Peace Corps personnel are in this
 

category. In practice, they may or may not fill any of the above
 

categories, expertise not being a necessary qualification.
 

- Participant. The term "participant" is used by AID for students 

Ssent abroad for education and training to fill roles in their country's 

development programs. OECD uses the terms "student" and "trainee" as
 

synonymous withparticipant".18
 

l4Ibid.
 

ii 15Tidd.
 

6 bid.
 

1 7ibid.
 

18Ibid.
 

http:withparticipant".18
http:operators".15


CHAPTER II
 

THE MAXWELL SCHOOL PROJECT
 

Scope
 

The Maxwell School Technical Assistance Research Project flowed
 

from a Project implementation Order for Technical Services (PIO/T), a
 

standard document used by AID to obligate funds for contract services,
 

which had the stated purpose,
 

"...to conduct research for the improvement ofthe administration of
 
technical assistance, with particular emphasis on the administration 
of technical assistance in agriculture, such improvement being a
 
means toward increasing the effectiveness of the United States 
direct and indirect expenditure on technical assistance. The
 
principle objective of the research project will be to appraise 
current practices in the administration of technical assistance
 
by A.I.D. and other donors and by a selected group of recipient
 
countries in order to determine strengths and weaknesses, and 
to recommend changes. Through collaboration with A.I.D. personnel 
it is expected that the research process and results will be 
directed in particular towards United States problems in this 
field. Special emphasis will be given to technical assistance 
in agriculture." (APPENDIX A, Block 14) 

The terms of the PIO/T were restated as objectives in a contract
 

between the Maxwell School and AID. (APPENDIX B) 

Four areas of specific interest were identified in the PIO/T. 

Pertaining to field operati ons, programming, institutional development 

and manpower development (specifically, the management of participants)
 

were mentioned. The problem of personnel administration was mentioned
 

in global context. (APPENDIX A, Block 14). 

12 
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As the studies progressed the Maxwell School team identified
 

the following major problems, summed up by John Lindeman, project
 

director, 

"we have identified the three key problem areas as being: a) the
 
function of the field, b) personnel administration, and c) programming.
 
Other problem areas...are subsumed under one or more of these
 
categories, or periljh&ral to them."19
 

Lindeman identified these problems in the subsumption: a) coordi

nation of technical assistance efforts with other donors, b) evaluation,
 

c) project phase-out and d) "scatteration versus cohcentration"t.
20
 

In addition he listed six problem subjects identified as of
 

interest to AID in particular: a) employment of third country nationals 

in technical assistance roles, b) use of third country facilities for 

training officials of recipient countries, c) use (employment by the donor) 

of recipient country citizens to provide technical assistance to that 

country, d) encouragement of the private sector of donor countries to
 

provide technical assistance, e) vocational agricultural education(a
 

re-examination) and f) relationships between agricultural extension and 

community development. 21 

19L~ndeman,.op.cit. p. 13. 

201bid. pp. 22-24.
 

21Ibid. PP. 34-35.
 

http:cohcentration"t.20
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A comprehensive study of the administration of participants was
 

omitted by agreement, according to Lindeman2 2 , although this was not 

reflected in project correspondence.2 3
 

Methods and Sources
 

The Maxwell School studies were diagnostic and prescriptive.
 

Viewing the whole process, presumably, the team selected functions to 

study in which significant problems were identified. Little if any 

space was 	given to functions wherein debilitating problems were not
 

* 	 identified.
 

The expert observation and prescription method may be justified 

on the grounds of speed and efficiency. It permits rapid movement and 

minimizes description as well as the need for final documentation. The 

dominant stylie used in the project is exemplified in Lindeman's statement, 

'"ecumentation in this paper is minimal, for the sake of brevity and 

readability. /f/otnoW However, we have the documentation". 24 

The method has limitations, however. First, the validity of the 

* 	 study rests largely on the reputation of the investigator. Second, the
 

report is biased in the direction of the dysfunctional. That it is
 

2 2 lnterview with John Lindeman, Syracuse, April 16-19, 1968. 

-23U.S. AID, Office of War on Hunger, Agriculture and Rural 

Development Service, Files (Washington: AID). There would be a tendency 
not to register a verbal agreement as an amendment to the contract where
 
neither funding nor the time span of the project was affected. 

24Lind a, 2 .&it. p. 1. 

http:documentation".24
http:correspondence.23


necessarily critical tends to generate ostility on the part of the
 

subject operators, which if the client is included will tend to limit
 

its acceptance. Third, the usefulness of the study is limited to
 

knowledgeables, which may extend little beyond the client.
 

Lindeman's description of the team's method was, "We interviewed
 

as many people as we could, reviewed the literature as best as we could
 

and we had to make value judgementst.25 The following major sources
 

were revealed in the preliminary reports:
 

0 1. The literature. 

2. AID Technical Assistance Study Group files. This is a
 

collection of interviews of technical assistance personnel returning
 

6

from foreign assignments.2


3. A questionnaire circulated to 33 resident representatives of
 

the United Nations Technical Assistance Board and two U.S. AID mission
 

directors.27
 

4. Field interviews. Ten members of the team took extensive 

0 field trips. (APPENDIX E) Lindeman reported that they conducted over 

2indemau, Interview, op.cit.
 

26 u.S. AID Technical Assistance Study Group, John Ohly, Chairman 

(Washington: AID, 1962) Uncirculated files. 

27 
John P. Vjbite, Technical Assistance and Coordination by 

Underdeveloped Countries: Analysis of a Questionnaire (Syracuse: LeMoyne

College, 1967). This is one of the Maxwell School project preliminary 

reports, published under the copyright of the author. 

http:directors.27
http:judgementst.25
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1500 interviews. The responses were treated as privileged information; 

hence they were not appended to the preliminary reports. Iversen's 

management of the field datka is representative for the project: 

"'While the interviews dealt with common problems--and the ways in 
which they were met--no effort was made to structure the questioning
 
in such a way that the interview data might be quantified or 
treated statistically. While records were kept of each interview,
 
the information discussed was usually of such a nature as to make 
identification of sources inadvisable. The author assumes full 
responsbility for the accuracy and typicality of the information
used.,28
 

Members of the team exchanged information gained in the field. 29 

5. A research advisory council composed of distinguished 

administrators and students of technical assistance. (APPENDIX F) 

6. Client review. Each working paper and preliminary report 

was submitted to AID for review. 3 0 

The project organization consisted of a full-time director 

and a secretary-treasurer-bookkeeper. The studies were effectively 

commissioned or subcontracted to, mostly, professors and graduate 

students at Maxwell School, who sandwiched their trips, research and 

28 Robert W. Iverse, Personnel for Technical Assistance (Syracuse: 

* 	 Maxwell School, 1966) mimeographed. p. 4.
 

291Ibid.
 

30 Review~by the client included notations in the margin of the 
review copies, letters varying from acknowledgement to, i some bases,
 
challenge or refutation. Lindeman complained that he got no response
 
at all from his Preliminary /Fna7 Report, which was prepared specifically 
to provoke discussion. He interpreted this as a manifestation of loss.; 

.of interest on the part of AID (Interview, o.cit.). The client's i, 
reviews were consulted in the present study. 
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write-ups with primary endeavors. The last report submitted was dated 

, 1966. The project was extended to June 25, 1966. There were no 

further amendments to the contract. 

AID officials charged with monitioring the contract maintain that
 

the project is incomplete. They view tne preliminary reports as tentative
 

and in their present format, while containing much valuable information, 

3 1 of limited use. 

Lindeman agreed in April 196b, that the project was yet
 

*incomplete, but he held that it was rot dead: in fact he was at that
 

3 2
 
time drafting a final report.

Dis cussion 

The interviews and the project correspondence revealed a vast 

difference in the views of the two parties as to the job called for. 

The author of the project and its monitor for 30 months was Frank W. 

Parker, an agronomist with vast practical experience in the administration 

of technical agricultural projects, but with no professional training in 

public administration. (This is cited in inference that Parker was not 

Wnecessarily hep to the concepts and ways of public administration scholars.) 

There is evidence that he expected something on the order of a manual 

for agricultural technical assistance. 3 3 

3 1 Interviews with Robert T. McMillan, AID monitor of the Maxwell 

School contract, Washington, July, 1967.
 

3 2 Lindeman, Interview, 2o.cit.
 

3 3 This was deduced from interviews with M4lillan and Douglas
 
Caton, AID, July 1967, from the wording of the PIO/T (APPENDIX A) and
 
the project correspondence.
 



On the other hand, Lindeman sought senior administrators as his 

audience, as a means of affecting change. Consequently, he endeavored
 

to provide answers to questions of concern to them. He stated, 

"Nat is required...jor7 improvement in the administration of 
technical assistance...is to promote attitudinal changes, 
strengthen some recent innovations, implement many things that 
are already on the books, aud obtain some minor changes in 
legislation.,,34
 

He believes the effectiveness of the research project would have
 

been greatly enhanced, had it been monitored by the AID Office of Admini

stration, rather than by the Office of Technical Cooperation and Research.35 

* 	 This becomes obvious if it is conceded that the intent of the project 

was limited to improving AID operations, as is indicated in Lindeman's 

statement above. 

The language of the PIO/T suggests a product less noble, with 

wider application than to AID reorganization, with a greater life span 

than a one-shot reorganization study. (APPENDIX A) Whether such an 

undertaking is feasible remains open to question. There are at 'least 

four continuing research projects which AID has supported completely or 

in part, each addressed to no more than a single item in the PIO/T.3 6 

34Lindeman, p.eit. P. 3. 

35 Lindeman, Interview, 2p.cit. 

3 6A Michigan State University Project is conducting field tests 
on theories of social change in representative underdeveloped countries; 
Massachusetts Institute of Technology is studying mass media in relation
 
to rural development in Turkey; the University of Wisconsin has a study
 
of land tenure in Latin America; a consortium composed of Pittsburgh, 
Syracuse, Michigan State and Indiana Universities is studying institution 
building; and another consortium composed of Illinois, Indiana, Minnesota, 
Missouri, North Carolina State, Ohio State, Purdue, Utah State and Wis
consin Universities, is studying the contractual use of universities in 
agricultural technical assistance. 

http:Research.35


CHAPTER III
 

OZGANIZATION OF THE ADVISORY TEAM
 

That a country s.eks technical assistance attests to felt
 

deficiencies in its manrwer relevant to achieving its desired goals.
 

The very earliest responAes of the United States in this field were in
 

the introduction of singl crops.37 Conversely, immediately following
 

Jorld War II, German rocket scientists were eagerly sought by both the
 

United States and Russia. V.More recently it is known that the British
 

economist Barbara Ward has 'erved as an advisor to President Johnson.
 

These are cases where the r4cipient state selectively sought technical
 

assistance in specific endeavors. The cases illustrate that technical
 

assistance may be sought and can be useful at all levels.
 

To reverse the sequence., let us assume, as policy statements
 

attest, that tre United States is interested in the accellerated economic
 

and social development of a number of presently underdeveloped countries.3 8
 

371n response to a request from the Sultan in 1846, the U.S.
 
Se6retary of State sent Dr. James Bolton Davis of Fairfield County,
 
South Carolina, to Turkey to introduce cotton culture. The venture was
 
a failure for the Turks, but Davis brought back Angora goats. A representa
tive of Great Britain spent the year of 1853 on the plantation of Richard
 
Barrow, St. Francisville, La., learning cotton and sugar cane culture,
 
which he subsequently established in India. American Brahman Breeders
 
Association, American BrahmAn Cattle (Houston: ABBA, 1954).
 

38 u.S. AID, "Program Guidance Manual", AID Manual, (Washington: 
AID, 1962) M.O. 1001.1, p. 1. 

19 

http:countries.38
http:crops.37
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Arbitrary, piecemeal assistanc, cannot be relied upon for such achievement. 

Rather, it seems that there must be a readiness to provide technical assistance 

to the underdeveloped recipient country at any and all points along the 

scale of Esman's model.39 The question is how can a mission best be
 

organized to respond to such a wide scope of assistance. It is obvious
 

from the outset that except for rare cases no one donor will in fact
 

provide all of the advice that a government receives. But the fact that
 

by definition it stands in need of advice calls for discussion.
 

Advising the Chief of State
 

The Chief of State will.seekooinsel where and when he chooses.
 

President Johnson is an example. At one time, the late Bernard Fall was
 

an influential advisor to Prince Norodom Sihanouk of Cambodia. In other
 

countries, the role has been nobly, yet quietly filled by United States
 

ambassadors. It is the task of first order in technical assistance.
 

Regardless of his power role, the Chief of State controls the symbols of
 

state which are so all-important in mobilizing people and governments.
 

It is important that he becomes development-goal oriented.h0 If he should
 

have conflicting values and objectives, the cause of development is greatly
 

handicapped.
 

39Esman, op.cit. 

401n studying success in agricultural development in Greece, Mexico 
and Taiwan, Wade Gregory found that one of three common attributes of the 
three countries was a stable government with commitment. Wade F. Gregory, 
Agricultural Development in Greece, Mexico and Taiwan (Washington: USDA, 
September, 1967), Mimeographed, p. 32.
 

http:oriented.h0
http:model.39
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Advising the Prime Mipister
 

Prime ministers seek outside advice in making their many knotty 

decisions, including those concerned with dp.velopment programs. That it
 

is important that the prime minister have sound advice is attested by 

Roscoe Martin, who found effective governnient to be the key to development. 4 1 

It is said that prime ministers prefer not to seek technical advice 

bilaterally for fear of the '!puppet" labhl. The instances of independent 

advisors to prime ministers are well kn(bwn. Again, however, ambassadors 

may contribute in this role. 

The U.S. AID mission director 1iay find himself advising the prime 

inister. According to protocol, thef may be considered "counterparts".
 

It behooves the mission director to make sure that the prime minister 

is aware of the country's developmet potentials and the essential steps 

required to exploit them, 

There is room in this rela ionship for subordinate association,
 

for example, of the executive sedretariats of the two offices. 

Advice on Planning
 

Development planning is a new, exceedingly complex process for 

developing countries, for which few have qualified personnel. Yet, the 

national plan can be the crucial factor in a national development program. 

41Roscoe C. Martin and Mildred E. Martin, Technical Assistance in 

the Field (Syracuse: Maxwell School, February, 1966), p. 20.
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Although a national development program is conceivable without a national
 

plan, a sound program is not likely to flow fryn an unsound plan.
 

Richard Duncan found that often times recipient governments
 

hesitated to request bilateral assistance in developing their planning
 

organizations, primarily from fear of foreign political interference. He
 

noted 	that while bilateral donors, includiing the United States, provide
 

planning advisors, the United States enco'arages recipient countries to
 

make direct arrangements with private inividuals or organizations.
 

* 	 Other sources are the United Nations and the private foundations (primarily
 

Ford).42
 

Recipient government officials complained that the United Nations
 

.did not provide effective support for its planning advisors and that they
 

lacked the Itinfluence to meet and deal with continuous project problems".
 

Short term consultants were criticized for lack of descriminationS 
3
 

Duncan 	noted these common complaints by the planning advisors:
 

"Their most common comment was the difficulty of obtaining
 
adequate and accurate data, the complications of the recipient
 
government's structure, and the lack of adequately trained staff.
 
A number were also critical of the many delays invpived in donor
 
action where agreements had already been reached.,2
 

42Richard L. Duncan, The Programming of Technical Assistance 

(Syracuse: Maxwell School, December, 1966) Hectographed. p. 57. 

431bid. 

44Ibid. 
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These observations imply that the developing countries are in
 

fact not getting the kadvice on national planning they need. Such problems
 

should be expected,as a definition of underdevelopment. It is the routine
 

job of the advisor to ivise ways and means of overcoming such handicaps.
 

While there are innediate advantages of contracting for private 

planning advisors, ther* are serious disadvantages. The chances are that 

the recipient government,,will contract for a planning advisor when it is 

the job of a team and mone. Besides assisting the senior officers in 

getting organized, there is the job of organizing a large technical office 

* 	 and building whole suborditate institutions to collect, feed in and 

process information. Equally important, there is the job of implementation, 

which reaches throughout the government and the country. The private 

contractor is likely to be without the advisory organization to follow 

the plan through implementation. A comprehensive mission such as AID
 

is capable of fielding has this reach.
 

AID should offer plarning advisory assistance to countries in 

which,it maintains missions. The nature of the program would vary with 

*the circumstances. It is conceivable that the aid package might include
 

a team of specialists and a quantity of data processing equipment to be
 

located in the planning offica proper. Other advisors would be assigned
 

to developing or improving the statistics gathering organization. In

service training would be provided for planning office workers. Key
 

employees would .be sent abroad for additional training. Assistance would
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be provided the line ministries in )rganizing their planning units. 

Through linkage with project adviscjrs, the chief planning advisor may 

extend his efforts to project implPmentation and feedback.
 

Advising $he Line Minister 

In the AID hitrarchy the )/ine division chief is responsible for 

advising line ministers.h 5 (Thus is not to be confused with negotiating 

project agreements, which is thp director's domain.)
 

The division chief shoud meet the minister at regular intervals,
 

perhaps one hour a week. At these meetings, the division chief should 

have something substantive to discuss, bearing either on the ministry
 

program or the improvement of operational procedures of immediate concern 

to the minister. 

The Chief of Cabinet
 

A large number of ministries include the position of Chief of 

Cabinet, which is number two to the minister and roughly equivalent to the 

military position Chief of Staff. It is occupied by the senior civil 

servant of the ministry. As such, he is extremely influential and 

relatively permanent. In most cases it is he who commands the chiefs of 

the functional departments. As likely as not he will be present at the 

45Although the titles vary, this is the general heirarchiml 

ranking in the USAID mission: 1) director, 2) deputy director, 
3) program officer, 4) line division chief, 5) deputy division chief, 
6) branch chief, 7) project advisor and 8) operator. 
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minister's meetings with his advisors. Whether/ or not this is the practice,
 

the advisor should devote some time to assistijg the chief of cabinet in his
 

area of special interests.
 

Protocol does not permit the advising/division chief to maintain
 

formal relations with both the minister and the chief of cabinet. In many
 

oases this may be done by the deputy divis on chief. However, the rstute
 

division chief will maintain a cultivated/casual relationship with the
 

number two man in the ministry.. Many " sual" opportunities will be 

presented as the minister is unable to eep his appointments. 

Assisting the Line ini 's Planning Effort 

The office of Chief of Cabinet hould include a small planning group, 

whose job is primarily coordinating/ e functional departments with the. 
-


4 6
 

national planning authority.
 

Coordination is given extend d meaning here. It includes, a) gathering 

information requested by the centr 1 planning authoAty, b) assessing domestic 

demand over the plan period, c) a tting production goals, d) deternnzng 

the nature and location of alterative development investments, e) negotiating

sector proposals with the centrk planning authority, f) adjusting the sector 

plan to the outcome of negotiatons, g) assisting the functional departments 

with,project planning, and h) 4ssisting the minister with implementation 

of the plan.h7 For an inexperienced crew to accomplish this requires the 

full time- attention of a development planning advisor. 

hEgbert de Vries, Planning and Organization of Agricultural 

Development (Pittsburgh: Univ. of Pittsburgh, GSPIA, 196) Hectographed. 

4?bid.
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Advising Departmrent Chiefs 

The operations of an agriculturAl ministry are usually divided 

into departments according to product or function. They may include, 

agronomy (field crops, tree crops and vegetables), animal production and
 

veterinary public health, forestry, fisheries (marine and inland),
 

irrigation, research, vocational education, higher education, agricultural
 

and home economics extension, agricultural information, agricultural
 

cooperatives, agricultural credit, marketing, and agricultural economics 

*and statistics. It is in these departments that development projects are 

conceived, proposed, planned and implemented. 

The AID system provides for an advisor, Branch Chief, to assist 

the chief of each department in which the Agency has special interests. 

The advisor's job is to assist the department chief in planning and
 

implementing projects and programs. In projects requiring capital inputs 

from the United States, this is where basic negotiations take place. In
 

day-to-day operations the representatives of the two governments literally 

hammer out project proposals for their chiefs later to approve. 

Advising on Project Operations
 

A ministerial department may foster a number of activities in 

which the United States is interested. These consist mostly of developing 

service institutions, although they may include capital projects. As the 

magnitude of the project and interest warrants, specialists may be assigned 

to advise on specific projects or sub-projects. For example, a USAID 
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extension branch may consist of a branch chief, a rural youth advisor, one 

or more \home economics advisors and any number of area extension advisors.
 

An agrickltural education branch may consist of an agricultural advisor
 

and one o more university contract teams.
 

AdVisors operating at this level are concerned with progress in a
 

specific a tivity without themselves participating in the operation. If
 

advice to the Chief of State and the Prime Minister is important to pave 

the way for ational development, advice at the project implementation 

level is essential for its achievement. 



CHAPTER IV 

RELATIONS WITH THE HOST GOVERNMENT 

The problem of donor-host government reflations is so intense that 

undoubtedly the effectiveness of much aid effort is greatly reduced. In
 

its severest cases (Burma and Cambodia) the Lfnited States was asked 

to discontinue its assistance programs. Martin found friction in U.S. 

mission-recipient relations at all levels.)48 Nor is the problem unique
 

to the United States. The Ford Foundation and the Asia Foundation were 

also dismissed from Burma. Soviet missions also have encountered relations 

friction, in at least one case up to the breaking point. 

Neither are multilateral agencies exempt. Ronald Nairn found 

a United Nations Educational, Scientific and Cultural Organization 

(UNESCO) project in Thailand-so replete with relations friction that 

progress -was all but impossible. Continuously strained relations existed
 

between the experts and counterparts as well as among members of the 

advisory team, who represented 17 different nationalities*h9
 

48Llart3n, oj.cit., pp. 35-52. 

49Ronald C. Nairn, International Aid to Thai land: The Iew 
Colonialism? (New Haven: Yale University Press, 1966) pp. 77-92. 

28 
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The reasons for donor-recipient relations friction are manifold.
 

Political policy ranks high in bilateral aid relations. Donor policies
 

in allocating and administering aid contribute to friction. Ineffective 

communications is a frustrating block in relations.50
 

If for no other reason, relations friction may be expected from
 

bringing the members of an aggressive social system to bear on the roles
 

of stable systems where the values of each-group are almost inconceivable
 

to the other, as is the case with developed countries aiding the less
 

* developed. This may be illustrated by the following generali2ed examples :
 

The values held by the American technician may be centered in the 

Protestant Ethic,51 the contractual agreement and technical achievement 

within a time frame, while the values of English and French technical 

assistance experts may center il self respect, scholarship and leisure. 

East Asian values may be centered in family ritual, status and harmony. 

Status and the motivation for holding public office are greatly 

misunderstood and unappreciated. The defition of roles is a source
 

of friction. The American advisor may see himself as a lone operating
 

prime-mover. It is said that the English and French often display a
 

memory of Colonial Office days. On the other hand the East Asian 

5'Max Weber, The Protestant Ethic and the Spirit of Capitalism, 
translated by Talcott Parsons (New York: Charles Scribner's Sons, 1958).
 

http:relations.50
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government official sees himself as the servant of his superior and the
 

master of his subordinates, d~riving status from both roles.
 

It is axiomatic that tdchnical assistance to the developing 

countries requires bringing pe lples of different and strange cultures
 

together under strenuous workin' relations. Means by which the aid donor
 

may,in pursuit of its objective,maintain optimal relations with the host 

government are considered in thi3 chapter.
 

Role of£the Advisor
 

The job of the foreign advisor is greatly complicated by the
 

circumstances that he is alien to the culture in which he is working, 

excluded from the social system he is charged with influencing. He has
 

no role in the system--no prestige, no authority, no power. This poses
 

the question, what can the advisor do to most effectively pursue the objective
 

of his presence? It is proposed that be may function in these roles, in
 

the order given: a) research and writing, b) training and a) counseling 

or advising., These functions will not gain him membership in the social 

system. However, it is postulated that if he performs these functions in 

the environment of the system in a manner not antagonistic to it but 

complementary to the goals of its members, he will be awarded prestige and
 

ultimately status by the system to the extent that he may influence the

actions of its members.
 

Research and Writing
 

When a new advisor arrives on the scene he is not the only one aware
 

of his almost bewildering ignorance of the job ahead: the chances are that 



the people he is to advise have conducted "acqlAaint myself with the field" 

trips for many before him. How is he to learn the job at hand? The
 

technical assistance program is oriented to problem solving: why not
 

research the problem? The advisor may enl±st the aid of a host government
 

counterpart and teach him to do survey reEjearch in the process. They can
 

publish the report under a joint by-line, thereby establishing equality
 

between the two and building prestige for the counterpart.
 

Cross-cultural conversation is far from perfect communication,
 

regardless of tnose language is used. 52 Beyond face-to-face discussion a
 

government officiali, needs his advice in writing. He can study it and
 

draw his own conclusions. Recommendations in written form provide a ready
 

reference for implementing change.
 

During his tour of duty an advisor should be able to write the
 

essentials of his philosophy concerning his area of assignment, as well
 

as his finds, his major recommendations and the progress of the endeavor
 

during his presence. Ta do this nay provide well-grounded, consecutive
 

recommendations to the host government and a record for the succeiing advisor.
 

It is a common0 complaint of technical assistance advisors that
 

the host officials they are assigned to advise have many responsibilities
 

other than the one of particular interest to the advisor, that it is
 

difficult to get to see the client.5 3 This may be due to high demand
 

52lartin, 2.cit., pp. 92-93
 

5
 erbert H. Hyman, Gene N. Levine and Charles R. Wright, 
Inducing Social Change in Developing Countries (Geneva* United Nations 
Research Institute for Social Duveloptent, 1967), p. 152. 

http:client.53
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placed on the time of people w-ith professi nal qualifications in developing
 

countries. The practice of writing recomrendations greatly reduces the
 

amount of necessary face-to-face counter/art relationships. 

Training
 

The notion of technical coopera n expressed in the Point Four 

Speech was based on the principle that technique is indestructible and 

that it multiplies by communication. Training is the true multiplier 

of technical assistance. 

If the advisor does well wit his research and writing, he may be 

invited to teach, especially if he/promotes the opportunity. He will not 

be invited--should not attempt-- 1 teach his counterpartor equalsin the 
/4 

host government htrarchy, techi4cal qualifications not withstanding. 

Rather, he may be invited to te/ach subordinates. He should share the
 

professorial role with the coiterpart. 

If the training goes 4el the counterpart will arrange additional 

courses and invite the advi'or to perform as guest instructor. Later he 

may hear of training schedled to which he is not invited. This nay be 

*considered a mark of accomplishment, as it signifies that the counterpart 

feels confident to produce a short course on his own, although he fears 

his advisor's evaluatioa of the effort.54
 

5These and the above observations are based on the author's 
experience as agricultural information advisor, USOM/Brazil, 1957-1961, 
agricultural education advisor, USAID, Cambodia, 1962-1964 and senior 
agricultural advisor, USAID, Vietnam, 1964-1966. Unpublished papers in 
personal files.
 

http:effort.54
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Advising 

If the advisor establishes that he is skilled and informed in his 

field of responsibility and if he has proven predictably safe--that he 

will not embsrass his counterpart before superior or subordinate--he may
 

be called on for counsel. When it comes the occasion will be private, and
 

it may concern a private matter. It might not. If the meeting enhances 

the pursuit of the legitimate goals of the host official the foreign
 

visitor has become an advisor. He may expect more visits and weightier
 

consultati on. 

The reputitions of skillful advisors grow rapidly (they were once
 

known as prophets . The successful advisor should expect this. Where
 

possible, he should avoid consultation above his assigned level in the
 

host hitrarchy. Rgther, he should respond through his counterpart in the 

host government and through his own superiors on the advisory team. 

Environmental Relations 

It is a common finding of visiting evaluation teams that the USAID 

* mission establishment is overwhelming in size and that the technical 

advisors remain isolated behind guarded doors and air conditioners. It 

is further reported that the American enclave overruns the elite residential 

sections and sports clubs, that the Americans isolate themselves from the 

host pvpplation, totally indulged in cocktail parties, bridge and golf. 

Martin corroborated this. 5 5 The relevant questions are: 1) In light of 

55Martin, 2 .cit., pp. 43-44. 



the purposes of the mission, are these situationsdesirable? 2) What are 

the alternatives? 3) If there are potentially undesirable features, how 

may they be managed to best further U.S. interests? 

Office 

Should the foriign advisor have a desk in the host government 

establishment? With 4 glance the answer is easy, Yes. After all, why is
 

he in the country? Bu t there are deeper involvements to consider. 

The.answer lies Jin the degree of involvement in operations. If the 

donor agent is operating, he should be centered in the operation. However, 

the scope of this study rules out operations. 
m 

Offices are designed to accoaodate heirarchtal status. There
 

can be only one number one office in an organization. Foreign technical 

assistance advisors are assigned to advise chiefs of organizational units. 

Suppose an advisor is offered a desk in the organization he is assisting. 

Where would it be located? 41e cannot share the hedd office, as this would 

deprive the chief of status. If he is assigned the number two desk, he 

announces to the world that he is subordinate,status-wise, to the chief. 

This is a handicap which must be overcome for effective advisement to ensue. 

Worse, he deprives the number two actor of his rightful station in the
 

system. This does not promote growth of the organization. It could
 
hi 

cause ann/alation from the foreigner, beginning with the number two man 

of the organization. 
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There are political considerations. W.hat degree of visibility 

should the advisor maintain? It is likely that the host official has 

callers from other governments who may or may not be sympathetic to the
 

advisor and his government. 

To what extent can the organization chief claim control of the 

organization with the man with the ideas constantly present? To what 

extent can he claim credit for the success of the operation?
 

- In the course of 16 technical advisory relationships with host 

government officials, I found an average of one hour a week to be optimal
 

for consultation. This does not include time used in joint activities,
 

such as travel, project planning, training and demonstration, which are
 

products of consultation.
 

In summary, two points have been advanced: First, for a foreign 

agent to occupy a desk in a host government establishment creates social 

and political difficulties Vhich may be counter-productive to the objectives 

in pursuit. Second, considering the inevitable shortage of office facilities, 

the amount of face-to-face consultation between the host government 

*official and the foreign advisor is not sufficient to justify a desk in
 

-the establishment for the latter. In most instances it is best that he
 

maintain his office apart from the host, where he has adequate support,
 

including secretarial assistance, to prepare for his advisory sessions.
 

Such arrangements in fact facilitate qualifying as advisor to more than
 

one host official.
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Housing 

The Uglv American is a boo,, of fiction containing serious technical
 

errors, whose authors were not authorities on technical assistance. 5 6 

However, it has greatly influenced the American image of Americans overseas.
 

The truth is that Americans demand and come close to achieving living 

standards (housing and the like) overseas comparable to what they had 

at home. The problem is that t.,hat would be middle class housing in the 

United States is limited to the wealthiest sections of the capital cities
 

of the developing countries. So this is where the Americans settle.
 

Politically it is perhaps good disposition, because it locates the
 

enclave in the more spacious, less congested part of the city. That the
 

Americans and other foreigners occupy such quarters portrays the impression
 

that they are "veree reech", which in comparison to host citizens of equal
 

status, they indeed are. Few Americans are aware of it.
 

Social Relations
 

One of Martin's respondents seemed to take a dim view of cocktailing
 

as a means of socialimation,57 as coulId be eapected 'inBuddhist and i4uslim
 

5 6 illiam J. Lederer and jiugene Burdick, The Ugly American, (New 

York: W.W. Norton, 1958). For example, the old women got bent backs from 
tuberculosis of the spine, rather than from sweeping with hand brooms, 
and John's wife did not remedy the malady by growing long broom handles. 
Bamboo preceded the couple to the village considerably.
 

57Martin, o.cit., p. 42. 
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countries. Most serious advisors try to establish social equilibrium with 

people with whom they have professional contact. It is a difficult task, 

due to vast differences in the culture and in the wealth of the two groups. 

The following guidelines have proven helpful in establishing 

equilibrium with host country citizens and officials: 

1. The foreigner should avoid socially rushing the host official. 

He should allow the host the opportunity to make the first move. 

2. Reciprocate in near kind. If the host has used a restaurant, 

it signifies perhaps that his domestic facilities are inadequate for the 

occasion. It would be proper for the reciprocation to take place in a 

restaurant, also. A party in the home at this occasion might be 

interpreted as a slur.
 

3. Vhen entertaining groups, make sure that host citizens are in 

the majority. They will be uncomfortable as a minority. 

4. If it is desirable to entertain host officials and their wives, 

entertain them one couple at a time. Otheridsej the wives may not show. 

Counterpart versus Program Oriented Assistance
 

The earlier U.S. technical assistance programs were concerned 

primarily vith establishing new institutions in countries having near 

adequate technical skills. All that was needed, it was believed, was 

technical orientation. So, for example, the U.3. agency would employ an 

agricultural extension official from a land grant college, who would 

organize a national extension service and serve as advisor to the new
 

director, whom the U.S. agent referred to as his "counterpart." In two 
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to four years the orientation w¢as completed and the American moved on. 

This established a pattern, a mode of operation which cuntinues.
 

As the program spread to the less developed countries, the supply
 

of technically trained people sharply diminished. Ralph Gleason found the 

lack of competent counterpart personnel to be the most seriously limiting 

factor in the way of success in the case histories of 19 out of 26 

agricultural development projects in the Near East-South Asia. 5 8 

Being employed and assigned by project allotment, American technical 

* advisors generally expect the institutions they are to nurture to have at 

least seen daylight by the time of their arrival. If nt, frustrated, they 

may be prone to wait it out. 

The truth is that personnel may not be available, and it takes a 

long time to train them to a level approaching Western standards. This may 

suggest the need for alternative approaches, using institutions already 

established. It suggests the need for great flexibility in the advisory
 

system. Equipping government officials to perform effectively in
 

institutional roles is the essence of the technical assistance goal. In 

the absence of "counterparts" the advisor should work with the leadership 

of the people, whatever their roles. A village chief makes a fine "coiter

part". If the people can establish objectives they can make progress 

toward reaching them, and technical assistance helps. 

58Ralph N. Gleason, Technical Assistance to the Agricultural Sector
 
of Developing Nations (Golumbus: Ohio State University, May, 1963) p. 34.
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Joint Operations
 

The U.S. aid agencies have experimented with three methods of
 

managing technical assistance in recipient countries. One method, the
 

principal practice today, is providing direct assistance to recipient
 

governments on the basis of prior agreements. Two forms of joint
 

operations were employed for divergent purposes. The Joint Commission for
 

Rural Reconstruction (JCRR) was established by the United States and the
 

Republic of China to provide China a voice in administering aid funds from
 

the United States. The other system was the servicic, established in
 

Latin America to provide a mechanism whereby the United States might control
 

the spending of its contributed funds.
 

The JCRR was headed by three commissioners named by the President
 

of China and two named by the President of the United States, who disbursed
 

U.S. and Chinese funds in support of rural development projects. Nineteen
 

years after JCRR was established in Taiwan, the last U.S. AID employee,
 

Commissioner Gerald Huffman, was transferred. John Montgomery found the 

venture to have been a hugh success. Agricultural output increased six 

per cent annually over the period and per capita income increased 7 per 

cent from 1952 to 1962. Montgomery's qualifications for the future use of 

joint operations were, a) high caliber administration and b) substantial 

contribution by the donor.59
 

59john D. Montgomery, Rufus B. Hghes, Jr. and Raymond H. Davis,
 
Rural Improvement and Political Development: The JORR Model (ashington: 
AID, June, 1964) pp. 4, 67-76.
 

http:donor.59
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On the other hand Roscoe Martin, recognizing the success of JCRR
 

in the short run, suggests that its existence precluded the formation of
 

an agricultural ministry. Thus he doubts the country's capacity to deal
 

with its agricultural problems in the future.60
 

In the 19hO's, joint agricultural development organizations were
 

set up in Central and South American countries, with U.S. Operations
 

,
Mission (USOM) agriculture division chiefs serving as director. Brazil's


servicio had co-directors, a citizen of each country.
 

The servicios enjoyed great popularity for the first decade or so 

of their lives. They were free to pay salaries above the civil service 

scale. With ready cash they could launch projects instantly. Their
 

monopoly on U.S. aid dollars made them admirably conspicdous for vehicles 

and other imported hardware. 

However, it was noticed as the years passed that the recipient
 

governments never substantially increased their support to the servicios,
 

rarely if ever took over the projects as was hoped. 6 1 

If joint operations are not supported they wither on the vine. If
 

they are, Martin sees them, "if carried very far, lead to the creation
 

of parallel and almost inevitably a competing administrative system".62
 

60Martin, ol.cA., pp. 73-74.
 
61 Robert J. Schafer, The Servicio Experience (Syracuse: Maxwell 

School, June, 1965). 
62Martin, 2.cit., p. 76.
 

http:system".62
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He concluded:
 

"in seeking to strengthen the machinery of government, full use
 
should be made of the existing structure before recourse is taken
 
to new organizational forms. The temptation is to circumvent the
 
traditional ministeries in favor of new agencies which, it is hoped,
 
will be free of the cobwebs of time and the constraints of entrenched
 
bureaucracy. There may be occasions that warrant this procedure,
 
-but they are not as numerous as past practice would suggest. The
 
presumption should be that the existing array of departments is
 
adequate to normal needs. Only after a contrary finding based on a
 
careful assessment of the ministries-in-being should a decision be
 
made to create a new agency.u63
 

631bid., p. 100.
 



C1PTER V 

PROGRNANING TECHNICAL A$SI3TANCE 

In 1962, AID established a new, comprehensive, integrated programming 

procedure designed to htN its activities to administration policy and to 

provide a more managable budget presentation.6h Subsequent usage nas 

proven the title of the document, "Program Guidance Manual", to be a mis

nomer. Its application has been limited to budget presentation. The 

documents which flowed from these Manual Orders annually were limited 

strictly to project proposals (as they went to Washington) and project 

approvals (as they cleared Congress).6 5 

Although it was the clear intent that the Manual Orders serve as 

a framework for program building, the emphasis on budget presentation 

completely overshadowed the programming function. Operating under Washington 

instructions, the mission program office forced the technical divisions to 

submit draft project proposals on deadline. Having fought the project
 

proposals through six Congressional committee hearings, Washington did not
 

demand that project approvals be expanded to operational plans, so the 

missions did not.
 

64T.S., AID, Maual, op.cit. 

6 5 The pred/ssor program document was called Project Proposal and 
Approval (PPA). 

4za
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The contention that through Fiscal Year 1968, AID operated without 

technical assistance programs rests on 'the definition of program. The
 

Manual Order does not define the word. 6 6 Duncan proposed an all-inclusive 

definition:
 

"Programming is therefore defined as an administrative process b 
which differing objectives articulated by the participants in technical 
assstance resolved into eaningfl WnU-cceptable courses of tsion. 
More specifically, it is the meanst 1) by which donor objectives are 
formulated and translated into program goals through common agreement 
with the recipient; 2) by which specific project activities are
 
developed and reviewed in accordance with these goals; 3) for obtaining
 
continuing commitment by donor and recipient for the initiation and
 
continuation of project activities; 4) for assembling the information
 
necessary for an overall view of the total program at required intervals;
 

5) for modification as required by changes in policies, or conditions
 
of the environment; 6) for developing a strategy of transfer of
 
technical assistance activities to the recipient organizations; and
 
7) for coordinating activities with other donors."67
 

In simpler form, an operations program is a scheme for reaching
 

a set of objectives. In the project concept, objectives or goals are
 

crystalizations of interests, and a program is a group of projects designed
 

to reach the goals. Although the literature does not provide leads as to
 

the scope of technical assistance projects, students of capital assistance
 

*list 
 these necessary steps in the formulation of capital assistance projects:
 

1) proposal, 2) approval, 3) detailed plan of action and 4) implementation.6 8
 

66
u.s., AID, g_.cit. 

67Duncan, op.cit., pp. 150-151.
 

68U.N., Department of Economics and Social Affairs, Public Administra
tion Division, "Some Aspects of Administration of Projects within the Context 
of Development Planning." ECLA Seminary on Administrative Aspects of Plan 
Implementation, Santiago, Chile, February, 1968 (New York: U.N., 1968) pp. 1-25. 
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The AID technical assistance programing process generally did not go beyond
 

the approval stage. A search of the shelves of the AID/Washington (AID/W)
 

agricultural division offices in 1967 revealed only four technical assistance
 

plans.69
 

Recognizing this weakness the Agency designed a new programming 

procedure to be implemented for Fiscal Year 1969, calling for post approvai 

T0 
project design.

There are additional problems in clarifying U.S. aid purposes and 

procedures, however. The United States applies three major forms of aid -

capital assistance, technical assistance and supporting assistance -- to a 

multitude of ends, which are included in a long list in the introduction 

of the Congressional Foreign Assistance Act. Coffin believes this to be 

confusing and advocates simply, 

'...a broad based assistance program on the principle that we are 
interested in the security and development eforts of all nations 
firmly committed to their own independence." 

Duncan found the need for a long range, well understood, widely 

accepted program.72 Martin recommended well defined goals in more realistic
 

(longer) time frames, 7 3 Max Millikan advocates long range objectives.?4
 

69Near East-South Asia Region not researched.
 

70U.S. AID, "Project Documentation", Manual Circular No. 1023.92.7
 
(Washingtons AID, June 2, 1967).
 

71Coffin, gj.cit., p. 166.
 

72Duncan, o2.cit., pp. 117-118.
 

73Martin, gp.cit., pp. 93, 97.
 

74Max F. Millikan, "New and Old Criteria for AID", Proceedings of
 

the Academy of Political Science, Vol. 27, No. 2, January,71962(New York: 
Columbia University), p. 14. 

http:program.72
http:plans.69


On the other hand, U.S. officials feel that extreme caution must be
 

used in publishing national interests. As Haviland said, "Such statements
 

are used as virtual claims against the U.S. Government."7 5
 

An AID mission is constantly concerned with three different programs. 

One is the activities of the host country. Another is the program the 

mission proposes to Washington. The third is the program approved by 

Washington. 

Long Range Interests and Goals
 

Technical assistance programs flow from the donor's interests in 

recipient countries, in this order, a) global interests, b) regional 

interests, a) specific -country interests, d) goals, e) programs. The AID 

Manual calls for this procedure. It contains a global policy statement 

strikingly-similar to Coffin's proposal: 76 

"The major objective of U.S. foreign policy is the development of 
a community of free nations cooperating on matters of mutual concern, 
basing their political systems on consent and progressing in 
economic welrare and social justice. Such a world offtrs the -best 
prospect of secarity and peace for the United States."-77 

This statement does not materially influence AID programming, however.
 

Annually, the State Department sends out "Country Guidelines"< from which 

75 H. Field Hviland, Jr., "Foreign Aid and the Policy Process", 

American Political Science Review, September, 1958. 

76 offin, tcit. 

77.S. AID, Manual Order 1000.1, 2p.it., p. 1l. 
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the next year's program is to flow. The mission's function is to propose 

means of pursfing the prescribed objectives within the limits of expected 

funds. The Manual specifies the analysis of political social, security$ 

economic and self-help situations and trends. The next step in the process
 

is drafting a "Country Assistance Strategy" (CAS) -- goals and how they are 

to be pursued. Finally, the "Country Assistance Program" (CAP) expands the 

goal statements into project and activity' proposals. (APPENDIX H) 

It is suggested that U.S. long range interests and objectives in 

specific countries are not well kmown for the following reasons: First, 

* technically, U.S. objectives have been set or reaffirmed annually, which 

in effect precludes the existence of long range goal statements. Under 

pressure to get the proposals approved by Congress, there is a great 

emphasis on brevity, short-term activities and quick pay-out. In the past 

there has been great hesitancy to mention long range programs. Second, 

the "Country Guidelines" and the OAS are classified documents. Very few 

AID employees outside the Program Office ever see them. Certainly no host 

citizens ever see them. Third, the radical changes brought about by the 

reorganization of the agency in 1961-1962, the subsequent shifts in regional 

emphasis and annual budget difficulties may cast doubt as to the reliability 

of any long range interests that may be gleaned from negotiations and public 

statements. 

U.S. mission representatives have exercised extreme precaution in 

suggesting general national development strategy for fear of expressed 

sentiments being taken as commitments. 7 8 There are three disadvantages 

78 Haviland, £p.cit. 
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associated with this practice. First, it leaves U.S. interests and presence
 

unexplained, if not unclear or suspect. Second, it may deprive the host
 

country of assistance in formulating its general development philosophy and
 

strategy. Third, it precludes the establishment of long range, well under

stood, widely accepted goals and programs.
 

The Manual Order policy statement was amplified by President Johnson
 

in 1967: 

"We Americans are deeply concerned about the recognition of the right
 
to self determination. This is what each of you demands for yourself.
 
So let us help your fellowmen in other parts of the world to enjoy it
 
too* ........................................................
 
................................................... o
..........
 

"We believe that for the peoples of the 122 nations of the world,
 
speaking now of the underdeveloped nations specifically, real self
 
determination only comes when hunger and disease and ignorance and
 
poverty are overcome. We believe that the peoples of all of these
 
nations are entitled to that self-determination. They won't have it
 
until we can conquer ose ancient enemies-illiteracy, ignorance,
 
disease and poverty.""
 

It is illustrative to characterize the necessary achievements of a
 

given country to satisfy U.S. values, as proclaimed by the Bresident. The
 

* principal purpose of the speech was to explain U.S. interests in Vietnam. 

An internal analysis indicated that to fulfill these principles required
 

the following achievements in the Vietnamese rural sector.*o
 

79Address of President Lyndon B. Johnson before the National
 
Convention of Chambers of Commerce, Baltimore, June 27, 1967. The Washington
 
Post, June 28, 1967. p. A-14.
 

8'Based on a review of the USAID/Vietnam Country Assistance Program
 

-- Part II (Agriculture) Fiscal Year 1967-1968, by the author, August,
 
1967. (Washingtons AID, VN/ND, Files) Unpublished.
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1) 	a total population, including the rural element, that is
 
reasonably well fed in terms of technical nutrition standards
 

2) 	a progressive land-water development program which has
 
resulted in the efficient utilization of most of the land
 
and water resources, or at least as much as is required for
 
the achievement of other related goals, which continues to
 
function in view of contempory and future needs 

3) sustained, equitable, efficient exploitation of the adjacent
 
sea
 

4) 	 national self-sufficiency in forest production on a sustained 
yibld basis 

5) 	 an equitable, efficient production supply system 

6) 	an equitable, efficient agricultural maiketing system
 

7) 	 adequate rural comunications systems, including roads, 
water transportation, mail and electronic cummunication
 

8) national self-sufficiency in food and rough fiber production 
with an advantageous export surplus equal in value to the 
foreign exchange requirement 

9) 	 a family of responsive, government sponsored service 
institutions manned by professionally skilled people, which 
are well known to the rural population 

10) 	 a clear alliance between the rural population and the central 
government through representation from the village upward 

11) 	 adequate schools, accessible through daily commuting, to 
qualify rural people for government service 

12) 	 an efficient, up-to-date agricultural research service of 
adequate dtmension to keep the country's agricultural 
program reasonably progressive in world terms 

13) 	an agricultural education system with adequate dimensions 
to supply the required number of qualified professional 
manpower for pertinent educational and service institutions 

14) 	individual farm efficiency compargble to contemporaries 
in (other) modern Asian countries 

81The Manual Order policy statement uses the Atlantic Community 
as the standEir-- .cit. 
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15) 	 enough net income by farmers, fishermen and woodsmen, over 
and above that required for food, medicine and work clothing, 
to permit savings for capital formation and the purchase of 
modest items of comfort and luxury 

16) 	multiple means of national identification, including viable
 
farmers' organizations and rural youth organizations; a 
sustained program of rural youth leadership development. 

This is first purely a technical exercise to elucidate to the donor
 

the implications of stated global policy in a given setting. Second, if 

the donor really ascribes to the statement in the expanded application, 

the resulting document might be presented to the host Head of State in some 

sort 	of well-wishing ceremony.,
 

The mission and the host government, cooperatively, might assess the 

country's resources, and from this project a kind of feasibility statement
 

for a list of aspirations derived as was the above list, as the World Bank 

did in Kenya. 8 2 This- document should become the basic text for development 

planning and the basic guide for the programming of aid by donors. 

All of the aspirations in the above list imply long range development 

activities. Rural development is a long range activity.. The AID Manual 

suggested ten years, but this was for budget forecasting purposes. 8 3 

Martin observed, "Aside from natural phenomena, little ever happens in a 

hurry in an underdeveloped country. ,84 

821nternational Bank for Reconstruction and Development, Develoment 

Prosects for Ken (Washington: IBRD, 1963). Kenya's nationa pa
a political document, psonalPaer

eddirctly from this document and 
No. 10, October 23, 1963 (Nairobi: Government Printing Office1 Oct0ber, N9i3). 

AID, Manual, 

lcartin, 2 1 .it., p. 97. 
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Priorities
 

That the above aspirations may exist does not establish priorities
 

for the allocation of scarce resources. Recently, according to Leroy
 

Wehrle, AID Deputy Assistant Administrator (Vietnam Bureau) AID adopted the 

"principle of concentration on dynamic growth elements." With increase in 

output as the goal, the programmer searches for or endeavors to create the 

following conditions for the concentration of his resources: 

1. 	 Output leverage. An example may be a large rural population 
with basic farm skills, coupled with a technological break
through, such as the development of I-R-8, a high yielding 
rice strain recently released by the International Rice 
Research Institute, Los Banos, Philippines. 

.2. 	Freedom from roadblocks. This is a first screening as to 
whether in the existing setting the success of the under
taking is feasible. 

3. 	 Political tie-ins. This is a determination of whether the 
host leadership wants the activity in question, or whether
 
they could be brought to want it.
 

4. 	Confidence. This is an inquiry as to whether the host
 
government and the people have confidence in the prospective 
venture. Unless there is considered to be a reasonable chance
 
for success, it may be better not to undertake the project.8 5
 

Current Program 

Historically, programming has been viewed by AID and its predecessor 

agencies as, first) a funding exercise ands second, a means of central 

control. There is little evidence that programming has been viewed as 

operations planning. 

"Lecture, University of Pittsburgh, Development Institute for 
AID Mid-Career Officers, June 6, 1968. 

http:project.85
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Operating after the fact of appropriations, the Economic Cooperation
 

Administration required project proposals for technical assistance as a
 

means of holding field activities within the limits of the enabling
 

legislation and to provide documents against which funds could be allotted.
86
 

Stanley Andrews, Administrator of the Mutual Security Administration,
 

1950-1953, stated, "We divided the money up according to their needs and
 

checked to see that they didn't steal it. 8 7
 

The Foreign Operations Administration devised the PPA as the basic
 

* 	 technical assistance program document. It consisted of a narrative of the 

scope and intent of the activity, an indication of commitment by the host 

government, and a personnel and cost worksheet covering up to five years. 

The PPA was followed by a project agreement (ProAg) with the host government, 

covering the life of the project up to five years, with often the tacit
 

understanding of an option of renewal. 'Emphasis was placed on the justifi

cation for funds.
 

Beginning with Fiscal Year 1963, AID adopted the Country Assistance
 

- Program (CAP) presentation, requiring an annual fresh statement of proposals
 

for both existing projects and prospective activities. The CAP required
 

this formats
 

86U.S., ECA, Horace Bruce, Deputy Administrator, Memorandum to the
 

Representative, Paris, September 10, 1948. (Washington: AID, Archives).
 

8 Interview, Danang, Vietnam, October, 1965.
 

http:allotted.86
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Goal Plan 

1. 	 Goal Statement 
(Example: to increase corn production in Country X by Y 
percent in five years)
 

2. 	 Goal Plan Analysis and Schedule 

(an hypothesis supporting the feasibility of the goal) 

3. 	 Goal Plan Summary 

E-l .... Tables
 

(showing multi-year cost projections)
 

Activity 

1. 	 Activity Target 
(a narrative statement of an intermediate goal--for example, 
to train 200 extension agents in five years) 

2. 	 Course of Action 
(a 	statement of requirements and costs, including personnel, 
commodities, training and host country contributions, worded 
as proposals) 

3. 	Progress to Date 

(A statement of prior achievements, applicable to old projects) 
(APPENDIX H) 

The document was sent to AID/W, and, after review, a digest was 

sent on to Congress. When approved, it went back to the mission as an 

authorized budget document. 

Perhaps because of the pressure on the mission to meet AID/W deadlines 

and to fight for appropriations, the annual drafting of the CAP became an 

exercise in rhetoric with the technical advisors acting as students and the 

program officeis as paper graders. The role of teacher in this setting is 

not known. 
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That the system did not provide for implementation plans was 

recognized in 1964. (APPENDIX K) Subsequently, the Agency adopted an 

integrated system for proposing, planning, implementing and evaluating
 

non-capital projects, which was phased into action for Fiscal Year 1969.
 

The process begins with a Non-Capital Project aper (PROP) dovering 

the life of the project from the mission. It may be submitted at any 

time of year, and amendment proposals may be submitted at the discretion 

of the mission. It is the intent of AID/W that as long as annual project 

reports reflect reasonableprogresa, requests for continued funding will
 

automatically be included in the annual budget proposal. At the discretion 

of the mission, a Preliminary Project Proposal (PW?) may precede the PROP. 

Assuming the average life of projects to be five years, this could 

cut out 80 per cent of the field time required for budget presentation. It 

provides for an extension of the program time frame, recommended by Martin, 88 

and flexibility, recommended by Duncan, 8 9 

Next in order, the system requires a Joint Project Implementation 

Plan (PIP), which is a detailed plan expanded from the PROP. It is to 

8 8 fartin, £p.cit., p. 97.
 

891unca, _.cit., pp. 206-208.
 



cover 	the scope of the project for its entire life, including the scheduling 

of inputs, processes and outputs. It is to be planned jointly with host 

country officials. It is chanriable in the mission "...within the scope 

of approved country strategy, sector goal plans and project authorization." 

Washington approval of the PIP is not required. (APPENDIX K) 

The PIP satisfies Duncan's recommendation of host country cooperation 

and congruence in programming. 90 It also responds to Martin's recommendation 

of "'properly planned" projects. 91 It should contribute to continuity of 

* 	 effort in face of high personnel turnover and unforeseen flv4uations in 

environmental conditions. 

The Manual Order alone is not sufficient to produce good programming, 

however, Although instructions are given in detail, the Manual Order still 

assumes that project advisors are skilled project planners. This is over

optimistic. AIDA should send a project planner trainer to every mission
 

to conduct a workshop on project planning and evaluation (The Vietnam 

Bureau has adopted this approach in part). 

Evaluation
 

The fourth document in the new programming system is a Non-Capital 

Project Apraisa Report (PAR), which is in lock-step with the PIP. It is 

an annual report which reviews, a) project purposes and design, b) project 

outputs in terms of project, sector and U.S. objectives, c) implementation 

901bid., pp. 184, 192-193. 

91Martin, .cit., p. o103. 
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and use of inputs, and d) the role of the host country in implementing
 

the project. The instruments include- checklists of criteria, provisions
 

for scaled value judgements, backed by narrative explanation, pre-goal
 

progress evaluation and accounts of relevant events. The PAR replaces
 

six major reports. It is on the basis of this report that funds for the
 

projects are to be continued. (APPENDIX L)
 

The PAR responds to Lincoln's definition of evaluation, which
 

.stresses the need to evaluate both the performance of AID activities
 

* 	 in terms of specific.- planned achievements and also their significance 

in terms of U.S. objectives."9 2  Col. Lincoln conducted a year's study 

of the problem in 1964-1965.93 

InMay 1968, AnD Administrator William Gaud adopted an evaluation
 

system developed by Joel Birnstein whom Gaud had named his special
 

assistant for evaluation. Gaud revealed the following plans
 

"Establibment of a management structure if or evaluation], including 
evaluation officers in missions, regional-bureaus and certain staff 
offices and a Special Assistant for Evaluation in the office of the 
Administrator. 

"Year-romd evaluation activity by missions and simultaneous
 
submission of evaluation plans with program proposals for each year. 

"Introduction by late 1968 of a Project Appraisal Report to be
 
submitted at least once a year on every non-capital project.
 

"As mission and consulting resources permit, more evaluation of
 
specific economic sectors or sub-sectors, e~g., agriculture,
 

9 2George A. Lincoln, Improving A.I.D. Progra Evaluation, Report to 

the Administrator (Washington: AID, October, 195), p. 11.
 

931bid., pp. 41-h3.
 

http:1964-1965.93


56 

agri-business or agricultural production; education or vocational
 
education; manpower development; savings institutions; power; small
 
and medium industry. 

"An AID/W 'memory bank' to make rgsdily available the best evaluative
 
studies in major program fields."'4
 

Beyond the new hierarchy for evaluation and the PAR, there may be
 

something yet missing. John Lindeman observed that the major requirement,
 

for the improvement of the administration of technical assistance by AD
 

was "attitudinal change".95 Although his observation was directed toward
 

central administration in general, it seems fully applicable to mission
 

* 	 personnel in relation to evaluation and reporting. Equally important, 

evaluation and reporting is a professional skill which is far ifrom 

universal among other professions. It is best acquired through systematic 

learning experience. This suggests the need for special training. 

Coordination of Technical Assistance Among Donors
 

That there is need to coordinate technical assistance to the developing 

countries is attested in the diversity of sources, which, even so$ stand 

in obvious short supply. At least 24 countries, including China and the/' 
Soviet 	Union, provide bilateral economic aid1 ten UN Regular and Expanded 

programs and four regional programs pro~le direct technical assistance;
 

two regional cooperative programs administer technical assistance among
 

their memberships; and there is an unicown number of private organizations
 

94U1.S., AID, Front Lines, Vol. VI, No. 13, May 15, 1968 (Washingtont
 
AID) p. 2.
 

95Lindeman, _2.cit., p. 3.
 

http:change".95
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in the business throughout the world. 9 6 Martin reported that for example, 

in 1964, the Philippines received aid from 120 sources, including,
 

"...6 United Nations agencies, 18 bilateral assistance countries 
(excluding the United States), 4 United States agencies, 3 regional 
cooperative groups, 3 financial institutions, 7 voluntary associations 
registered with AID for operations in the Philippines, and 79 private 
agencies, foundations and organizations. "97 

These organizations have highly divergent motives for their presence.
 

Each independent and bilateral agency holds it's own professional view,
 

98
 
and each multinational organization holds many.


The Development Assistance Committee (DAC) has reported progress in
 

coordinating capital assistance in recent years. This started with reviews 

of the flow of funds (including terms of flow) to the developing countries, 

as well as the suggestion of lending standards by DAG. Subsequently, DAC 

has encouraged its members to hold discussions on the aid needs of specific
 

countries in which there existed common bilateral interests. Discussions
 

have been initiated in Thailand, Liberia, Ceylon and Sierra Leone.99
 

Consortia have been used to muster financial aid for specific
 

100

countries. More recently, the World Bank has advocated "consultative
 

96Technical Assistance Research Project, The Magnitude and Comp 4it 
of Techninal Assistance (Syracuse: Maxwell SchooL uFeruary165) 
Hectographed, pp. 1-115. 

9 7Mattin, 22.cit., pp. 16-17
 

NSairn, op.cit. 

99Development Assistance Committee, Development Assistance Efforts 
and Policies7 1967 Review, Draft Report of the Chairman (Paris: OECD, 
July 10, 1967), Chapter VIII. 

lOOIbid.
 

http:Leone.99
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groups" having development interests in specific countries. The Bank 

proposes to provide the organizational effort, chairmanship and executive 

secretariat. 

Michael Hoffman of the Bank said, 

"In agreeing to organize a consultative group, the Bank assumes the 
following general responsibilities : 

"(a) making periodic comprehensive reports on the country's 
development possibilities, problems and performance 
as a basis for the group's deliberations; 

"(b) commenting on the country's estimate of its aid require
ments, making recommendations as to the types and terms 
of aid appropriate for it, and highlighting any problems 
arising from unduly burdensome debt accumulation;
 

"(c) 	 helping the recipient government to prepare or revise a 
development program, or advising on problems of execution, 
where such assistance is desired; 

"(d) 	 assisting the government, as may be necessary and desired, 
in identifying projects, in their preliminary screening, 
in arranging for feasibility studies, etc., and in relating
 
other technical assistance to the needs and priorities of
 
the investment program; and 

"(e) 	 advising the government and group members as to the sectors
 
and, where adequate feasibility studies exist, the projects
 
that deserve priority for external financing."101
 

Considerable technical assistance is implicit in Hoffman's proposal.
 

Martin observed succinctly, "The organization at the headquarters 

level sets the tone for coordination or non-coordination of efforts and 

activities throughout the hierarchy." 1 0 2 The opportunity to coordinate 

technical assistance at the top are limited, however. As for AID, its 

Multilateral Assistance Staff works closely with the U. N. technical 

1 OIMichael L. Hoffman, Aid Coordination, (Ditchley Park, Enstone, 

Oxfordshire, England: The Ditchley Foundation, June, 1966), p. 11. 

1 0 2Martin, o_.cit., p. 126. 
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assistance agencies. The trouble is, according to Martin, "...the
 

specialized agencies of the United Nations are not themselves well 

coordinated. 1
0 3 

Martin recommended that in-country coordination might best be led
 

by the U.N. Resident Representative.lO4 On the other hand, Duncan asked,
 

"...might it not be better to leave this part of development activities to
 

" 5
the innovator? tlO

John White found that in the majority of 40 aid recipient countries 

surveyed, U.N. Resident Representatives reported informal coordination to 

* be either adequate or the best arrangement that could be hoped for under 

the circumstances. Host governments clearly resent secret consortia on 

their soil, and donor representatives feel that they can accomplish little 

in the way of coordination in the presence of the hosts.106 

Beyond informal relations, the hope for in-country coordination of 

donor effort seems to rest with the host government. It can be achieved 

through the central planning and aid coordinating facility. This rests on 

the proposition that if the national plan is good, all resources, including 

* 	 foreign aid., are drawn to their proper places--hence coordinated. It 

follows that the major effort toward coordination should be devoted to 

improving the plan and its implementation. 1 0 7 

1 0 3 Ibid., p. 129.
 

lOhIbid., pp. 164-168.
 

1O5Duncan, op.cit., p. 1h.
 

106White, 2p.cit., p. 28.
 

1 0 7White counters this view from the position that underdeveloped
 
countries tend to elect technical assistance on bases other than the
 
"economic rational-allocation-of-scarce resources.It (Ibid.)
 

http:resources.It
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0 

Hoffman said,
 

"Assistance to developing countries in improving their coordinating
 
efforts in these key areas _foplanning, investment control and
 
coordinating requests for technical assistance should, in my
 
opinion, be viewed as a more urgent task than tinkering with or
 

"
 elaborating international coordination machinery. l0
 

Coordination by the host country may be achieved at the sector
 

level by the Minister holding periodic meetings of his staff and donor
 

representatives. This practice was followed by the Cambodian Minister of
 

Agriculture in 1963.
 

1 0 8 Hoffman, opcl. p. 6, 



CHAPTER VI 

INSTITUTION BUILDING 

In contrast to subsistence agriculture, the development of 

commercial, industrial age agriculture implies surplus production. It 

also implies specialization. Thus, it calls for sustained linkages with 

systems beyond the farm domain. These involve, at a minimum, a) means of 

creating, testing and delivering technology and other non-indigenous
 

*inputs, b) means of enabling the farmer to use these inputs, and c) means 

of exchanging the resulting surplus for replacement inputs and other 

valuable goods and services. These are institutional functions which are 

alien to subsistence societies. 

The PIO/T called for a study of ways and means of aiding the 

development of such institutions: "With respect to administration per se: 

... The arrangements for institution building." In context of the complete 

document, this infers research of the administration of technical assistance 

for institution building. (APPENDIX A) The PIO/T specifications were 

incorporated in the project contract, and twO.. institutions, agricultural 

extension and vocational agricultural education, -were examined. 1 0 9 

1OObon V. Hart, The Organization, Administration Training Programs, 
and Dissemination ef Modern Agricultural and Community Development Technology 
in a Bisayan Municipality, Philippines (Syracuse: Maxwell School, February, 
1965), mimeographed; Manouchehr Safa-Isfahani, Technical Assistance for 
Coummnity Eevelopment and Agricultural Extension (Syracuse: Maxwell School 
September, 1965), hectographed; and Jerry Minor, Rural Education in.Under
developed Countries (Syracuse: Maxwell School, February, 1966), hectographed.
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Current Studies in Institution Building 

Near the initiation of the project, Maxwell School joined Indiana,
 

Michigan State and Pittsburgh universities to form the Inter-University 

Research Program in Institution Building. This is a long range program, 

having particular interest in technical assistance in the development of 

institutions. One of the hypotheses of the study is,
 

"It is possible, through systematic and comparative analysis
 
of institution building experience, to derive elements of a
 
technology of institution building that will be useful to
 
persons engaged in introducing innovation into developing
 
societies, whetherll4ey be indigenous change agents or
 
foreign advisors.''-"
 

In an interim report in 1967, Milton Esman, who conceived the 

program, stated, "Although the basic model does not deal explicitly with 

the role of external technical assistance it is very much on the minds of 

'
 those who designed it."
 

Institution is defined as "an organization which incorporates, 

fosters, and protects normative relationships and action patterns and 

performs functions and services which are valued in the environment." 11 2 

The definition is amplified by Selznick's statement: "'To 

institutionalize is to infuse with value beyond the technical requirements 

of the task at hand.'" 1 1 3 

llOEsman and Brubns, op.ci., p. 7. 

l1 -Milton J. Esman, Institution Building Concepts -- an Interim 
Appraisal (Pittsburgh: University of Pittsburgh, GSPIA, March, 1967), 
mimeographed, p. 6. 

112Esman and Bruhns, op.2t., p. 5. 
11 3Tbd. The quotation is from Philip Selznick, Leadership in 

Administration (Evanston, Ill.: Row, Perterson & Co., 19Y71p. 17. 
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Esman defined institution building as,
 

Ityt also concentrates the effects of internal and environmental 

factors on the development of innovative, viable organizations. 
Special attention will be paid to 'strategic decisions' which 
appear to be of m .pr importance in the establishment and operation 
of institutions."i 

Esman and his colleagues identified the following elements or 

"clusters of variables" pertaining to the institution as a social system:7 

"leadership, doctrine, program, resources, and internal structure. 
Within each of the variable clusters, in turn, a number f -elements 
and properties have been identified which appear significant for 
the analysis of the institution building process.


0"The analytical framework also includes the concept of institu
tional linkages, or points of interaction with the environment. 
These linkages have been grouped into classes of relationships 
which affect the establishment and functioning of an institution 
in different ways. These classes are: 

t"l. 	 Enabling linkages-pertaining to institutions which control au
thority and resources required by the subject institution; 

"2. 	 Functional linkages--relating to organizations performing activ
ities and services which are complementary to those of the 
institution, which provide its inputs or take its outputs; 

"3. 	 Normative linkages--referring to institutions protecting 
norms and values which constrain or enhance the new 
institution;
 

"4. Diffused linkages--channels for the crystallization and ex
pression of indimidual or public opinion not reflected in formal 
institutions.a l.
 

l41ntbr-University Research Program, Milton . Eaman, esearch 
Director (Pittsbnrgh: University of Pittsburgh,/G IA). 

ll5Ibid. 
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The study "focuses on the process of creating or reconstituting
 

organizations in low income countries which introduce new values, functions 

and technologies. ,116 

The first four studies completed were case histories qf progress
 

toward "institutionalization" by universities or schools receiving
 

"institution building" assistance from U.S. universities under contracts
 

11 7
 
with AID.

The principal value of the four studies seemed to be in their 

function as preliminary field tests of the research concept. As for the 

resolution of the problem, the studies proved inconclusive, as could be 

expected at this stage. Esman reported: 

"They were particularly interesting and produced insightful results
 

with the variables of leadership, linkage relationships, and especially
 
with tests of institutionality. They devoted relatively less attention
 
to the variables of doctrine, program, resources, and internal struc
ture, particularly the latter which relates to the internal management


"of the organization itself. 1ll 

From the case studies, Esman drew ten hypotheses, which are
 

abbreviated here:
 

"l. Institutional leadership must often choose between protecting
 
the organization and promoting its change objectives.
 

ll 6 Ibid. 
ll7Esman, op.cit., p. 7. The four cases were of the Central 

University of Ecuador, by Hans Blaise; the Institute of Public Administration 
of Thamnasat University, Thailand, by William Siffin; the Institute of 
Public Administration for Turkey and the Middle East, by Guthrie Birkhead; 
and the College of Education, University of Nigeria, by John W. Hanson. 

ll81bid p. 61.
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"(a) Given this choice, they will act to protect the 
organization.
 

"(b) This is a rational choice, because the survival and
 
viability of the organization is necessary (though not
 
sufficient) condition to the achievement of its change
 
objectives.
 

"2. There is an inherent dilemma between (a) institutionalizing an
 
organization, and (b) ensuring its capacity to continue to innovate 
its "'innovative thrust.'" ...Innovative thrust can be achieved only
 
when (a) it is an explicit and prominent theme in institutional
 
doctrine, and (b) it caters to interests and needs which are
 
perceived in linked organizations or which the subject institution
 
has helped them to perceive.
 

"3. Specificity in doctrinal themes provides firm guides, high levels
 
of predictability, and "tstable reference points'" for leadership in
 
making program decisions and in managing relations internally and
 
with linked institutions.
 

"h. Leadership will adapt program priorities and content to ensure a
 
steady and reliable inflow of resources, particularly of funds but
 
also of staff, information, and of other raw materials such as students
 
for educational institutions...
 

"5. Program content depends on (a) the doctrinal commitment of
 
leadership, (b) their estimate of the technical capacity of their
 
organization to sustain the program, (c) the estimated effects of 
alternative programs on access to resources, and (d) the anticipated 
consequences of the reactions of linked organizations and groups to 
particular program elements... 

"6. Leadership normally places highest priority on cultivating and
 
satisfying enabling linkages...
 

"7* The more an organization is diffusely structured and complex,
 

"(a) the more likely it will cater to a network of mutually
 
reinforcing, self-serving vested interests with strong
 
external links;
 

"(b) the more leadership autonomy and initiative are constrained;
 
"(c) the more difficult it is for new leadership to redirect
 

the institution's doctrine and program.
 

"8. In institution building situations, the development of effective
 
and coherent doctrine varies directly with the value congruence, ease
 
of communication, and homogeneity of the technical assistance group,
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and inversely with the variety of national approaches represented in
 
the technical assistance team. Therefore multi-national technical 
assistance teams tend to be ineffective instruments for institution 
building tasks.
 

119. In institution building situations, external technical 

assistance teams tend to be spearheads of change and the carriers and 
purveyors of change doctrine. These doctrinal themes tend to be
 
progressively attenuated as they become indigenized...
 

"10. The receptivity of linked institutions and groups to the new 
-institution will vary directly ith their perception of the benefits 
they are likely to gain, minus the cost to them in any salient values. 
In establishing such linkages, the institutional leadership must
 
attempt to probe and to estimate this benefit-cost perception.

l 9
 

In 1965, the Committee on Institutional Cooperation, composed of 

10 universities, with AID financing, undertook a study of methods and 

techniques of developing or changing institutions, using Inter-University 

Research Program Institution Building concepts. 120  This study is yet 

incomplete and unreported. 

Discussion 

Historically, institutions have been created to stabilize, immortalize 

and djffuse innovations to the realm of universal practice. First comes the 

innovation. Then there is the leader, or champion, who may or may not 

have been the innovator, who expresses value and prescribes ritual and 

doctrine. Following the doctrine, the members of the institution take the 

1191bid., pp. 62-65.
 

120J.K. McDermott, J.A. Rigney and Austin Haws, "A Conceptualization 
of the Technical Assistance-Institution Building Process," Administrative 
Pro cedures and Strategy of the Technical Assistance Complex (TAO) in 
Institution Building Contracts, Research Draft (Madisont University of 
Wisconsin, November, 1966), mimeographed, p. 18. 
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innovation into the environment. Secular innovations have generally 

taken place apart from schools and have been subsequently institutionalized
 

through the assignment of value, doctrine and a host for its perpetuity. 

Mathematics and agricultural extension are examples. 

One characteristic of institutions implicit in the four case studies
 

is that in effort to institutionalize an innovation the benefit-cost
 

advantage is so stressed in the indoctrination that once the innovation 

achieves institutional status it is discarded with the greatest of 

reluctance. By the same token, the leadership with its doctrine tends to 

resist subsequent innovations.
1 21 

The Institution Building Program is obviously searching for a 

dependable procedure for developing organizations that will systematically 

seek out, stablize and diffuse innovations useful to the social environment 

and at the same time discard institutional practices and outputs which 

serve no useful purpose to society. This seems to call for centering 

instititional doctrine in the welfare of the client society, rather than
 

in the innovation. With this orientation the viability of the institutionalized
 

innovation should be limited in proportion to its contribution to the client 

society. With doctrine centered in the society the institution leadership
 

could be expected to seek innovations as a means of continuing service and, 

hence, enhancing survival of the institution. 

12l sn, o.Bi__t., p. 47. 
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Conclusion
 

In summary, although the study of the processes of normalizing and 

stabilizing innovations is yet incomplete, Esman's ten hypotheses offer
 

useful insights for the administration of technical assistance in the 

development of such institutions.
12 2
 

The U.S. approach to technical assistance in the development of 

institutionsgenerally has been to take a complete" sample(seed or scion, 

so to speak: leadership, doctrine, resources, program and linkages) of
 

one of its domestic institutions to a host country and there plant it. 

The assumption seems to be that it will contaminate the new environment and 

spread, something like mold could be expected to spread in soil, for
 

example. The rate of spread, according to isman, would be affected by the
 

compatibility of the environment with the institution. 1 2 3 Continuing the 

botanical allegory, the agronomist would contend that the overriding
 

limitation of the spread of the innovation lies in its adaptability to the 

environment. 

From the work presented, it is proposed, tentatively, that the
 

following conditions wifl enhance the development and utility value of
 

multiple-and-replacable innovation, client-serving institutions:
 

1. 	 A clearly articulated, client-centered doctrine which is 

accepted by the organization. 

1 221bid., pp. 62-65,
 

1 231bid., p. 42.
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2. Solidarity within the organization. 

3. Multiple reinforcement. This includes recruitment, initiation, 

training and other means of reassurance. It also calls for 

mass involvement and multiple means of identification.
 

h. Innovations ehich promise substantial benefit-cost advantages
 

to the client system. Although economic advantages are of 

paramount importance, they are not exclusive. Social profits,
 

including the enhancement of status, are important. To 

minimize social losses by avoiding the violation of social 

norms, for example, seems important. 



CHAPTER VII
 

INSTITUTIONAL FUNCTIONS 

The task remains to examine the institutional functions considered 

to be requisite to adequate performance of agriculture in a commercial, 

industrial society. It is the purpose here to suggest the major 

institutional services required, not to prescribe how they are to be 

provided. TAere is almost no primary research available to substantiate 

such a listing; hence, the statements in this chapter must be considered
 

tentative. 

National Policy
 

Milo Cox, chief of the Rural Development Division of the AID Bureau 

for Latin America, maintains that the major factors affecting agricultural 

productivity is effective demand and incentive to produce. He sees these 

directly influenced by national policy. It is his contention that farmers 

nearly always produce enough to satisfy the effective demand--i.e., supply 

equals demand at free market prices. If an increase in demand is reflected 

by an increase in prices, which is passed back to the farmer, Cox believes 

that production will increase. Incentives may be dampened by price ceilings, 

often imposed by governing elites catering to the urban population. Or 

both the effective demand and incentive to produce may be limited by an 

expensive marketing system. On the other hand, the incentive to produce 

may be ntensified, either by decreasing the cost of marketing and sharing 

70 
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the savings with the farmer or by government intervention in favor of the
 

farmer. The latter course may take the form of either guaranteed prices
 

above the laissez faire system or by subsidizing farm production inputs
 

(frequently fertilizer, irrigation water and tecnnical guidance).124
 

In accounting for almost equal success in agricultiral development 

in Greece, Mexico and Taiwan, Wade Gregory found that the farm policies 

of all three governments included t ...economic incentives, improvements in 

supply conditions of new inputs, 2nd education of how to apply the new 

1 2 5 
technology as well as the economic consequences of using it." 

A policy setting apparatus is implicit in the central government
 

establishment. What is important from the standpoint of "nation building 

and socio-economic progress" is the existance of a reference system 

(pressure groups) to orient the establishment to such a course, which
 

includes the rural sector.126 The rural sector may be represented through 

national political parties, to be sure. In addition, a national farmers'
 

organization can be helpful in articulating their interests. 

Research
 

A primary requisite for agricultural development is a research 

system addressed to current production and marketing problems. Professor 

De Vries sees research as necessary in low income countries to assure a 

124Lectmre, University of Pittsburgh, DIAMCO, June 11, 1968.
 

125Gregory, 2Rncit., p. 38.
 

126Esman and Bruhns, op.cit., p. 22.
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continued supply of food.127 Douglas Ensminger, director of the Ford
 

Foundation program in Indialists research as one of five requisites for
 

agricultural development.
128
 

The first research required is collecting and comparing the
 

performance of indigenous and foreign strains of crops which respond to
 

national needs. Later the process advances to phenotypic selection of
 

plants, then crossbreeding, selection and hybridizing. Performance testing
 

and selection of livestock and poultry follows, as does the analysis of the
 

farm enterprise and the marketing system.
 

Manpower Development
 

The administration of development requires a multitude of special
 

skills. More, as Esman pointed out, it requires an attitude favoring the
 
129 

process. This is an abbreviated list of personnel categories proposed
 

byDean Stone as essential for development administration: 

"General leaders -- political and administrative -- who must
 
kmow something about the strategy and processes required to
 
foster rapid development and to develop citizen participation
 

"Personnel from central planning, programming, budgetary, and
 
other central policy offices; economic development ministries;
 0development 
and central banks; and other agencies concerned
 
with major development policies and programs.
 

127" 
Lecture, University of Pittsburgh, GSPIA, April 12, 1968. 

12Bnouglas Ensringer, "Overcoming Obstacles to Farm Economic 

Development in Less-Developed Countries," Journal of Farm bconomics, 
Vol. XLIV, No. 5, December, 1962 (Madison, Wisconsin), pp. 1382-13d3. 

129Esman and Bruhn, o.cit., p. 22.
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"Program planners and supervisors in ministries or departments
 
concerned with development in specific sectors, such as public
 
works, agriculture, education, health, industrial development
 

"Personnel in the ministries and central organs who deal not
 
only with design and evaluation of projects, but especially
 
with scheduling, management, control and operation
 

"Professional and technical personnel...having supervisory roles
 
in ministries, departments, and agencies who also need training in
 
management, administrative processes, institution-building, program
 
development and operations, and administrative problem-solving
 

"Personnel concerned with community development and rural action
 

"Statisticians, agronomists, and other specialized persons who
 
engaged in some particular aspect of development and need also
 
general or special training in the application of their technical
 
skills
 

"Instructors for schools and institutes which fTyus on the
 
training of the above categories of personnel."13
 

Dean Stone elaborated:
 

'ost of this education will need to be mid-career and feature
 
middle level operational and technical work as well as planning
 
and implementation at senior levels. Some of the education till
 
be comprehensive, academic in character, and geared to long-term
 
needs. Much of it must be short-term, specialized, intensive."
 

"To serve the needs of these diverse categories of persons, a
 
variety of educational, training, and conference programs are
 
needed -- some on an international, but most on a national and
 
even local basis. Educational policies designed to prepare the
 
next generation for the administrative and technical infrastructure
 
must be paralleled by various and intensive short-term courses,
 
workshops, and conferences designed to upgrade the present
 
personnel. Some of these rograms must utilize overseas or
 
international facilities."131
 

1 3Oonald C. Stone, Education and Development Administration, 
Pittsburgh: University of Pittsburgh, OSPIA, 19614, mimeographed,
 
pp. 17-18.
 

131Ibid., pp. 17, 19.
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AID and its predecessors have assisted with training in nearly all
 

of these catagories with varying degrees of success (no case of negative
 

results from in-country training is known). In Gleason's 26 case studies 

of technical assistance projects, workshops and on-the-job training were 

rated second among 15 factors contributing to the success of the projects.
1 32
 

No one method of training may be rated above another, as there are places
 

and times for all. In countries already possessing corps of technical 

personnel the obvious starting point would be to establish temporary 

centers to provide pre-service training for whatever institutional 

innovations that are to be introduced. Agricultural extension is an 

example. This is often necessary, because the inherent resistance to change 

in the established institutions precludes the use of its resources for 

such training in the beginning. 133 

Where no corps of professional personnel exists the first step is
 

to develop academic training for the preparation of agricultural administra

tors, researchers and extension workers. 

The following principles) which embrace the Inter-University 

Institution Building model, are proposed as guides to developing both short 

courses and longer academic programs for professional personnel in the 

developing countries: 

1. Approach the task with dominant impact. 

G320leason, gj.cit., p. 33.
 
1 3 3 This was observed in Brazil, 1956-1961. 
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2. 	Articulate and teach a single ooctrine centered in the client
 

society.
 

3. 	Teach practical skills in "packages".
 

. Teach self-confidence and confidence in the system.
 

Foreign study is widely used in manpower development. The practice
 

has proven valuable at all personnel levels, from farmer to President,
 

under favorable circumstances. The advantages lie in the exposure to
 

institutions, ideas and skills which do not exist at home. 

TI-ere are certain disadvantages attributed to the participant 

0training 
program. Among these, often because of differences in customs
 

and goals, the foreign training received is to varying degrees not applicable
 

to the problems at home. Due to cultural difference, students in foreign
 

settings have fewer references ith which to relate their learning
 

experiences to problem situations than do domestic students. Further, to
 

train:an individual does not change the structure of the employing
 

organization. Katz and Kahn affirm that it is necessary to change
 

organizational structure and roles to get organizational,change.13h
 

Groups studying abroad in preparation for common, associated
 

activities appear to profit from mutual reinforcement, both during training
 

13*Daniel Katz and Robert L. Kahn, The Social Psychology of 
Organizations (New York: John Wiley and Sons, 1966) Chapter 11. A former 
participant In the AID training program reported that as head of a government 
agency he was unable to institute innovations he had learned in foreign study,
due to uniform resistance to change exerted by clerks and others under his 
command (Jamil Jreisat, Lecture, University of Pittsburgh, GSPIA, April 11, 
1968).
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and later in operation. This was concluded by Esman in the case of a group
 

of future teachers training for service in the Institute of Fublic
 

Administration at Thammasat University, Thailand.135 Similar conclusions
 

were reached by the author from the observation of groups of agricultural
 

information specialists and poultry farmers who had observation tours in 

the United States, 1959-1961, and a group of Cambodian future agricultural 

extension workers observing in the Philippines, 1961. 

An advantage claimed for developing domestic training institutions
 

is that they -- The Inter-University typeat least -- grow in competence 

through the accumulation of experience and they take on additional 

innovations as the years pass; hence, they become capital growth assets.
 

Finance 

The most important aspect of agricultural development, according 

to Professor De Vries, is the supplementation of the farm enterprise with
 

production inputs. The greatest bottleneck to the expansion of the use of 

technological inputs, he says, is the lack of availability and the high 

136
cost of credit.1 6 Farmers need credit to finance production inputs and 

to finance their consumer needs (food deficit and other necessities) 

between harvests. Farmers are widely dispersed from the financial centers, 

unknown to institutional lenders, and their unit requirements are small. 

Hence, the management of farm credit is costly. 

135Esman, oE.ci_*., p. 47. 

136 Egbert De Vries, Lecture, University of Pittsburgh, GSPIA, 

March 27, 1968. 
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0 

An adequate farm credit system seems to require the following
 

elements:
 

1. A supra financial organization with widely decentralized
 

outlets and widely decentralized lending authority, with
 

minimal leakage.
 

2, A system of mobilizing funds equal to the demand for credit.
 

3. A tradition in farm credit operations.
1 37
 

4. Timeliness in delivery of credit at relatively low cost.
 

To achieve a combination of relatively low cost credit and timeliness
 

of delivery, farmers must assume most if not all of the responsiblity for
 

approving loans and collecting debts among themselves. This means coopera

tive credit organizations. In commending cooperatives for the administration
 

of farm credit, Horace Belshaw stated,
 

"In most underdeveloped countries, however, these are potentialities
 
rather than achievements...iowever7 Co-operatives must be judged
 
in terms of the alternative situation without them, rather than
 
condemned because they do not measure to the co-operative ideals


"M 8
 accepted in more developed societies.
 

137It is obvious that tradition is not born full-grown. It may be 
enhanced by indoctrination, however. The Kenya agricultural credit program 
ran into serious difficulties in 1965-1966 from a general lack of experience 
on the part of both local credit administrators and borrowers. R.H. Clough, 
"Some Notes on a Recent Economic Survey of Land Settlement in Kenya," 
East African Economic Review, Vol. I., New Series, No. 3, December, 1965 
(Nairobi: The Uxford University Press) pp. 78-83; J. Heyer, "Kenya's 
Agricultural Development Policy", East African Economic Review, Vol. II)
New Series, No. 3, December, 1966, opcit., p. 36. 

138Horace Belshaw, Agricultural Credit in Economically Under-

FAO, 1959), pp. 1h-lB.
Developed Countries (Rome: 
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Farm Supply 

The question of agricultural production supply in the developing
 

countries is largely one of national policy:
 

1. 	Should farm production supply items be imported?
 

2. 	Should they be taxed, left duty-free or subsidized? W*hat
 

promise 	of benefit-cost ratio does the farmer require to 

risk the purchase?
 

3. 	Should a domestic source be developed? Should it be of 

state, private or mixed ownership? Should it be taxed, 

tax exempt, or subsidized? 

The type of distribution system is also a matter of national policy. 

The key factors are timeliness and cost. Generally, private merchants are 

timely, 	but unless they are forced by the threat of competition their
 

margins 	may be excessive. 

There may have been a tendancy on the part of AID to push highly 

desirable imported supplies (fertilizer, for example) through cooperatives
 

as a means of gaining patronage for those fledgling organizations. Al

*though the strategy is understandable, it often has the disadvantage of 

taking atay from timeliness in delivery. Generally, government officials, 

who 	are in charge of cooperatives in most developing countries, do not
 

hustle to the tune of private entrepreneurs in delivering commodities, for 

the simple reason that the former are paic fixed civil service salaries 

with vacation time and holidays, while the latter are remunerated on the 

basis price times volume. It appears that for a long time to come the 
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developing countries will need multiple means of distributing farm supplies. 

The important role of the cooperative may be to hold the entrepreneur in
 

line by providing competitive pressure.
 

Marketing
 

The need for an efficient, effective agricultural marketing system
 

may be shown with this partial rural development model: A subsistence
 

farmer achieves a surplus in production, due to a fortuitous season or
 

first-round technological inputs (health promoter, improved seed,
 

* 	 insecticides, fertilizer). He takes his surplus to the port city and exchanges
 

it for additional production inputs and/or consumer goods. Part of the
 

surplus goes to support an industrial labor force in the port city., while
 

part is exchanged for imports to support both domestic industry and the
 

farmer's accelerating production program.
 

There seems to be three goal areas in the development of agricultural
 

marketing systems in the underdeveloped countries. One is efficiency,
 

measured in terms of labor, actual cost, intermediate spread and return to
 

the producer. The second is an awareness of market demand and effective
 

capacity to respond in terms of production. The third is the availability
 

of options in the market and freedom to respond to them.
 

It has been estimated that small farmers in the low income
 

countries lose up to half their crops in harvesting, drying, storage and
 

transportation.
 

In the early stages of market development, if the farmer is free
 

to act independently, typically, he (or she) takes the surplus to the city
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by foot or by bus if the service is available. There he (or she) sleeps 

in the street by the commodity by night and sits by it by day until it is 

sold. Then the farmer divides the proceeds between commercial purchases 

and the fare home. It is suspected that oftentimes the net revenue from
 

the marketing activity amounts to no more than prevailing wages in the
 

farmer's om village for the time consumed in the exercise, had jobs been 

available. To this extent, the goods marketed would be true surpluses,
 

representing neither cost nor value on the farm, and the marketing activity
 

must be regarded as supplementary employment.
 

What is needed, obviously, is scale operations to gain efficiency
 

in transportation and market representation. Vith an increase in net 

return from increased efficiency the farmer should be expected to respond
 

to improved techniques of harvesting and protection on the farm. 

Farmers need awareness of market demands in order to gain and hold
 

customers and maximize the return for their efforts. Consumers have 

peculi r tastes, they have quality preferences, and their needs are
 

distributed over time. Awareness of these conditions may be supplied in 

part by market information systems. However, in the early stages of 

development it requires market oriented production guidance.
 

A cardinal element of the market is an option to choose a purchaser 

among many -- "A gathering of people for buying and selling things, 

139especially provisions and livestock." In many developing countries 

1 39Webster's, 2 .cit. 
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farmers make advanced pledges to deliver their crops in return for credit
 

extended in the form of cash and/or merchandise. Thus, they sacrifice
 

their role in the market. When an outside force, such as a government
 

agency, attempts to intervene in the system there must be a readiness to
 

provide the same services as did the village credit merchant. Clifton 

Wharton concluded that there is,
 

"...the need to recognize the multiple service or function which is
 
performed by the marketer-moneylender-merchants, when undertaking
 
governmental programs to eradicate monopsony exploitation. For
 
example, governmental policies and programs which aim at eliminating
 
a multiple-function dealer's socially undesirable monopsonistic
 
gains, but wihich fail to realize or take account of the multiple
 
and interrelated aspects of his operation are doomed to failure.
 
The small farmer will not transfer his custom or allegiance to a
 
governmental operation which only markets his product but does
 
not provide credit. Nor will the smallholder be able to shift if
 
he is still in debt to the dealer as merchant. Thus, any govern
mental program which t~acks only one facet of the monopsonist's
 

'
 power is inadequate. ,
 

Again, it seems that if efficient, equitable agricultural markets
 

are to be developed in the low income countries the farmers themselves must 

do it, at least to the extent of providing alternatives among intermediate 

purchasers. Although central governments must be depended upon for favorable
 

policy, government administered marketing programs, such as government
 

sponsored cooperatives, so far have exhibited limited capabilities. This
 

is perhaps due to the general inexperience of the civil servant in the 

14OC. R. Wharton, Jr., Marketing, Merchandising and Moneylending: 

A note On Middleman Monopsony in Malaya, Reprinted from the Malayan 
Economic Review, Vol. VII, No. 2, October 1962 (pp. 24-44) (New York:
 
The Agricultural Development Council) p. 22. 
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market place, an absence of decentralization of decision makingjand the
 

honesty factor.
 

Formal Education
 

It is appropriate to ask what traditionally school-learned skills
 

are required for contemporary, industrial age, commercial agriculture. 

Jerry Minor argues that i.in the absence of complementary agricultural 

inputs and marketing and transportation facilities, they--...primary
 

education, literacy training and practical instruction for agricultural
 

workers...--will fail to raise productivity. 1hl
 

He proposed that any such program should be adopted on a highly 

selective basis, because of high cost in scarce resources. His analysis
 

lends approval to "extensive rural primary education only if national
 

integration is an overriding objective and if political structures can 

withstand the economic sacrafices and the pressures of educated persons 

with inadequate opportunities to use their newly acquired skills..lh2 

Professor Minor's response is not to What nor How, but Under what 

circumstances?. 

Responding to What?. it was the conclusion of this reporter
 

after observing swine growers in Southern Brazil, 1958-1961, and melon
 

growers in South Vietnam, 1964-1966, that illiterate farmers are able to 

manage first level, stabletechnological inputs with no difficulty. 

141Minor, op.cit., p. 22. 

1421bid., p. 21.
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These include self-pollinated seed, premixed fertilizer and improved types
 

of livestock. The next level of inputs, which includes credit transactionsj
 

insecticides and specially formulated animal rations, requires functional
 

literacy and the ability to do simple arithmetic. These are absolute
 

requisites for handling insecticides.
 

It is not absolutely necessary for the operator of a farm to
 

possess these skills, but it is necessary that he have access to them.
 

This was illustrated in a case where an illiterate farmer felt forced to
 

abandon a hog project when his literate son, who had been mixing the feed
 

and keeping records, was drafted into military service. In another case,
 

however, the illiteracy obstacle was circumvented by a group of poultry
 

growers forming a cooperative and delegating all exercises in literacy to
 

the secretary-manager. 

The above observations, as well as observations in the United States,
 

suggest that a science oriented primary school education with emphasis on
 

reading and problem solving is minimally adequate academic training for
 

contemporary farming.
 

The achievement of literacy is one thing, while to maintain it is
 

another. A survey in a rural area in Uraguay in 1962.indicated that.82
 

percent of adults who had spent five years in school lapsed back into
 

functional illiteracy lh3 This suggests the need to provide rural people
 

with useful, meaningful literature after they leave school.
 

143Ladislav Cerych, Problems of Aid to Education in Developing
 
Countries(New York: Frederick A. Praeger, 1965), p. 35.
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Vocational agricultural education is offered in the United States
 

at the secondary level. Whether such training would fit into a primary
 

school program, or the extent of its effectiveness if it did, remains
 

undetermined. It does Xot fit the curricula of most secondary schools in
 

the developing countries, where few rural students reach secondary school,
 

and if they do they never return to the farm. 

Extension
 

Extension is part of a multi-word name of a U.S. out-of-school 

rural education and mobilization institution, whose effort is also known 

as extension. Program coordihation and implementation comes close to 

describing the function, but in bureaucratic practice this exceeds extension 

somewhat. The reason for belaboring the point is that to use the word 

implies that the U.S. institution is the only Eneans of performing the 

'4 functions in question. This would constitute a closed concept. 

While it is the role of agricultural research to expand the 

feasibilities of production through devising and testing hypotheses, the
 

need remains to formulate and implement action programs, incorporating 

research conclusions with other resources, to achieve the expansion of 

production and rural social development. This function may be &erfeimb6 by 

a U.S. type Extension Service, or a similar organization or a combination 

of organizations. 

Extension is a means of two-way linkage between the farmer and the 

experiment station. Classically, extension peddles observed farm problems 

to the experiment station for study, takes the answers back to the farm and 

reports the follow-up of the solution back to the experiment station.
 



85 

Extension may provide the same kind of linkage between farmers and 

the central planning authority. Ideally, the process begins with regular
 

village meetings, where the needs and aspirations of the rural population 

are fed into the national planning apparatus through the extension service 

and/or other linkages.
 

Conversely, it may be an extension activity to mobilize the rural
 

population. as well as a number of input resources, to respond to.the
 

national plan, once it is formulated. 

The job of formulating implementation strategy fits the extension
 

role. This includes translating research results into simple technology. 

It also includes designing and activating implementation programs. Rural 

campaigns are in the domain of extension.
 

The extension program is pursued through three groups -- men, women 

and youth. Foflowing the American tradition, efforts among the men are 

centered on the improvement of farming methods. Women's programs deal 

mostly with the improvement of family living, including home comfort, child 

care and ntrition. The fact that in many countries farming and finances 

are managed by vnmen, rather than by men, generally has not been recognized 

by this institution. 

The rural youth programs are patterned after the U.S. h-H Club, 

and like its early version emphasizes production technology. This program 

seems to be the logical supplement to primary school training for developing 

modern farmers and rural leaders. It can provide skill-development for 

rural youth between daily and seasonal school sessions as well as between 
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termination of school and entry into the labor force--times which are 

obviously very boring for rural youth. The program can provide leadership
 

training and 	contribute to national integration. The institutional ritual
 

is loaded with national symbols, -including a national uniform, a flag
 

ceremony, a pledge of national allegiance, an oath to do good for the common
 

weal, and the overt following of national government officials.
 

In his field work in the Maxwell School project, Manouchehr Safa-


Isfahani discovered apparently significant role and jurisdictional conflict
 

between extension and community development workers.1 Patsy Graves,
 

0veteran AID home economics advisor, described the situation in India as,
 

" 45
 "Everybody discovered the village at the same time.
 

Professor Lindeman suggested the propriety of "closer programming
 

of Agricultural Extension with Community Development."11 4 6 Safa-Isfahani 

expanded on this in retrospect, with these definitions:
 

"Agricultural Extension is an "out-of-school" teaching process by
 
means of which the result of research and experiment in agriculture
 
is communicated to the people, in response to their felt needs, and
 
new field problems are taken back to the research and experiment
 
stations for further study and reextension. Community Development
 
is the process of creating conditions under vhich local sources of
j 	 social and economic power are induced to discover the internal 
resources of the community and utilize them in combination with 
external resources, for the achievemenLWf the community's felt 
needs and nationally desirable goals." 

14Safa-Isfahani, op.cit. This corroborates the proposition above,

that the first role of an MsTl ution is to protect its innovation.
 

145Rio de Janeiro, 1960.
 

Lindeman, g.cit p. 35.
 
147Safa-Isfahani, gp.cit., p. 82.
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'This defirntion does not award extension a major role in the 

formulation and implementation of agricultural development programs, as is 

implied above to be in its proper domain. Neither does it fully provide 

for rural youth leadership training nor the involvement of rural women, roles 

which extension has had staked out for half a century. 

Such conflict in the field suggest a lack of clarity of purpose and 

method by either one or both parties. In this area the extension worker 

is traditionally better grounded then the community development worker.
 

Professor Hart recommended "...better and more frequent field supervison 

of rural development workers," not distinguishing between the two types.lh8
 

In any case, there is no call for conflict. The better trained the one
 

agentthe more he can make use of the other. The two types have worked
 

side-by-side in the United States for half a century in the greatest of
 

complementary harmony--the two being the county agricultural extension agent 

and the secretary of the Chamber of Commerce. 

Information
 

Among the requisites for rural development are, a) the forces that
 

control the resources must want it, and b) the rural population must be
 

involved in the process. This requires programmed mass information.
 

The development program must be promoted among the elite influence 

groups. Secondly, the national enabling body (legislature) must be provided 

.with adequate information about the program to justify their rational 

approval of it. Third, action leaders at all levels must be provided 

lb 8 Hart, op.cit., p. 52. 
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adequate, timely information to decisively defend and implement the program.
 

Fourth, the program must be promoted among the rural masses. An effort 

should be made to get the idea across that no person is excluded from
 

participation. Fifth, but not last in rank, the technology of the program 

must be written in understandable language of the user and made available 

to him. 

Involvement 

A fact of which there is limited awareness among Vestern technical 

assistance personnel is that the rural societies of most underdeveloped 

countries are highly organized. Sidney Sufrin reported, "Village societies 

in underdeveloped countries have been highly successful; the great problems
 

are in the cites."149 The strength of the Chinese rural social system, 

for example, is shown in the testimony that it has survived in its present
 

form for over 4000 years. 1 50 At the present it appears that after 20 

years of effort expended, Mao Tse-tung has abandoned an all-out attempt to 

destroy the system. 

The role of internal social system leadership in relation to
 

innovation in the rural Chinese culture syndrome may be shown as follows: 

The collective value of the system is survival with ranked status. Status 

149Sidney C. Sufrin, Technical Assistance: A Problem in Management
 

(Syracuse: Maxwell School, January, 1965) hectographed, p. 20. 

15OThe rural Chinese social system is described by Francis L.K-. Hsu 

in Societies Around the World, Vol. II, Ertn T. Sanders, Editor (New York: 
Dryden Press, 1953), pp. 25-193. 
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1 

rank is achieved through service to the system through familyhood, wealth,
 

wisdom, aid to authority and authority--each, in the order listed,
 

commanding progressively higher status value. The status values of roles 

are cumulative. The rural social system endeavors to adopt innovations
 

which promise 	to contribute to its survival-status goal. It tends to resist 

innovations that violate norms or threaten the status hierarchy. The village
 

leadership, for example, must be entrusted with managing innovations within 

its domain. Village leaders control the legitimation powers and procedures 

and the communication systems. To a large extent they can control the
 

unemployed time of the village members.1 51
 

It was proposed above that farmers should have a part in national 

planning. It 	is suggested that this can best be accomplished through
 

regular (monthly) village meetings presided over by the village chief (in 

village societies--the head man in any case). From the standpoint of
 

scope, four types of problems may be voiced at these meetings. There is
 

the irrational category, which should be disposed on the spot. Second, 

j A 	 there is the local self-help category, for which the local leadership, 

vith the assistance of government outsiders, should organize to implement 

in proper sequence of season and priorities. Third, there is the regional 

cooperative cat&gory which requires action beyond the jurisdiction of the 

assembly present. These problems must be referred for coordination and 

151Based on comparative village-level observations in Siem Reap and
 

Kampot Provinces, Cambodia, 1962-1963, and Thua Thien and Quang Tin Provinces 
Vietnam, 1964-1966. It is corroborated in Sufrin' s generalization. op.cit. 
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and joint planning. Fourth, there are problems of national scope which have
 

bearing on the welfare of the local entity. These must be forwarded to the
 

central planning authority through government channels. 

A federation of farmers' organizations, reaching from the village
 

to the national capital, independent of government, can provide added
 

assurance that the farmers are actually represented in the national process. 

Coming down the hierarchtal ladder, the same system can contribute 

to the implementation of the national plan by mobilizing the rural masses. 

The spirit of action should optimize conditions for the development of 

institutions (cooperatives, for example) to perform the functions necessary
 

for rural development.
 

Feedback
 

The greatest inhibitor to national planning in the developing
 

countries, it is universally claimed, is the lack of reliable information
 

on tich to make decisions. Statistics gathering and processing require 

highly sophisticated skills and procedures. Data accumulate me&hing over 

time. Much data gathered in the former colonies over the past century


*havebeen stored in European capitals ard forgotten about. 1Z2 In many 

developing countries a 'culture gap has developed between the elite of the 

central government and the rural population to the extent that it is 

difficult for the former to extract accurate information from the latter.153
 

152De Vries, Institutional and Organizational Aspects of International
 

Transfer of Knowledge and 6apital, o.cit., p. 7. 

153U.S., Congress, House, Committee on Foreign Affairs, Rural 

Development in Asia, Hearings, before the Sub-committee on Asia and Pacific 
fairs, Part I, Statement by Kenneth T. Young, Jr. (Ninetieth Congress, 

First Session, March, 1967), pp. h9-50. 
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As for the rural sector specifically, a large proportion of agricultural 

production is never submitted to standard -weights,measures or exchange 

Tmedia. 

The following categories of information contribute markedly to 

national planning for rural social and economic progress: 

1. 	Inventory of natural resources.
 

a. 	A standard reconnaissance soil survey.
 

b. 	A standard.pot-test survey of soil nutritional
 
adequacies for crop production.
 

c. 	 An undergrtund water survey, including estimates of 
depth, quytity and quality for agricultural use. 

d. 	Mlineral surveys, including limestone, phosphate,
 

potash and petroleum.
 

e. 	A forest survey, where market timber exists.
 

2. 	 Cumulative data on natural phenomena, including rainfall 
temperature and major stream flows. 

3. 	Catalogue of agricultural predators.
 

a. 	 Catalogue of crop and livestock feeding insects and 
other parasites ard predators. 

b. 	Catalogue of crop and domestic animal diseases.
 

h. A conventional population and agricultural census every
 

ten 	years. 

5. 	An annual crop and livestock reporting system.
 

a. Area and purpose of land use and its yield. 

b. Types, volume and value of commodities marketed. 

c. Types, volume and value of commodities exported. 

d. Types, volume and value ,of commodities imported. 
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6. 	Special studies.
 

a. 	 Orientation studies to acquaint planners ana change 
agents ith social and economic phenomena relevant to 
development.
 

b. Special studies in support of.-special projects. 

To be contributive, the accumulated information must be combined, 

processed, published and distributed to those who have need for it in the
 

pursuit of national purpose, when they need it.
 

1 



CHAPTER VIII 

CENTRAL ORGANIZATION 

Legislation
 

At least once a year since 1949, the President of the United 

States has stated that the foreign aid program had a major role in u.S. 

foreign policy. After these annual proclamations and after much testimony 

before Congressional committees, the program has been extended, in whole or
 

in part, for another year. This seasonal uncertainty, on top of all-too

frequent administrative crises, has unquestionably reduced the efficiency
 

and effectiveness of the U.S. foreign assistance effort.1 54 After 20 years
 

of study, it seems appropriate for Congress to affirm, once and for all,
 

that foreign aid is a continuing function and authorize the President to
 

form a permanent agency to implement the program.
 

Analysis of experience in development assistance to date suggests
 

the following advantages for a permanent organization: Under the most
 

favorable circumstances, it cannot be hoped to advance low income countries
 

to industrial society status in less than 20 years. It is not appropriate
 

from the standpoint of available resources and priorities to undertake a
 

program of acce2 erated development assistance of every low income country
 

154Crises include the changes of administrations in 1953 and 1961, 
the AID Act for 1962, the personnel freeze of 1964, the foreign exchange 
crisis of1968, and the prospective reorganization for 1969. 
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in the world at once; thus the problem is likely-to continue for a long
 

time. The achievements scored by the U.S. aid agencies have been made by
 

shaping the annual Congressional authorizations, one after another, into
 

long range programs. This was done on faith that Congress would continue
 

the programsjbut at a much higher cost than would have been required by
 

legitimate long range programs. There was considerable loss between
 

appropriations. Technical assistance had to be carried out by either
 

temporary personnel or contract personnelat a higher cost per man year of
 

comparable service than would have been the case with career personnel.l%%
 

Frank Coffin proposed a cooperative effort by the Senate Foreign
 

Relations Committee, the House Foreign Affairs Committee and AID to re

examine the propriety of the U.S. foreign aid program, in an exercise
 

completely apart from the annual hearings on authorization and appro

priation. If it should be decided that new legislation is needed, a task
 

force drawn from these three entities would draft a proposal clarifying
 

"...the principal objectives, secondary objectives, the standards, and
 

56
 
procedures of aid operations....,,1


In another chapter Coffin proposed two major objectives of a U.S.
 

aid programs
 

155Added costs result from bringing temporary personnel aboard, first

tour break-in, elimination of misfits, contract start-up, contract
 
administrative overhead and loss of the experience factor, and the loss of
 
income tax from contract personnel.
 

156 Coffin, op.cit., p. 243.
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"We can and should offer military and economic assistance to nations
 
needing help to remove the obstacles to freedom imposed by aggression
 
and subversion. Nations have to survive and be politically stable
 
in order to have an opportunity to harvest the fruits of liberty.
 
It is part of our purpose to strive to see that no nations is denied
 
this opportunity.
 

"Beyond this, we can and should extend assistance in economic, soial,
 
and political development to nations willing to work toward increasing
 
freedoms for their peoples. We cannot be arbitrary or impatient in
 
what is at best a long and difficult process. But neither can we lose
 
sight of the basic objective of increased freedom from the great
 
enslavers of mankind--want, disease, ignorance, and oppression. Our 
objective is not merely to be.partners in nation building; it is to 
help build the kind of nations which in the long run will help secure 
the blessings of liberty."1 5 7 

There is an underlying plea in Coffin's book for improvement in
 

communications between Congress and the Executive Branch--"...an
 

atmosphere of shared responsibility.... n15 8 He said this 

"...implies two commitments; the commitment of such foreign Affairs
 
Committeeg Congressmen and foreign Relations Committeg Senators to
 
invest time, to dig deeply, and to maintain their interest in a
 
subject which has only the national interest to recommend it; and the
 
commitment by the executive branch to consult frequently and seriously
 
with such persons on the same basis of confidence as if they were
 
administration colleagues. This consultation would be a continuing
 
one, with spe$ l attention being given to the planning for the
 
coming year."
 

Such intensity of joint participation is reminiscent of the Truman
 

Administration, when Senate Foreign Relations Committee leaders played
 

prominent roles in foreign affairs, including the formation of the United
 

Nations.
 

1571bid., pp. 110-111. 

1581bid., p. 246.
 
6
1591bid., pp. 245-24 .
 

;z'W 
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Organizing for Technical Assistance
 

Systems analysts hold that the system structure of complex
 

organizations may be best evaluated, as a set of substructures. These are 

identified by Saul Katz as transformation, maintenance, adaptation and 

guidance. He stated,
 

"The transformation substructure, sometimes called technical or 
conversion or production subsystem is a major and central substructure 
in the system. It encompasses the system relationships concerned 
with the transformation of inputs into the system's performance
oupt .............................................
 

"Clearly the absence of substructures to carry onlj ternal system 

activities mean a lack of structural capability." 

The Congressional Act for International Development, 1962, placed
 

central emphasis on guidance. The senior office below the Agency 

Administrator was to be the Program Review and Coordination Staff, later 

called the Office of Program and Policy Coordination. The Act provided for 

"1) The Office of Development Financing, responsible for advising 
the Administrator on the providing of capital assistance...; 2) The 
Office of Development Research and Assistance, which will formulate 
research requirements and arrange for the conduct of research projects 
-
... 3) The Office of Commodity Assistance, which will be responsible
 

for formulating the policies for the distribution of commodities, 
both project and non-project, both agricultural and nonagricultural. ' ' 161 

Although elements of the substructures for maintenance and adaptation 

are evident in the new organization, the substructure for performance in the 

6HSaul M. Katz, A Methodologica Note on Apraising.Administrative 

Capability for Development, (Pittsburgh: University of Pittsburgh, OSPIA, 
196), pp. 1My 22. 

161U.S., International Cooperation Administration, An Act for Inter
national Development, Fiscal Year 1962, A Summary Presentation (Washington: 
repartnent of btate, IOA, June, 1961) pp. xvii-xviii. 
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area of technical assistance was not provided for. Most technical offices, 

including Food and Agriculture, were excluded from the new organization, 

although the Office of Public Safety was continued. 

The central administration was divided into four bureaus (later five,
 

counting Vietnam), each headed by an Assistant Administrator. The program 

and caital assistance offices held the same relative positions in the
 

bureaus as in the central structure. Each bureau included a technical
 

assistance staff which held advisory roles. As advisors, the incumbents
 

were obliged to advise everybody who consulted them, but they occupied no
 

essential role in the implementation-of the program.
 

The complete rejection of administration by process is said to be a
 

revolt against an enviable power position enjoyed by the Office of Food
 

and Agriculture in ICA and predecessor agencies. In that era the technical
 

offices held rank equal to that of the program office. This resulted in a
 

constant fight over programming, in which the Administrator, or his deputy,
 

was forced to intervene all too often.
 

Dismantling the professional-technical linkage in the central
 

administration appears to have had these disadvantages: First, it removed
 

the technical assistance professional from the program review process and
 

denied the Agency that internal capability. Second, it left the technical
 

programs in the field without coordination. In the ICA days there was a 

number of regional training functions, for example, that were not continued 

in AID, simply because the positions of persons in the central office who 

programed and implemented the activities vere abolished. Third, no 
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provisions were made to continue the technical babkstopping for mission
 

personnel when the central technical staffs were disbanded. This could have
 

been expected to result in ATD Technical assistance personnel, isolated from
 

current innovations, to lapse into antiquity. Fourth, it precluded the
 

development of a professional corps with a built-in professional improvement
 

program.
 

Professor Lindeman advocates separating the administration of
 

technical assistance from the administration of capital assistance. In his
 

view, the great imbalance of cost between the -twoinstruments causes technical
 

assistance to go neglected.1 62 This proposal infers organization by
 

process, including technical assistance, capital assistance, supporting
 

assistance and food aid. The ICA organization, which provided for
 

specialized staffs grouped in offices of major functions, seems appropriate
 

for technical assistance.
 

Organization by subsystem provides for adding professional staffs as
 

they are needed and dispensing with them when they are no longer useful-

a measure of flexibility abundantly practiced by AID and its predecessors.1 63
 

The current AI organization reveals these major technical assistance 

flows: a) agriculture and rural development, b) public health, c) manpower 

and human resources development, d) public administration, e) public works, 

and f) public safety.1 6h 

162Lindeman, Interview, op.cit. 

1 63See changes in organization reflected in AID and predecessor 
telephone directories (U. S. Department of State, Library). 

164U.S., Department of State, Agency for International Development, 

Arms Control and Disarmament Agency, Telephone Directory, February 1968 
(Washington: Department of State). 
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The Office of Human Resources Development, created by AID in 1961
 

and later discontinued, should be reestablished. This Office should be
 

given responsibility for assistance in manpower planning, education and
 

participant training.
 

Institutional development, provided for in the organization structure,
 

may be seen as either a rationale for technical assistance or a technology
 

for the nurturing of public institutions.1 65 Philosophy, as in the former
 

case, has no place in internal organic structure, for to be effective, the
 

whole organization must be subservient to the philosophy. If the latter
 

view is accepted, the technical assistance role of institutional development
 

must be seen as a specialized technical activity. As such, it fits best
 

in the human resources development group.
 

Attention to labor, which is recognized in AID at the central office
 

level and at the regional technical staff level, may be viewed as human
 

resources development, political development, or both. If the primary
 

interest lies in the former, this function, also, belongs to the human
 

resources group.
 

There remains the necessity of dominant consideration of guidance 

in the organization scheme. This may be provided by the present Office of 

Program and Policy Coordination placed between the performance group and the
 

165Professor Leland Barrows lists institution building as a current
 

rationale for technical assistance (Lecture, University of Pittsburgh:
 
GSPIA, June 2h, 1968). While implicitly ascribing to this view, Esman
 
and Bruhns indicate that the Inter-University Research Program is in search
 
of a "...technology of institution building..." op.cit., p. 7.
 



100 

Administrator. The major roles of this office would be, 
as it is today,
 

a) to elucidate to the Administrator, his effective alternatives in policy
 

and program, and, b) coordinate the resources and the programs in terms 

of policy and objectives.
 

For the Office of Program and Policy Coordination to be fully effective,
 

its ranks must remain open to in-house recruitment of process professionals.
 

A sample of the incumbents of senior positi ons indicated that the Office is
 

presently dominated by the economics discipline. Eleven of 23 positions 

reviewed were occupied by economists, while only six positions implied such 
requirement. The information available indicated that the professional 

backgrounds of 12 of the 23 incumbents matched the technical titles of 

their positions,166
 

Functions of the Central Office Technical Assistance Group 

The central technical assistance office should have the broad concern 

for the contribution of the functions under their jurisdiction to the total 

program. This begins with the recommendation of global and regional policy. 

Program Review 

0 The central technical assistance office should be responsible for 

monitoring the technical assistance programs in the field. This should 

begin with processing Project Proposals. Similarly, the technical 

assistance office would make the first analysis of incoming PAR's. 

16 6 The backgounds of the incumbents listed in the AID hone 
Dire (op.cit.) were reviewed in the U.S., Department of State,

Eh ic Register, July, 1966 (Washington: Department of State).
Twenty-three out of 36 names were matchable. 
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Consultation
 

The internal consultative capacity provided in the AID regional
 

technical offices appears to be essential for the representation and 

advancement of the technical prograusin the field. The present regional 

staffs appear to be of the proper composition--i.e., former division chiefs 

and other experienced personnel with outstanding records of performance-

provided that the central technical offices have adequate information staffs
 

to respond to internal, congressional and public demands. The regional officers 

should continue to serve as they do now in effect, as combination administra

0 tive-research assistants, prograi advocates and expeditrs to everybody 

concerned with the respective technical assistance programs. 

In the role of concern fot the progress of mission programs, the 

technical offices should provide special consultative assistance to the 

personnel office in its effort to fill technical assistance positions 

with capable people. 

The regional technical staff, with the assistance of the central office 

staff, would monitor the purchase of technical support commodities. Technical 

consultation is one matter, while expediting is another. Gleason reported 

that six out of 26 technical assistance projects he examined suffered from 

the unavailability of late arrival of technical support commodities.1 6 7 

Contract Monitoring
 

The technical assistance office should represent the Agency in 

negotiating and monitoring technical assistance contracts.
 

1 6 7
 leason, op.cit., p. 3h.
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Backstopping
 

It has been asserted that AID, with special reference to agriculture,
 

has tended not to innovate, or has tended not to keep pace with current
 

teonnical innovations. There are three possible reasons for this assertion.
 

First, AID/Agriculture has never been adequately staffed to monitor
 

innovative research. in its heyday the ICA Office of Food and Agriculture
 

was staffed at the rate of about one man for fifteen covering comparable
 

areas of technical interests in the land grant universities. Second, most
 

of the funds spent by the Agency for research in technical assistance were
 

*devoted to the study of methods, and not to physical inputs.
 

Third, although uncounted, an impressive list of agricultural
 

innovations have been introduced to low income countries by AID and its
 

predecessors, and universally accepted, with their source either taken for
 

granted or forgotten. These include completely new crops (onions in South

east Asia, for example) as well as species that out-yielded the traditional
 

strains by 100 to 250 percent. AID contributed 35 such innovations to
 

Cambodia from 1957 to 1963, and approximately the same number to Vietnam, up
 

to 1968.168
 

It is not unreasonable to speculate that in most countries where the
 

United States has had continuous programs for 15 years, the production and
 

168one of the latest innovations introduced in Vietnam was a high 

volume, low-lift water pump designed by the niversity of Florida under 
a contract to provide preservice training for AID agricultural advisors. 
Another was an adaptation of a "henless chick" program appearing in a 
University of Georgia Extension Service bulletin, published in 1925. tacn 
fitted local needs in Vietnam, resulting in spectacular increases in 
production and income. 
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unit yield of commercial vegetables, pork, chickens and eggs has doubled. 

This is attested in part in the fact that the supply of these commodities 

has kept pace with demand without unreasonable increases in prices, in 

spite of spectacflar urban expansion. 

Fourth, crop improvement innovations by the foundations have 

recently been brought to the attention of those outside the technical
 

field, through the popular news media. The latest innovations announced have 

been particularly interesting, because they promise to increase the staff
 

grains, wheat and rice. AID agronomists have not been able to conduct long
 

range crop breeding programs, because the Agency has been "temporary. 

However, they have systematically tested all new strains from all sources
 

that they could test with the resources available to them. These include 

Guatemala Golden Flint corn, bred by Rockefeller Foundation in the
 

1950's, as well as the new strains that annually emerge from the state
 

experiment stations. The current releases by the Rockefeller Foundation 

are undergoing intensive tests around the world. 

This does not refute the fact that neither AID nor its predecessors 

*have provided adequate technical backstopping for its field programs. It 

is proposed that this can best be accomplished through open-end contracts 

with land grant universities. The contract would provide for reimbursing 

the university for maintaining a .special institutional interest in the 

development of agriculture and the rural sector in a particular country, 

through backstopping the AID personnel located there.
 



This would call for pairing key peprsorel--dean with division chief,
 

head of department ith branch chief, professor with advisor--who would 

maintain dialogues through the excnange of program documents and other 

materials. Each key university person xould spend up to 30 days in the 

recipient country each year. the university would supply personnel for
 

longer terms upon negotiation.
 

Managing Participant Trainees
 

The management of AID participants is handled in two ways,
 

generally. Where a university contract is involved, the student is sent 

directly from the recipient country to the contracting university in the
 

United States. Where there is no contract, the participant is forwarded 

to Viashington by AID. There the planning and monitoring of his program is 

farmed out to a U.S. Government Department, which performs the service on a
 

reimbursable basis. The advantages claimed for this procedure are, a) the
 

Departments have special expertise in curriculum planning and, b) they have
 

special acquaintances with the admissions officers of the universities.
 

After 20 years in the business, the latter claim is beyond question.
 

On the other hand, three disadvantages may be cited for the procedure.
 

First, the procedure introduces an additional bureaucratic entity, which
 

often adds to the confusion of the participant. Second, domestic agency
 

personnel have no claim to special acquaintance with the needs of
 

government officials of the low income countries. Third, the system does
 

not provide the participants with interim counsel.
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AIL should assume complete management of its participant program. 

This should start by placing the Office of International Training in the 

proposed Office of Human :-esources Development. This office would manage 

the programming, funding, forwarding, orientation and placement of
 

participants. 

It is proposed that an aditional step be taken. Tn a rotation 

program of its technical advisors, the Office of Human :esources Development 

would maintain an AID counselor-in-residence at at least the state land 

grant universities. 1 69 It has been the observation of this reporter in the 

field, in ';ashington and at U.S. universities, that AID participants need 

counseling on their curricula in relation to their future responsibilities.
 

They also need counseling concerning their private problems, which is not
 

provided in the present system.
 

Information 

Over and above the information on non-capital projects provided by
 

the central evaluation and memory system, the technical assistance offices
 

must stand ready to provide nigher management and Congress with comprehensive
 

information on the progress of all projects for wtich they are responsible.
 

The central information office, by itself, cannot provide this information
 

alone, because, out of necessity, it must concentrate on the "big picture",
 

and because it cannot keep in touch with the sources.
 

1 69The precedent was set by the U.S. Veteran's Administration 

after World War II. 
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0 

Also, the technical assistance offices should bear their share of the 

burden of assisting the press in collecting timely information about
 

technical assistance activities. 



CHAPTER IX
 

PERSONNEL FOR TECHNICAL ASSISTANCE
 

The foreign technical assistance job calls for almost unattainable
 

qualifications. It drags the incumbent to some of the most uncomfortable
 

spots on the globe, without much special remuneration and with no
 

employment security at all. It is obvious that those who follow the
 

profession do so because they like it.
 

Qualifications
 

Lists of qualifications for technical assistance service have been
 

said to add up to the ideal man.1 70 Although the perfect specimen is
 

hardly available, Etzioni suggests that the concentration of ideal
 

characteristics may be enhanced by selective recruitment.1 71
 

Etzioni's personality requirements of the "'organization man'" 

appear applicable to technical assistance personnel. They include instant 

lateral social mobility, "...accustomed to shuttling back and forth 

between social units...., a high tolerance for frustration. . . . 

the ability to defer gratification. . . ," and "...achievement orienta

1 7 2
 
tion.
 

170Anne Winslow,. Editor, The Technical Assitne;xetRpr 
on the Conference on RecruitTentSeton, and T echnical 
Assistance Personnel, Rome, February 12-16, 1962 (New York: The 
Carnegie Endowment), p. 4. 

l71 Amitai Etzioni, Modern Organizations (Englewood Cliffs, N.J.:
 

Prentice-Hall, 1964) p. 110.
 

1 7 21bid, 109o
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Professor Tversen noted, "There has been little improvement on
 

the list enunciated in The Overseas American in 1960: l)technical skill,
 

2) belief in Mission, 3) cultural empathy, 4) a sense of politics, and
 

- 173 
e) organizational ability."
 

The Herter Committee list included, 1) veal for creative accomplish

ment, 2) deep understanding of life and culture at home, 3) ability to
 

communicate effectively across cultural barriers and to develop a
 

sympathetic understanding for other peoples and their cultural heritages,
 

4) adaptability and flexibility, 5) executive ability and 6) specialized
 

1 74
 competences.


Iversen said, "The essential aspect of the foreign technician's
 

role is adaptive... 
"175
 

Professional Competence
 

It seems obvious that technical skill is the first requisite of
 

technical assistance personnel, as the very lives and livelihoods of
 

large numbers of people, not to mention the political success of projects,
 

may rest on their recommendations. The frequently voiced observation
 

*that U.S. projecfrdo not fail for lack of technical competence is not 

fully convincing. In the first place, such o6servations have been made 

173iversen, 2p.cit., p. 88, from Harlan Cleveland, et.al., 
The Overseas American T1Thw York: McGraw-Hill, 1960). 

17hCommittee on Foreign Affairs Personnel, 2p.cit., pp. 48-54. 

1 75Iversen, 2p.cit., p. 28.
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either by technical personnel, who could be suspected of bias, or by 

generalists, not qualified to judge. Eleven per cent of the foreign 

technicians surveyed by Hyman and associates reported major technical 

mistakes in their latest projects. This was corroborated by 12 per cent 

of recipient officials responding to the same questionnaire.1 76 These 

were confessions of commission. Errors in omission may be much higher. 

The tough question is technically competent at what? Does the
 

job call for a rice breeder, for example, or does it cell for a person 

proficient at nurturing agronomic research institutions? The answer is 

that both skills and more would likely be needed in the one person. For 

whatever assignment, the technical assistance advisor needs a relatively
 

broad academic and professional background which has been kept current. 

Further, he needs to be able to do creditable, independent, problem

solving research. Without this capability, he is not likely to accurately 

diagnose the problems he faces or design their solutions. The capability
 

of written expression is important. The technical advisor should also 

be professionally capable of teaching.
 

Cross-Cultural Empathy and Communication 

Professor Sufrin maintains "... that technical aid is essentially 

a managerial exercise undertaken under difficult considerations because
 

the manager cannot exercise the usual managerial controls over the 

environment he is attempting to influence. ,177 Although the environment 

176Hyman, op.cit., p. 152. 

1 778ufrin, op.cit., p. 16.
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is natural, social and political, it is also cultural. Empathy is essen

tial for significant technical assistance to take place. Not much
 

empathy can develop without communication.
 

Cultural empathy is not to be confused with the "missionary
 

spirit", or the "do-gooder" stance. Stanley Andrews explicitly warns
 

against hiring the "do-gooder" for technical assistance work. It is
 

his observation that the "do-gooder" tends to assume a paternalistic 

stance, which seriously impedes empathetic flow.1 78 His views are
 

1 7 9
 
corroborated by Price Gittenger.


Representative of the Donor Government and Country
 

Every person outside the bounds of his homeland is a representative
 

of his country, whether he is aware of it or not. Technical assistance 

personnel need the "deep understanding of life and culture at home,"
 

prescribed by the Herter Committee.1 8 0 To this must be added a general
 

awareness of U.S. interests and policy.
 

Political Awareness
 

I% was Professor Martin's conclusion that,
 

"...to foreign techni6al assistance personnel, to repeat, the
 
pervading presence of politics is perhaps the greatest single
 
deterrent to the successful prgctice of technical assistance
 
in underdeveloped countries. ,11I
 

178Stanley Andrews, An Off-Shoulder Look at Foreign Aid and its 
Administration (Washington: Johns Hopkins University, 1963), 
mimeographed, pp. 21-24. 1 Y 

179j. Price Gittinger, The Literature of Agricultural Planning 
pp. 9-10. 

National Planning Association, 1966),
(Washington: 

180Committee on Foreign Affairs Personnel 2p.cit., p. 49. 

181Martin, op-rit., pi. 41. 



The Martins indicated that a seriously significant number of
 

technicians they interviewed were found to be naive of the political
 

process of decision making. Being unaware of the political facts of
 

life at home, they held in disdain the identical process which became
 

visible to them in their roles as government advisors.1
82
 

National Perspective and Action Orientation
 

Technical assistance personnel need to be self-starters who have
 

the capacity to recognize national problems and the initiative to organize
 

resources in pursuit of solutions.
 

Supplying Personnel for Technical Assistance
 

The management of technical assistance personnel has been difficult
 

for the U.S. foreign aid program at least since the beginning of ICA,
 

in 1955. It has often been difficult to get personnel of the proper
 

technical qualifications when they were needed. Six out of the 26
 

projects in Gleason's study suffered from this problem.183 On the other
 

hand, there has been an administrative problem of placing excess
 

personnel as the Agency has gone into periodic retractions. Since
 

0personnel have been drawn from diverse professions, states and even
 
countries, there has often been a great variation in the nations of
 

technical assistance requirements in specific countries.
 

U.S. foreign aid personnel have been judged by some as ranking
 

below the top of their professional disciplines.184 A "temporary" agency
 

1821bid*
 

183Gleason, op.cit.,p. 34.
 

18ICommittee on Foreign Affairs Personnel, op.cit., p. 114.
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such as AID might be expected to attract more than its share of 

institutional misfits. Nevertheless, in 1963, the Civil Service 

Commission found AID personnel to be "'...a dedicated, competent work 

force.' 185 

Professor Iversen endorsed the ierter Committee's recommendation
 

for the provision of technical assistance personnel. 1 8 6 The first 

recommendation was to devise a development assistance policy for each 

country and, for this, project U.S. technical assistance personnel 

requirements for some time in the future.
 

0The second substantial recommendation rias to take into the ranks 

of the regular Foreign Servi ce the personnel required as development 

planners and managers. This group would include "...mission directors, 

deputies, administrative officers, program officers, comptrollers, and 

a small group of specialists in such major professional fields as 

education, public health, and agriculture. 187 

Iversen suggested about seven per cent of the technical personnel 

for FS0 classification. 1 8 8 The remainder would be either hired through 

terminal contracts or procured through intermediate contractors. 

The first argument for depriving technical advisors of career 

rewards was that technical assistance requirements are too uncertain 

185Coffin, op.cit., p. 223.
 

186Iversen, 2p.cit., pp. 179-184; Committee on Foreign Affairs 

Personnel, 2p.cit., pp. 113-120. 

187Ibid., p. 114. 

188Iversen, op.cit., p.. 164. 
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to staff for.189 Such a condition would seem to preclude the propriety
 

of a policy development exercise, so far as the jurisdiction of the
 

Committee is concerned. Another reason had to do with the administrative
 

inconvenience of placing specialists. Responsibility for career employment
 

could be avoided through the use of temporary personnel c* contractors.
 

The big argument for excluding technical personnel from the 

career group was that
 

S...better personnel will be obtained by hiring persons for
 
temporary tours of duty ....................................
 
.............................................
 

"...the career context and career loyalties of the best
 
professionals lie with their professions and the whole range
 
of activities with which those professions are associated. An
 
association with AID, even if it could be made permanent, would 
not attract very many of the best professionals to spend most 
of their working lives overseas, far from their professional 
colleagues and the stimulus of professional association.,190
 

This argument is usually advanced in support of university 

contracts. But are the people with the proven capabilities to manage
 

the tasks at hand really available? For example, the person wanted to 

head a contract team assigned to assist in the development of a new
 

university is, at the minimum, a dean in the contracting institution.
 

But it is rare indeed that a university contract team is headed by such 

a person, except in cases of retirement. Professor Aartin noted
 

189Committee on Foreign Affairs Personnel, op.cit., p. 118. 

1901bid.
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"...considerable vigorous criticism of the practice of sending "Iold men' 

out to do what is considered to be young men's work....Many of these 

oldsters are status-conscious.... ,191 

In the final analysis the Agency should be concerned more with
 

progress toward meeting its objectives than with the standard quality
 

measure of its instruments. The Herter Committee argument does not
 

consider the merits of a profession of cross-cultural development
 

assistance, which might be interdisciplinary or multidiaiplinary.
 

The Herter Committee recommendation may be likened to a conservative
 

but elevated version of the ICA concept of a career service, launched
 

in 1957. In that plan technical assistance personnel were changed from
 

the Foreign Service Staff (FSS) classification to Foreign Service
 

Reserve (FSR), a category established during World War II to accoidate
 

lateral entrance to the Foreign Service. Those with less than two years
 

service -- hence, unproven -- and those with specialities so narrow that
 

the agency could not foresee a continued demand for their services were
 

placed in the Foreign Service Reserve-Limited (FSR-L) classification.
 

It is suggested that the Agency would profit by a program somewhere
 

in between the Herter Committee recommendation and the ICA career plan.
 

The Committee's proposal should be liberalized to include development
 

advisors or branch chiefs. Personnel of this group are in the daily
 

thick of development planning and management. The services they render
 

1 9 1Martin, pp.cit., p. h. 
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cannot be easily delegated to temporary or contract personnel. 

In actuality, .approximately half of AID technical assistance 

personnel have adopted tne Agency for their career. It is doubtful that 

changes in the employment system would effect this group very much. A 

more favorable employment program could be expected to reduce the 

attrition rate of both desirables and low producers. It could be expected 

to increase the level of productivity from the total effort through the 

improvement of morale. 

Regional Advisors 

The use of regional technical advisors was advocated in the 1961 

ACT presentation. 1 9 2 This proposal saw the spreading of single, highly 

specialized professionals -- veterinary public health advisor, for
 

example--over a number of countries. However, to date there have been
 

no cases of outstanding success of these endeavors reported, except
 

perhaps in the pursuit of mutual endeavor, such as the Central American 

Common Market program. The inhibitor seems to be that the technician 

is never able to establish rapport with the people he is supposed to 

influence, and if he does, he is unable to stay in one place long enough 

to assist in carrying through the first activity, an all-important 

function of technical assistance.
 

Short Term Services
 

Echoing the Herter Committee, Professor Iversen advocated increased
 

192U.S., ICA, op.cit. 
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use of short term personnel. 1 93 This is to be commended for short term 

activities, including participating in special surveys, short courses 

and conventions. To be effective, such projects require intensive 

preparation and prolonged follow-up. Although such activities may be
 

highly complementary to a full-time advisory team, they may not be 

considered as substitutes for full time technical advice. 

Institutional Contract Services
 

The question of when best to provide technical assistance through 

the services of direct hire personnel and when to contract the services 

from outside institutions was not treated in depth in the Maxwell School
 

project.194 Nor can it be resolved in this study. Based on foregone
 

experience, however, these generalizations are proposed as guidelines:
 

First, the Agency must be responsible for its own commitments and its
 

own program; hence, the people responsible for these programs should be
 

direct hire personnel, serving under oath. This includes personnel 

through the branch chief level. Secondly, team functions directed
 

toward institution building can probably best be provided by institutions 

0under long term contracts. Stable institutions -- universities, for 

example -- are advantageously qualified to provide singular, team 

approaches to institutional development. This requires a resolve on the 

1931versen, op.cit., pp. 181-182.
 

194Iversen infers that the whole technical job should be

contracted to personnel outside the Agency. 2E. cit., p. 180.
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part of the contracting institution to p1it forth a single doctrine and
 

a continuous, dynamic effort.
 

Preservice Orientation and Training
 

The prospects of finding a person meeting the above qualifications
 

for service in technical assistance seems clearly unlikely, but as long
 

as the need remains the ideal should be pursued. The Herter Committee
 

recommended that, "New professional personnel, prior to assignment
 

overseas, should receive fundamental orientation with regard to AID, its
 

mission, its organization, its administrative practices, and the region
 

and the country of assignment.ui1 9 5 This is needed and much more.
 

National Policy 

A fundamental grounding in the national interests and policy of
 

the donor country is necessary knowledge for the bilateral technical
 

assistance advisor. With such orientation he can interpret national
 

policy in terms of technical pursuits in his own realm. Without such
 

awareness the chances for a favorable contribution are likely to be
 

greatly reduced.
 

Many technicians need orientation as to how to keep up with what
 

is national policy. This calls for advice on current reading.
 

Political Awareness
 

It was Professor Martin's conclusion that,
 

195ommittee on Foreign Affairs Personnel, 2j.cit., p. 121.
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"...to foreign technical assistance personnel, the pervading
 
presence of politics is perhaps the greatest single deterrent
 
to the successful practice of technical assistance in under
developed countries."196
 

It was his observation that technical people--perhaps those in 

agriculture in particular--tend to discover politics in government 

administration after arriving on foreign assignment. Far from being
 

able to use politics in the pursuit of their objectives, it tends to
 

frustrate them. Many are almost equally frustrated from living with
 

the political processes of their own government for the first time.
 

Martin states, "The difference between developed and underdeveloped
 

countries lie in the manner of practice of politics, not in its presence
 

1 9 7
 
or absence."


Foreign technical assistance advisors should be given an
 

introduction to political awareness as part of their preservice
 

orientation. This could best be done, perhaps, by non-government
 

personnel.
 

Cultural Awareness
 

There is ample evidence that as a person leaves his own cultural
 

environment he must become aware of, appreciative of, the new culture
 

in order to maintain emotional stability.198 This begins with developing
 

an awareness of nne's native culture, personal values, norms and
 

subconscious reasons for routine actions. Then, there is the need for
 

194 iartin, op.cit., p. 41.
 
19 71bid.
 

198Kalevo Oberg, "Culture Shock and the Problem of Adjustment
 

to New Cultural Environment., Papers in Applied Anthropology (Rio de
 
Janeiro: USOM, 1957) pp. 92-99.
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a simple method of understanding other countries. This is a preservice 

orientation task. 

Language 

The pervading fiber of culture is communication, and the broad 

core of communication is language. Without the capability of direct
 

conversation, the development of empathy and easy rapport between members 

of widely differing cultures seems remote. Even to make a sincere effort
 

to learn the host's language breeds empathy. This is an exercise in 

which the host official can be clearly superior in a helpful role. It 

dispels the feeling of inequality and paves the way for profitable 

exchange in technical assistance. 

The use of interpreters is far from satisfactory communication. 

Those who possess a technical, action vocabulary are rare. In many 

countries, interpreters come from the clerical class, and since the 

chances are they are overpaid by the donor agency, they may be resented
 

by host government officials. Since they are employed by a foreign
 

entity they are suspect. Finally, if they become proficient, interpreters 

tend to usurp the roles of the foreign advisors by giving advice to their 

countrymen in areas beyond their competence. 

There can be no easy solution, because the many cultural references 

that supplement language in communication, and because technical assistance 

personnel move so frequently. But as an approach, the study of languages 

is recommended. This should begin, if possible, with, an intensive course 

Fjr4
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in the prevailing language of the country or location before arriving
 

for 	the first assignment. After arriving at his post of duty the advisor 

should continue language drills until he has achieved professional 

conversational proficiency. In the course of a career, of studying
 

languages they tend to become cumulative and easier to learn. 

Program 

Technical assistance personnel destined for service at far-flung 

locations need the Agency's official program orientation, perhaps more 

than any other group. Herbert Simon and colleagues summed up the need 

as follows: 

"Training 'internalizes' the organization's influence. It 
changes the person in such a way that he will act as desired 
by his own motivation rather than by the stimulus of moment
by-moment instructions ............................... 
............... . ....... ............................
 

"The 	 function of training, both pre-entry and post-entry, is 
to make organization members more effective in promoting the
 
organizations goals. To promote the goal, organization members 
need certain personal 'tools' or abilities which training
 
provides. 

1. 	 They need the particular manual or physical skills
 
required to promote the goal.
 

2. 	 They need to understand and accept the values that the 
organization is promoting--such as its goal and the 
value of efficiency. 

3. They need the knowledge, the factual premises of decision, 
to select those means or actions that will best accomplish
 
the 	goal within the value framework supplied them by the 
organization.1 9 9 , 

199Herbert A. Simon, Donald W. Smithburg and Victor A. Thompson,
 
Public Administration, (New York: Alfred A. Kncpf, 1961), p. 367.
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AID technical assistance personnel require special indoctrination
 

and training to manage its program documentation and reporting system. 

These procedures are sufficiently complicated to demand practice training 

under the supervision of persons thoroughly familiar with the system.
 

Whether this can be accomplished best in a pre-service orientation 

program or in field training has not been determined. The latter 

approach seems the more desirable.
 

Technical Orientation
 

Agricultural advisors need orientation which adapts their basic 

and applied skills to, generally, tropical agriculture. There has been 

a tendency observed among agricultural experts from the developed 

countries to ignore tropical crops and thus overemphasize crops grown 

in the Temperate Zones. This can be overcome by providing brief 

orientation and skill training in the propagation and culture of the 

major tropical crops.20 0
 

2 0 0The spontaneous ctmments from 12 out of 40 agricultural advisors 

Swho received 16 weeks (half days) of technical adaptation training at the 
University of Florida, 1966-1967, indicated -that the training was successful 
in preparing the technician to deal with the improvement of production
 
of'previously unknown crops, including citrus, banana, cassava, taro 
and rice (studied at the International Rice Research Institute, Los Banos,
 
Philippines). One informant reported that he was able to provide
 
effective assistance to Vietnamese farmers in growing bananas, rice,
 
vegetables and swine on garbage, as well as help with improving
 
irrigation and fertilization--all of whictwere covered in his preservice
 
training--but he did not assist with tea clture or duck production,
 
two prominent activities in his area of assignment 5which were not
 
treated in his preservice orientation.
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This training should be done by universities that have tropical 

agricultural programs.
 

Professional Development
 

Until the drive for budget reduction in 1968, at least, AID had 

a comprehensive career development program. This began with three weeks 

preservice orientation and up to 16 weeks of language training. Technical 

personnel destined for service in East Asia were provided political and 

technical orientation, as well.
 

Every AID mission receives the current release of publications
 

by the U.S. Department of Agriculture. On the other hand, mission
 

personnel generally do not have access to good libraries. They tend
 

to be isolated from their colleagues in their institutional disciplines, 

although AID-does finance their travel to professional society meetings,
 

especially when such trips can be worked in with home leave.
 

The Agency has fostered a formal career development program9
 

which includes correspondence courses, mid-career executive training
 

and sabbatical training. In additiona program has been encouraged 

in which AID and the universities would exchange personnel on sabbatical. 

Such an exchange was successfully initiated at the University of Florida 

in 1967.201
 

201 The University requested AID Agronomy Advisor James M. Dempsey
 
to teach a course in hard fibers. After this he spent several months 
doing research at the U.S. Department of Agriculture for a book on the 
subject, which was to be published by AID.
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in summary, in spite of the overwhelming professional requirements
 

of technical assistance advisors, it appears that AID employees, at
 

least, can go a long viay toward keeping up with development progress.
 



CHAPTER X
 

CONCLUSION
 

This has been a study of the administration of bilateral technical 

assistance, extending from the enabling act to the village meeting. The
 

study was initiated to produce a concluding document for the preliminary
 

reports of the Maxwell School Technical Assistance Research Project,
 

which ran from June 1963 to December 1966. The study was enlarged to
 

4incorporate contemporary researctwhiih has since been published or 

made availabi reliminaiy form, as'well as the author s.observations 

accumulated oterveeyen :years service with ICA AND AID, during which, 

data on technical assist were systematic'' 'ydllected. 

The,present study exceeded c "'ent of the PIO/T in 

the-.treatment of the role of th tec ea-sistaagadvisor, Chapter
" y - oto h 

III, and central organization, Chapter VIII. It fP&-'btrt of the 

implied goal of a manual useful to technicl assistanN'admnistrators 

and programmers, universally. Although parts of Chapters II,1 I, V, 

VI, VII and IX have universal applicability, this studoy otved as a 

- e
prescriptive document addressdd> ;Tbilateral techt istance. 

Further independent studies ar. " cultir 

assistance programs carried a anizations' nonsecular 

organizations and foundations'. e differences in interests 

and objectives among these groups- "dtt- teral programs. 
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Recomendations
 

1. Legislation. U.S. aid administrators have long urged Congress
 

to recognize the long range nature of development and thus permit long
 

range programning of technical assistance. This would likely increase 

the efficiency and effectiveness of the program, both materially and
 

politically.
 

It would be to the advantage of the U.S. Government, as well as 

the cooperating recipient countries, for the United States to administer 

all of its technical assistance efforts through a single agency. This 

would make possible the development an maintenance of unifitd purpose, 

doctrine and appi'oach, which is not possible to achieve through multiple
 

autonomous agencies. A single program would result in maximum adminis

trative efficiency, with minimum dol-a outiay49• pd the greatest 

202 , .

representation efficiency. 

2. Organization by process. Technical assistance should be 

recognized by the headquarters organization as a development aid process,
 

and centr4Ls'organizational arrangements should be made to provide 

O technically oriented administration of this process. 

3. Personnel for technical assistance. It has buen argued in 

this report that technical as3'ixtance is :a long range process and that 

the requirement will continue for a .1png'time. The employers of technical
 

202Iversen recommended theincorporation of the Peace Corps in
 
AID, op.cit., pp. 192-193. 
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assistance personnel should be concerned with employing highly competent 

people, developing in them the extra requirements for their new roles, 

and keeping them professionally current and on the job as long as the 

need persists. The Herter Committee recommendation should be expanded 

to include in Foreign Service career ranks technical assistance personnel 

through the branch chief level. 2 0 3 

4. Balanced team. The balanced team approach to technical 

assistance should be readopted. The argument that it does not provide 

flexibility is an indictment of the management of the system and not 

of the system itself. The balance can be flexible. 

5. University roles. U.S. universities nave been engaged in 

institution building activities under U.S. Government sponsorship since 

1951. This role should be continued where multiple-member teams are 

required over lengthy periods.
 

The task of providinj'reservice technical adaptation training 

should be contracted to universities.
 

The practice of cotltr&cting with qualified universities to
 

*provide technical backstopping for AID mission agricultural programs 

is recommended.
 

6. Program. The long range interests and objectives which the 

United States may hold for each low income country should be formulated 

to serve as guidelines for current programming. The present AID programming 

system for non-capital projects fits the long range approach.
 

2 0 3Committee on Foreign Affairs Personnel, p.cit., pp. l4, 118. 



127 

7. Future studies. Future studies of this nature should be 

done as in-house exercises, with the use of outside consultants where 

appropriate.204 The reorganization study of the U.S. Public Health 

Service, 1959-1960, is an example.205 Improvement through evaluation 

is a learning process which can take place in the evaluation study. 

2 0This conclusion was voiced by Professor Lindeman. 
Interview, Opo cit.
 

20 5 Edith Carter, The Reorganization of the Public Health Service,
Inter-University Case Program No. 89 (Indianapolis. Bobbs4errill, 1965). 
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5 WO"K SHEET r ISSUANCE PAGE 1 OF 6 PAGES 
I . COOPERAT;NO COUNTRY 2. PIO NUMBER 

AID -2) PROJECT IMPLEMENTATION ORDER WORLD-WIDE 946-Z-99.SL 9_OTo0100 

Technical Serviceq. 3. PROJECT TITLE The Aministraticn of T ecbicl 
AGENY FO Assistance Programs, with Special Reference toINTRNATONA 


PIOIT AGENCY O NTENATIONAl DEVELOPMENT Technical Assistance in Agriculture
 
UNITED STATES OF AMERICA p 

4. APPROPRIATION SYMBOL 5. ALLOTMENT SYMBOL A CHARIE 6. OBLIGATION STATUS 7. 

1354-O7-099-54-69-31 0 AOMINISTRATIVE RESERVATION ORI,,AL
 
T2-l131004 JO AIDIW 0 uSAID 0 OBLIGATION 0 5UD OBLIGATION AMENDMENT NO
 

6. NUMBER OFTECHNICIANS 9. DESIRED EFFECTIVE PERIOD to. DURATION (MONTHS) 

FROM, May 15, 1963 OF SERVICES, 30 
See Contract To. June 0. i96, OF FINANCING,- 0 

I. TYPE.:OF'ACTION IMPLEMENTING- AGENT 

(A) AID-CONTRACT (C) COUNTRY CONTRACT ATT/W 

(B) SERVICE -AGREEMENT (0) OTHER 

FINANCING PREVIOUS INCREASE DECREASE TOTAL TO DATE(A) (B) (C) (0) 

13. COOP " 5'0 

-COUNTRY 

,," . ? (,S"OMLIeMENTIN:ADINT ..'"~'U I'" 

T- k " .htrtt -shoal use its best efforts to conduct research for 
SiimprdVemnt Of the administration of technical assistnOe, Xith. 

'Sts-tet"'ea t -indirect expenditure on thnia. sta . The 
1. .~ pN~tw )0 the research project wifll be to appraise current 

".' USAID REFERENCES radt ,Iin the sadiistration of technical 'ssistace by AIDon other 
4-.sel1ected. &oup Off recipi31Ett countries in vrde. to 

)-t .... -. s vkes and to reC- c -."",'.. togb:_,g"' "li , sea ommend g...-
t -cv~lnbatlvtth AD~ iTivo el it is--&xpected tbat the flexaCh 

(See Cont>vllon Pageip) 
I-, SPE IFR- -VISIONS 

,A. is ttoIO/T.is*>fl4 AID contxaucting regulations. 
" , _ico.l"ZT- : -- 1a( .ocf,9-. authorized by AID/W:, or When hir is 

i"FOR THCOOPEATWG COUNTRY'- . . . FOR THE Aib DATECTO. 

The term end conditlons-set fOnh herein are --- - -- -" 

hereby accepted... t 

ttjT~-: -4~--s itS 'tSIQATVRE 

. . ., "- . .t 

n.'j-Z
"£-tx-. 
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[ WORK SHEET U ISSUANCE PAGE a 

ICA-12-IA PRQJECT IMPLEMENTATION ORDER COUNTRY I.cooPEATG2.PlO NUMBER 

Technical Services WQRT,,wi," 
Scope of Work 3. PROJECT TITLE The Mninistrti .of' TCdbnfral 

AGENCY FOR -INTER4TIONAL Assistance Programs, with specIalffteence to 
DfEVEOPMENT Teehnical Assistance in Agriculture

UNITED STATES OF AMERICA 
I. 	 SCOPE OF TECHNICAL SERVICES (Including local reaultmsnt, protwennt & fraining);

As -som .as practicable after the effective date of this "tgrcexnt . the 
Cmtrar. (a imiversity exparience& in technical assistance research) -sha&l 
supply the. ecspas persownel, equipaent, supplies, and do all other things 
necessary to %=aoxertthis project. To realize the objectivs of this project 
the contn .s .halluse a .oinatitn of research uethyds designed " get thw 
best possibli r isus f rt both brosd coverage of my donor agencies an rei~ient 
countries, a.frft sttdies in depth of a selected fey. 

-. t- toAtrnttor vtLrL memi carefully 	 tested ulqstiomnaires- struictured and 
to e thirty -r ;Dgty recipient countries seleeteA to give- a fair sampla ct 

.. , recllnts *f large technical assistncte progrtx in agricul
tnratvt ttoM~ C external. aidi to them,

.aa fyltie.y aacmee in techniques -of pbmcadmd u 
"d& 4te Eut * hich iuar elatively backward 

9nwP basis et pripr Thvestigations are believed to have ]t4 
--' dfblii- e iasisistance program in agriculture, aid ther count ies whi& 

E* b~3nvt t hare1bad il success wth their program; andl 

Se-e Cot'4-ua Page 5) 
"
 

....'-.J NACIK -' 	 COOPERATING ,COUNTRY FINANCING 

17.: ScOFor- ACCESS$Oift% P,'V- ocwemit and troIilng outside cooperalng country):'1 r(| 

3..  &w1S~a, Wr-aa ana ineltental 

'I 

BI 
 -

. ... . ." 	 . .
 
PROCU."EbwHT' TRAINING
 

AMitFIIIANCINO
 

C'C'FINANCINHG .. 2". 	 Non 

IS0.TECHNICIANS(ubA4d3eet fusgn-t) 
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The Administration of Technical Assis
tance Programs, with Special Reference
 
to Technical Assistance in Agriculture
 

BLOCK i4. Tnstructions to Implementing Agent (Conttd) 

process and results will be directed in particular towards United States
 
problems in this field. Special emphasis will be given to technical assistance 
in agriculture. Agriculture has been chosen because it is dominant in the 
technical assistance programs of AID, of the UIN (through the Food and 
Agriculture Organization), Foundations, and of other donors. Also, the broad
 
range of technical assistance in agriculture offers an insight into many other
 
substantive areas and thus adds to the possibility of generalized conclusions 
as 	to the effect f administration in the fields, for example, of education
 
(extension services), or of monetary management (agricultural credit). However,
 
given a 'principal focus on agriculture, it is expectedthat'3ther fields will be 
investigate&i if necessary to test the proposition that conclusions can be
 
generalized..
 

0 	 The major fields of research would be as follows: 

'k. Witirespeot to administration per se: 

' I. The" means of de6iding on acceptable technical assistance 
programs and prbjets,-with' emphasis on their nature, scope, and structure, and 
on-theirelaton to' bther development programs. 

'
 . . :The review process in the recipient countries and in the-donor
 r . -a gencies, Inbiilit"g-coordination'of projects in different substantive fietds and
 

'of-.similar 1rjects sponsored by 'different-agencies.
 

-3 " '"Thetrrangemelts for institution building. 

L 	 : . '4.. Selection, recruiting, and employment conditions for technical 
assistance personnel, and for participants (or trainees). 

0 b. Amiistrative arragements for certain functional fields (to test 
the.hypothels. thet. the' itit of resistance to change can vary from field-to field 

an :hat admiatzrtive.eorrections can also vary): 

crpping., , . ,z' Up,-ta-de edbniques (tested seed, use of fertilizer, double 

' ... .,' Trigation and drainage 

,7e• c l ... " .i segrch-eucation, and extension work 

5.- jnad tenure reform and taxation 

g'6.Arcultural credit
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The Administration of Technical Assis
tance Frograms, with Sepcial Reference 
to Technical Assistance in Agriculture
 

The major questions to be explored are as follows:
 

a. What arrangements exist to spread the consequence to technical 
assistance projects so that the relatively short term efforts of American 
(and other) technical assistance experts can be institutionalized in recipient 
countries? -Underwhat circumstances are these arrangements most effective? 

b. What arrangements exist to relate technical assistance efforts to 
the recipient country's broad development aspirations? 

t c. I view of the many sources of technical assistance, what arrange- ' 
ments exist (a) among donors, and (b) in recipient countries to minimize dupli
cation and to maximize cooperative effort? 

d, What are the problems with respect to the selection, recruitment, and 
training of technical assistance personnel, participants, and trainees? What 
remdies appear to be feasible? 

BLOCK 16. Scorot o Technical Services, ect. (Cont'd) 

4. Represent a good geographical distribution among major recipient 
areas of the world. 

The Contractor Vill also send differently structured questionnaires to 
representatives of donor agencies in the same countries (e.g., to the AI) Mission 
Direetors, the-FA0Focal representatives or to the UN Resident Representative, 
etc.), and to individual technical assistance experts. 

Each Questionnaire will be tailored to the respondent's specific 
situation as nearly as possible. 

fblaX4l Soontraotor vlll send similarly structured and tailored question
naries to hea dIaarsv.orf all -identifiable donor agencies whose activrities in the 

field.of agricultural technical assistance are considered to be significant. 
(Tb,- Technical Assistance- Informtion Clearing House lists 138 overseas missions 

-in the fiel&. f'r agriculttre supported by U. S. volunteer and non-prof it agencies.) 
'This 'WilI inalude, the regional headquarters of FAO. 

e. T the detent Iosaible the Contractor will follow up the question
naires by inter~iej in depth and by supplementary questionnaires. 

d.. aVcral- recipieit countries (eight to ten) and the major donor 
ageneies 'wfltbc leeted for intensive study of administrative arrangements and 
the substantive rtsults of technical assistance in agriculture. The countries 
will ba ehoaen.4n conideration of the factors of the importance of their agricul
tural develoym 4t to U, S. objectives, the geographical distribution, and the 
ilml4lhood-tht (vwith,the aid of questionnaire returns) the results of intensive 

http:ehoaen.4n
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The Administration of Technical Assis
tance Programs, with pecial Reference 
to Technical Assistance in Agriculture 

study can be generalized to other countries. The donor agencies will include,
 
among others, AID, FAO, the UN Technical Assistance Board and the Special 
Fund, the European Economic Community, the technical assistance agencies of 
two or more European countries, and the large American foundations (Ford, 
Rockefeller, .and Carnegie). 

e. All questionnaires, interviews, and intensive studies will be, 
designed to svance previous and concurrent research in this and related fields. 

ft. AIDii].]l appoint an internal Consultative Committee drawn from 
AID, the flepar4min-f Agriculture, and other interested U. S. Government agencies 
so as to privide, itinuus liaison and guidance as the research pttern develops. 
Insaditin,.th- otraCn will appoint a Project Advisory Group drawn fromits dwn-staff e.from butside eperts in the field Of technical Assistance 
administration... Both-the Consultative Committee and the Advisory Group will 
asbis't the 'Coutra-tar in selecting the countries and donor agencies for broad 
stud, through 4ue tnonnirds' and Ihose to be covered by more intensive study. 

".- g. Rsarch. results will be made known by the Contractor to AID 
inmtbe-for% a numnbe ot interim reports and a final report. The content and 
tiing 6t the' rd#orts will depend oA the inflow of research results. To the ex
tent 'cbnsiAnte-t -athtdund research procedure priority as to the subject matter 
of -ifterireprts2will be assigned in accordance with AID requirements ,as 

* 	 ,ru" the internal Consultative Committee. It is expected that the 
flw'-af ter r4.n. 9will start within six months of the initiation of the 
-prj Oct 

0., 

% 

- S * -,% 

http:aditin,.th
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APPENLIX B 

CONTRACT BETWEEN THE UNITED STATES OF AMERICA AND SYRACUSE UNIVERSITY 
CONTRACT NO. AID/csd-289 (ABRIDGED) JUNE 27, 1963 



Crtrac-t No. AD/csd-289 

37-,ICE"TIM ETFE A TRIUE COPY 

UNIT=, ST-L'S OF rBY B " ,7/ 
EWfie D. "- yd 

AYID this 27th day of 

SYRACUSE UNIVERSIPY 
June 1965 

PIO/T 948-Z-99-SL-9-0700100
 

THIS CONTRACT, is made and entered into between the Goverment 

of the United States of America, acting through the Agency for International
 

*Development (hereinafter referred to as "A.I.D") represented by the Con

tracting Officer executing this contract and Syracuse University (hereinafter 

referred to as the "Contracmor") an educational institution chartered by the
 

State of New York, with its principal office in the city of Syracuse, New York.
 

WITINESSETH THAT:
 

WHEREAS, A.I.D. needs: i) certain information on administrative methods
 

which various governmental, international, and non-governmental donor agencies
 

are using in providing technical assistance; (ii) inlformation on administrative
 

methods recipient governments, agencies 4nd institutions have for utilizing
 

technical assistance; (iii) analysis of the relative merits of the different
 

methods being used by donor and recipient governments or agencies; (iv) 

recommendations for improving the administration of technical assistance by 

A.I.D., donor agencies with which A.I.D. cooperates, and cooperating recipient 

countries. 

WiTFLAS, the Contractor, primarily through its facility, The Maxell 

Graduate School of Citizenship and Public Affairs, represents that it is 



culifiedto nerform th-e work and. services required by A.Z.; erA is vi' 4 :' 

:o unerzake and oerfoa such worK and services on a cost reincoursable basis; 

UIJiE=A.S, this negoiatee contract is authorized by and executed under 

the authorlty of the Foreign Assistance Act of 1961, as amended, and Executive 

Order 	10784. 

NQO t, T1REOF, the parties nereto agree as follows: 

ARTICLE I - SCOPE 0? & : SB...C-Z 

A, The Contractor agrees zo use its technical resources'and experience 

to conduct a research pro.ect, for zhe improvement of technical assistance 

programrnirg, des and review o-' technical assistance projects, institution 

building arrargements, and technical assistance crsonnel practices (including 

participants), w.n cu- e-q:asis on "- -c assistance in agri

culture, such improvement being a means oas 	 the effeciveness 

of the Goverrment of he Unitet States direc- and indirect exenditures on, 
technical assistance. 2*.- rincina objec;tve of the stur, will be to cp 

and anraise current ..... i -ne administration of technical assistance 

by A.I.D. and other donors of a selected group of recipient countries in order 

t6 determine stren ts ar.d -weaknesses, and to recommend changes. 

B. The research project will be conducted accordinZ to a work plan a 

outlined in Appendix B, "0oeration a Plan, attaced hereto and made a part. 
hereof. As an introduction to the work plan in A-nendx B there is included 

a statement o- the probcm and a more detailed outline of the Proect c'becCe's. 

The work -lan as outlined in Appendix B shall be subject to review, and 



rcxtszun from time to time as considered necessaxy by A.L.D. and the 

ContrazCor. 

"R'TICLE i - CO iTIONS GOWrTN,G CKE LkTI0IPS 

A. 	It is understood that the work periormed in connection with this
 

zesezrch project is an integral part of the UidIted States Foreign Assistance 

Program and will be performed under the Technical supervision of the Director, 

Ariculture Service of the Office of Human Resources and Social Development 

of A.Z.D. Washington. The Contractor will be responsible for all professional 

and technical details of the contract and shall keep A.I.D. Washington and the 

US AID Directors in cooperating countries currently informed of the progress 

. of the study. 

B. Activities under this c6ntract shall be &overned by the following 

Appendices which are attached hereto and mnde a part hereof: 

Appendix A, "Standard Provisions"; Appendix B, "Operational Plan"; 

Appendix C, "Approved Budget"; and Appendix D, "Special Provisions". 

ARTICLE III - FINANCING 

A. The Contractor shall be reimbursed for costs incurred by it in 

performing services hereunder in accordance with the applicable provisions 

of Appendix A and Appendix D, subject to the following limitations: 

1. 	 Total A.I.D. commitments under this con

tract, subject to limitations expressed 

in Appendix C. $355,4753 

Total 	 $355475 

2. 	 Advance of funds 
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Contract No. AID-289
 

COITRACT BETWEEN THE UNITED STATES OF ANERICA
 
AND 

SYRACUSE UNIVERSITY
 

Date of Plan: June, 1963
 

Appendix B . Operational Plan
 

Introduction
 

The United States has been engaged in providing technical assistance
 

to less developed countries since before the Second World War, and on a
 

I. 


* massive scale since the enunciation of President Truman's Point IV in his 

inaugural speech in January of 1949. The purposeful transfer of technology 

of "know-how"- among nations is a major way in which the more industrialized 

countries can contribute to the advancement of other countries. The process 

of transferring knowledge is not new; it has been going on haphazardly for 

centuries. The new feature is that in recent years there has been for the 

first time a major attempt by governments and by multilateral organizations 

to transfer technology on a systematic basis. The United States AoI.D. 

program is a major part of this systematic process, but there are other parts 

in which the United States has a very deep interest: the programs of the 

United Nations and its specialized agencies (which roughly equal the technical 

assistance efforts of the United States in terms of manpower, and to which the 

United States contributes 40 per cent of the cost); the programs of the 

Columbo Plan, in which the United States participates; the programs of the
 

European Economic Community and of the Organization of American States; the
 



bilateral programs of a number of European countries and Japan which the 

Development Assistance Committee of the OECD is trying to coordinate with 

U. S. support; and many privately sponsored programs, especially those of 

the large foundations such as Ford, Rockefeller, and Carnegie. Without 

doubt 	these programs have succeeded in transferring a considerable body of
 

knowledge and skills from the more developed countries to the less developed 

countries, and with highly beneficial results. 

II. 	 The Problem
 

Despite the demonstrated success of most of these programs it is
 

generally agreed by qualified practitioners and observers of technical 

assistance operations that there is considerable room for improvement in 

the sense of getting more effective results from the amount of manpower and 

money that it put into the effort. It is also apparent that some of the 

programs have proven to be more successful than others. There are clear 

indications that many of the major impediments to optimum results from 

technical assistance programs are basically administrative and that the 

differences in effectiveness of programs can often be traced to different 

administrative practices. The word "administrative" is used here in a broad 

sense. It encompasses all major administrative policies and actions affectin, 

programming and implementation of technical assistance, whether these occur 

at A.I.D. headquarters (or the headquarters of other donors), at field officc 

in arrangements between or among donor agencies and countries at headquarters 

or in 	 the field, or at various government levels in recipient couitries. Too 

often 	the administrative policies and actions have been counter-productive lo 

the purposes of technical assistance. Also, among the governmental and 



multilateral agencies involved, some of the administrative policies and actions 

have been inconsistent. The time is propitious to examine the administrative
 

methods and techniques of technical assistance programs of a variety of 

agencies to evaluate the reasons for success or failure and to identify future 

improvements. 

III. Objectives 

A. The Contractor will use its best efforts to conduct research for the 

improvement of the administration of technical assistance, with particular 

emphasis on the administration of technical assistance in agriculture, such 

*improvement being a means towards increasing the effectiveness of United 

States direct and indirect expenditure on technical assistance. The principal 

objective of the research project will be to appraise current practices in 

the administration of technical assistance by A.I.D. and other donors and by a 

selected group of recipient countries in order to determine strengths and 

weaknesses, and to recommend changes. Through collaboration with A.I.D. 

personnel it is expected that the research process and results will be directed 

in particular towards United States problems in this field. Special emphasis 

will be given to technical assistance in agriculture. Agriculture has been 

chosen because it is dominant in the technical assistance programs of AoI.D., 

of the UN (through the Food and Agriculture Organization), Foundations, 

of other donors. Also, the broad range of technical assistance in agriculture 

offers an insight into many other substantive areas and thus adds to the 

possibility of generalized conclusions as to the effect of different admini

strative practices in the fields, for example, of education (extension services), 

or of monetary management (agricultural credit). However, given a principal 

B- 3 



focus on agriculture, it is expected that other fields will be investigated 

if necessary to test the proposition that conclusions can be generalized. 

B. The major fields of research will be as follows: 

1. With respect to administration per se:
 

a. The various techniques and criteria used in deciding on
 

acceptable technical assistance programs and projects, with emphasis on their 

nature, scope, and structure of the programs. 

b. The project review process in the recipient countries and 

in the donor agencies, including examination of the means used to coordinate 

projects in different substantive fields and similar projects dponsored by 

different agencies.
 

c. The different kinds of arrangements provided for institution
 

building.
 

d. Selection, recruiting, and employment conditions for 

technical assistance personnel, and for participants (or trainees). 

2. With respect to administrative arrangements for specific forms 

of technical assistance (to provide information about and test the hypothesis 

that the quality of resistance to change can vary from field to field, and 

that administrative corrections can be adapted to help overcome that resistance) 

including:
 

a. Introduction of up-to-date techniques (tested seed, use of
 

fertilizer, double cropping, etc.)
 

b. Irrigation and drainage 

c. Research, education, and extension work
 

d. Training Centers 

B- 4 



e. Land tenure reform and -axation 

f. Agricultural credit 

C. The major questions to be explored axe: 

1. What arrangements exist to spread the consequence of technical 

assistance projects so that the relatively short term efforts of American 

(and other) technical assistance experts can be institutionalized in recipient 

countries? Under what circumstances are these arrangements most effective? 

2. What arrangements exist to relate technical assistance efforts 

to the recipient country's broad development aspirations? 

3. In view of the many sources of technical assistance, what 

arrangements exist (i) among donors, and (ii) in recipient countries to 

minimize duplication and to maximize cooperative effort? 

4. What are the problems with respect to the selection, recruit

ment, and training of technical assistance personnel, participants, and 

trainees7 What remedies appear to be feasible? 

IV. Work Plan 

As soon as practicable after the effective date of this agreement, 

the Contractor will supply the necessary personnel, equipment, supplies, 

and do all other things necessary to implement this project. To realize the
 

objectives of this project the Contractor will use a combination of research
 

methods designed to get the best possible results (from both broad coverage 

of many donor agencies and recipient countries, and from studies in depth of 

a selected few. 

B- 5
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ORGANIZATION OF THE MAXWELL SCHOOL TECHNICAL ASSISTANCE RESEARCH PROJECT 
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APPENDIX D 

SUMMARY OF OBJECTIVES OF THE MAXWELL SCHOOL TECHNICAL ASSISTANCE 
RESEARCH PROJECT 



August 16, 1965 

SMEAiRY OF OB-ECTI(VES 

Maxzuell School Technical Pesnc~j~ 

1o The purpose of this project is to examine the administration of 

technical assistance, with special reference to agriculture, and 

to recommend such changes as may be needed. 

2. The project began officially in late June, 1963. It became oper
ti ational in October of 1963. It ends in January, 1966. Research 

40 results are not yet thoroughly analyzed or collated. 

3. In the U.S. and abroad we have had interviews with more than 1500 

people experienced in scme aspect of technical assistance The 

field work has been concentrated in Colombia, Peru, Nigeria, Kenya, 

Iran, Pakistan, Thailand, and the Philippines. We have also, of 

course, used available file material in AID and in the headquarters 

of other donor agencies. 

i. In the course of our research we have, as much as possible, used 

an inter-disciplinary approach, There have been 25 people involved 

0 in the project for varying periods of time. Sixteen of them are at 

the senior staff level (many of whom had extensive experience in under

developed countries). Nine were graduate students, vhose participation 

in the project created an interest for them in the administration of 

technical assistance. Professional fields represented are political 

science, economics, public administration, sociology, and cultural 

anthropology. 

.47
 



APPENDIX E
 

MAXWELL SCHOOL TECHNICAL ASSISTANCE RESEARCH PROJECT FIELD INVESTIGATORS 
AND COUNTRIES VISITED 



I 

I APPE1DUX 

The Syracuse University Staff vieited the following countries: 

Philippines
 

IThailand 
Pakistan 

Iran
 

Kenya
 

Nigeria
 

Chile VblA) 

Colombia
 

France (UXSCO) 

Gutemala (ROCAP) 

Italy (FAO)
 

Peru 

Switzerland
 

United Kingdom (DTC) 

Participants from Syracuse University were:
 

Richard L. Duncan
 

Albert Gorvine 

Robert Iversen
 

John tasks
 

John Lindeman
 

Mildred Martin
 

Neville Miller
 

Hanouchehr Safa-lsfahani 

Irving S!werdlow 



APPENDIX F
 

MAXWELL SCHOOL TECHNICAL ASSISTANCE RESEARCH PROJECT
 
PRELIMINARY REPORTS
 



August 18, 1965
 

Maxwell School Technical Assistance Project
 

PROGRA ,MED REPORTS AND RLESEARCH ACTIITIES. 

I. 	Reports:
 

a) Staff, "Final General Report ad Recommendations".*
 

b) 	Richard L. Duncan, "The Programming of Technical Assistance". 

c) 	 Roscoe Martin and Mildred Martin, "Technical Assistance in 
the Field". 

d) 	Robert W. Iversen, "Personnel for Technical Assistance".
 

e) 	John Lindeman, "U.S. Technical Assistance in PerspectiveQ}'
 
-w 

f) Robert J. Shafer and Others, "Joint Operations in Techfnial
 
Assistance". 	 ,
 

II. 	Working Papers:
 

g) George Adler, "Careers in Technical Assistance".
 

h) 	John Lindeman and John Kubert, "The Magnitude and Complexity
 
of Technical Assistance".
 

i) 	John White, "The Organization -of United Nations Technical 
Assistance". 

j) 	John White, "Analysis of Questionnaire Returns from United
 
Nations Resident Representatives on Technical Assistance
 
Administration in Their Countries".
 

k) 	Sidney C. Sufrin, "Technical Administration: A Problem
 
in Management.
 

1) 	Donn Hart, "The Organization, Administration, Training Programs,
 
and Dissemination of Modern Agricultural and Commnity Develop
ment Technology in a Bisayan Municipality, Philippines".
 

1fDoes not include internal memoranda and systemization of data.
 

*Not Completed.
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m) 	Albert Gorvine, "The University of Nebraska Project at
 
Ataturk IUniversity: A Case Study in the Administration of
 
a University Technical Assistance Project".
 

n) 	Albert Gorvine, "The Revelle Rteport: A Case Study in the
 
Administration of Technical Assistance".
 

o) 	John Kubert, "The Administration of Technical Assistance:
 
A Comparative Study of Administration of Bilateral Techni
cal Assistance Programs of Fifteen Foreign Countries".
 

p) 	George Adler, "The Scope of Technical Assistance in
 
Agriculture". 

q) 	Jerry Minor,,"Rural Education in Underdeveloped Countries:
 
The Role of Technical Assistance".
 

i ) 	Manoucher Safa-Isfahani, "Community Development and
 
Agricultural Extension".
 

a) Robert W.' Gregg, "Decentralization and the United Nations
 
Regional Economic Commissions".
 

t) Staff, "The Organization of United Nations Technical
 

Assistance".
 

u) 	Staff, "The Magnitude and Complexity of Technical Assistance".
 

v) 	John Lindeman, "Preliminary /FinaI Report to AID on the
 
Administration of Technical'issistance, With Special
 
Reference to Agriculture.**
 

**A discussion paper.
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MEMORANDUM FROM THE MAXLELL SCHOOL TECHNICAL ASSISTANCE RESEARCH PROJECT 
DIRECTOR TO PROJECT PARTICIPANTS -- SUBJECT; FINAL REPORT 



TO: Technical Assistance Project Participants April 20, 1966 

FlO: John Lindeman, Project Director K& 

-"SUBJECT: Final Report to AID 


The various pieces of our AID technical assistance research pro

ject have been pulled together and sorted out, and I am now ready to proceed
 
with drafting the Final Report.
 

This memo is for the purpose of summarizing where we stand. Since
 
it is based on our many discussions, there will be little in it that will
 
be new to you, but I want to make sure that we are in at least general
 
agreement.
 

1. 'e have decded that the M1oer of the Final or 

ral~a gggjg= _JMJ jhj Al rg~3 discussi n 2 the iSuc 
tht we F . We have agreed that not many of these issues are novel.
 
This makes it difficult to inspire controversy and discussion within
 
the Agency: much of what we have to say is deja vu. Because of this 
we must be concerned especially about the potential "so what" reaction, 
and the reaction of "I've been saying that for a long time". 

2. We have also agreed that getting a canstyuctive reaction in AID
 
depends on AD attitudes, and upon an evaluation by responsible 41D
 
officials of the best way to "pitch" the Final Report so that it will
 
got high level consideration. I will undertake to get this evaluation
 
from AID officials before completing the Final Report.
 

3. Pending advice from AID as to the best way to achieve impact we
 
have decided tentatively that the Final Report should-be short (no
 
more than 50 pages) and to the point. This means that:
 

(A) Documentation and other evidences of a scholarly approach
 
should be minimized. There is enough such documentation etc. in
 
our Staff Reports and Working Papers.
 

(B) In line with the above the Final Report should neither be 
overwhelmed by conclusions and recommendations on special subjects 
investigated by individual project participants, nor should it be
 
diluted by a committee approach. With your advice, but not
 

i 
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necessarily with your consent, I will take full responsibility
 
for the form and content of the Final Report. You have absolu
tion; I tremble.
 

(C) In order to compress our several file cabinets into 50 pages,
 
we need an outline someubat as follows:
 

(i) A very brief statement of the purpose of the project, 
the methodology, and the relation of this report to the
 
masses of material we have acquired.
 
(i) Recommendations in brief (keyed to iii below). 
(iii) Reasons for recommendations (keyed to ii above).
 

(iv) Appendices sufficient to demonstrate that our research
 
has been in depth and that the content of the Final Repoit
 
has a solid base.
 

(D) Pinally, we have agreed that the alternative of a voluminous
 
and all inclusive Final Report would not have the desired impact
 
on AID, The fate of such reports is often that they are reasured
 
by avoirdupois and then put on.shelves. We want ours to be read.
 

If you have any comments I would appreciate them. I hope to talk
 
to some key people in Washington and T vill let you know the results so that
 
we can continue discussions until the final draft is completed for review.
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THE COUNTRY ASSISTANCE PROGRAM (CAP) SCOPE AND CONThT 
(M.O.1O23.3, 1962)
 

U. S. AGENCY FOR INTERNATIONAL DEVELOPMENT
 



ORDER NO. PAGE 

AGENCY FOR INTERNATIONAL DEVELOPMENT MANUAL . . I 1 
SUBJECT TRANS. LETTER NO. EFFECTIVE DATE 

The Country Assistance Program (CAP) 
Sen-lO., 
SUPERSEDES 

X-3 August 1,1962 

Scope and Content of the CAP 

The following procedural instructions indicate the kind and ;xtent of 
analysis which is required for each section of the CAP. Condensation, alter
ation or omissions are authorized by the Regional Assistant Administrator, 
althouga all of the topics and considerations outlined below are generally 
covered to the extent practicable. The USAID provides any additional data it 
believes contributes to effective program analysis and determination. 

A transmittal statement addressed to the AID Administrator and indica
ting the Ambassador's approval of the document is required. This statement 
includes whatever comments the Ambassador believes are desirable. 

I. Part I - Framework for AID Strategy 

This section is designed to set forth in concise form the U. S. purposes 
and country circumstances which call for the proposed long range assistance 
strategy and goals. Cross references to other documents are sometimes appro
priate but, where this is done, the substance is summarized in the CAP so that 
it is a self-contained document. 

A. 	Current U.S. Objectives and Policies
 

This section explores in broad terms the importance, the possibil
ities and the limits of using AID programs and collateral U.S. 
actions to achieve U.S. objectives. As such it provides a back
ground for the analysis of the current situation and trends and 
sets the framework for the more operational treatment in the Sec
tion on U.S. Assistance Strategy. 

Where an approved State Department Country Guidelines paper has 
been issued, it is the starting point for the discussion of U.S. 
objectives. The Country Team refines or elaborates upon the basic 
document to the extent necessary to provide a specific and detailed 
description of U.S. objectives affecting the AID program and the 
factors inhibiting or favoring their achievement. The CAP departs 
from these Country guidelines in some circumstances. Such cases 
are infrequent and usually limited to cases where the Country 
Team believes that the Country Guidelines have been superseded by 
events, and has initiated action through channels to develop 
revised-guidelines. Where a departure from these Guidelines is
being considered, the field first consults with Washington. 

Some of the major considerations treated in this section are: 

1. 	What are our long-term and short-term objectives in the 
country? Are there significant contradictions between them? 
If so, how should these -bebridgedi Are these differences 
likely to become more or less pronounced? 

AID--7 	 (4,1)GPO 920041 
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2. 	 To vhat extent do U.b. and country political and economic objec
tives and major' policies coincide? Can and should the U.S. assis
tance program play a significant role in further these objectives 
and policies? Can the assistance program serve as an important 
negotiating device for obtaining greater self-help efforts or 
other improved use of resources to accelerate economic and social 
development? How?
 

3. 	To what extent do U.S. political and economic objectives differ 
from the country's own objecbives and policies? Are these dif
ferences the result of basic ideological divergences? Historical 
or cultural factors? Personal views of leaders? Are they likely 
to be transient or of long duration? If current trends continue 
unchanged, are these differences likely to become more or less 
pronounced?
 

4. 	 Are the divergent objectives or policies of the country of suf
ficient importance to the U.S. that we should make a determined 
effort to moderate or change them? Adapt to them? Are these 
differences largely economic or political? Can AID programs 
significantly influence the country's policies and objectives? 
Are such changes likely to be durable ones? Is traditional 
diplomacy likely to be a jore effective instrument? What would 
be the result if the U.S. were to provide no assistance at all? 
How critical would these results be to major U.S. objectives in 
the area and world-wide? 

B. 	 Political and Social Situation and Trends 

This section identifies as precisely as possible the issues and 
forces in the political and social structure and processes which are 
of strategic importance for economic and social development. The
 
analysis describes not only current relationships and characteristics
 
but estimates the shifts and changes which will probably occur during 
the next three to five years. 

Among the factors to be considered are the following: 

1. 	 The major characteristics of the political and social structure, 
and the important cultural factors (e.g., attitudes, values, 
traditional relationships, etc.) which impede or assist develop
ment.
 

2. 	 The changes that are taking 'place which promote or threaten the 
development of reasonable political and social order and con
tinuity, and the factors that give rise to these changes. 

3. The key individuals or groups in the society who make or in
fluence development policy and action, and the nature of the 
the 	relationships between these groups and individuals. 

ALD.3-7A (7-55) 
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4. 	 The adequacy of the political and administrative institutions 
which are responsible for planning and carrying out the develop
ment effort.
 

A more detailed framework and specific questions to assist analysis
 
of social and political factors is given in Annex C of the Long
range Assistance Strategy (M.O. Subsection 1022). 

C. 	 Security Situation and Trends 

In those countries in which the United States is providing Military 
Assistance, or Supporting Assistance based upon military or internal 
security requirements, a statement regarding the current and anti
cipated security situation is required. This section is normally 
drafted by, or in cooperation with, the local Military Assistance 
Group or military attaches. In addition to commenting upon the 
nature of the security threat facing the country, the adequacy of 
local military forces and the role of U.S. military assistance, 
this statement also comments upon the relationship between develop
ment and security requirements as they affect the use of country 
resources as' well as U.S. assistance. Among other purposes, this 
serves as a basis for assessing internal defense programs where 
such are proposed. The CAP is consistent with the long-term MAP 
proposals or exlicitly explains any differences and indicates how 
the MA.P submission should be changed to reconcile them. 

D. 	 Economic Situation and Trends 

In this section, the Country Team analyzes, as comprehensively as. 
its resources and available data allow, the current economic situa
tion and estimated the changes which are likely to take place in 
the next three to five years. 

The 	 amount of quantitative detail provid d in this section depends 
upon the availability of reliable data and the extent to which 
economic factors are significant in determining program levels and 
content. The Regional Bureau indicates to each US AID in the indi
vidual country guidance the extent to which deviations from the 
standard comprehensive analysis is acceptable. 

The 	principal elements treated in this section are the following:' 

1. 	 The major characteristics of the economy are described: the 
availability of material and human resources; the adequacy of 
basic financial and distributive institutions; the level of
 
development of basic infrastructure. A comprehensive analysis
 
of gross national product is provided, broken oat to the extent
 
practicable, by sector and major compbnents within each sector.
 
The nature of private and government consumption, the charac
teristics of gross investment, and the pattern of international 
trade and balance of payments is also described. Fiscal, mone
tary and foreign exchange policies are described and evaluated. 
The country's ability to finance its own local development 

AIO-)-7 
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costs are carefully analyzed. Dependence on special comnodity, 
trade or financial arrangements is noted, as is the extent of or 
a need for regional economic cooperation. 

2. 	 The development plan or program of the host country is thoroughly 
analyzed, as well as the extent to which present or probable 
future economic policy supports the objectives of the development 
plan. If no explicit plan or program has been adopted, the 
analysis indicates what program is implicit in current or esti
mated future policies or actions.
 

3. 	The concluding portion of the economic analysis consists of pro
jections of the basic features of the economy for a period of up 
to five years. The C tables (see Annex A to this M. 0. for des
cription) provide the tabular format for this projection. Each 
table is accompanied by a statement which describes the assump
tions underlying these projections and the implications of the 
projections for the U.S. assistance program. Where the projec
tions are based on economic coefficients such as marginal rates 
of savings or taxation, capital-output ratios, etc., the basis 
for estimating these parameters and their magnitudes is given. 
Wherever possible, checks are made of the consistency of future 
projections against past performance. Care is taken to assess 
and 	indicate clearly the degree of reliability of data used in 
the analysis and included in the tables. In this analysis, par
ticular attent Lon is given to the identification of the amount
 
and kinds of external resource requirements. The assumptions 
made regarding the source and magnitude of non-U.S. external as
sistance is clearly stated.
 

More detailed instructions regarding the preparation of the various 

tables included in this section is found in Annex A to this M.O.
 

E. 	 Self-Help Trends 

-The self-help analysis is divided into two parts: (1) indicators
 

of economic progress and self-help, and (2) elements of pblitical
 
and social progress and self-help.
 

1. 	The former includes to the extent-practicable, the following:
 

a. 	Economic growth and productivity
 

b. 	Domestic savings
 

c. 	Government finance
 

d. 	Exports and imports
 

e. 	Secondary and higher education
 

f. 	Development planning and economic policies
 

g. 	Government administration
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2. Analysis of political and social progress and self-help includes: 

a. Land and income distribution
 

b. Taxation systems
 

c. Elementary and general education
 

d. Welfare programs 

e. Political organization and popular participation in national 
affairs.
 

Though quantitative indicatorb are used to the maximum practicable 
extent, the essence of the analysis is the Country Team's qualitative 
evaluation of the host country's self-help efforts. Most important 
is the evaluation of the observed trend in each self-help area in the 
light of the country's needs and its practical scope for action, and 
the evaluation of future prospects as a basis for explaining how the 
U.S. strategy can be used to enhance them. The S Table included in
Annex D of the LAS, M.0. 1022, should be filled out to the extent
 
feasible in reviewing indicators of economic self-help. 

II. Part II - U.S. Assistance Strategy 

Having considered the current political, economic, social, self-help, and 
security situations and assessed future trends, the next step is to propose a 
U.S. assistance strategy which will help to influence these trends in direc
tions which contribute to the achievement of U.S. objectives. This section is
 
intended to translate basic AID policy and its programming principles (M.0. 
Section 1000 and Subsection loll) into a specific strategy tailored to the 
particular problems and opportunities of the individual country. The follow
ing sections note particular areas that should-be covered, but the basic guid
ance is found, for the most part, in the more comprehensive statements in 
M.O. Sections 1000 and 1010. 

A. Emphasis of U.S. Assistance 

The emphasis of U.S. assistance varies greatly under different cir
cumstances. In virtually all cases, it considers the improvement 
of total resource use. Vhere circumstances warrant the support of 
an over-all development plan the need to influence the over-all 
resource use under the plan is taken into account in fashioning the 
U.S. program. Where a major objective is to support modernizing 
forces within the society, the emphasis in U.S. assistance is often 
on goals iiich these forces have set. The proper balance between 
military and economic programs is considered as is the possible need 
for civic action or internal defense programs. The role which .U.S. 
assistance can play in promoting desirable social and political 
goals, and the appropriate balance between more and less immediately 
productive investment is also considered.
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The emph,,tsis in -. , U.-,. a_.sistanc pro gam parallels that of the 
country program, where we are in substantial agreement with that pro
gram, or is concentrated on areas or sectors which we believe have 

been given inadequate attention and need to be strengthened. 

This section includes the formulation of specific goals (or, in some 
cases, activity targets) to serve as the initial step in the develop
ment of Goal Plans and Separate Activities. The negotiating ad
vantages of particular areas of concentration are considered as well 
as their direct effect. The selection of areas of concentration also 

takes into account relative availability and cost of U.S. commodities 
and technicians. To the extent practicable, capital assistance is 
in sectors where U.S. materiel and equipment are most competitive and 
technical assistance is concentrated where the U. S. has special 
technical competence and/or qualified U.S. technicidns and training 
facilities are most likely to be available. 

B. Types of U.S. Assistance
 

The emphasis in this section is upon the importance, from the view
point of U.S. strategy/objectives, of providing certain types of
 
assistance. It first considers which category, or combination of
 
categories, of U.S. assistance -- can most effectively achieve U.S.
 
objectives and goals. (See M.O. Subsection 1012). The optimum
 
relationship between military and economic assistanc'e is explicity
 
dealt with where relevant. U.S. agricultural surpluses, excess
 
property and strategic stockpile materials are used to the maximum
 
extent possible,. in lieu of other forms o f assistance, consistent
 
with achievement of U.S. objectives. Where Supporting Assistance is
 
recommended, consideration is given to how it can eventually be re
duced or eliminated.
 

Within the categories of U.S. assistance proposed, consideration is 
given to its-most effective form: Will program loans, or other non

project assistance, be more or less effective than project assis
tance? (See especially M.O. 1011.4). What form of assistance will 
most effectively stimulate increased self-help? (See M.0. 1011.1). 
Will the financing of local costs further U.S. objectives? (See 
M.0. 1011.6). Does the programming of local currencies offer ad
ditional opportunities for furthering U.S. objectives? (See M.O. 
1011.8). 

C. Collateral U.S. Actions and Effect on the U.S. Economy 

In addition to recommending general forms and emphasis of U.S. as
sistance, the Country Team proposes collateral actions- which it 
believes are important to the success of the U.S. assistance program. 
For example: it may suggest changes in U.S. trade policy; it may 
recommend appropriate diplomatic action on issues which directly or 
indirectly affect the aid program; it considers the position the 
U.S. should take in international or regional bodies (U.N., OAS, 

OECD NATO, CENTO etc.) on matters which affect the country's 
development. Where practicable and relevant, specific recommenda
tions are made in a form which facilitates the initiation of action. 
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These recommendations do not, of course, cover the entire spectrum of 
U.S. policy and actions involv-ing our relationships with the country, 
but focus only on those major collateral actions which significantly 
affect the country's development. 

The effect of the proposed program on the U.S. balance df payments, 
along with an explanation of steps required to minimize that effect, 
is analyzed and explained. Other effects on the U.S. economy, if
 
any, are also considered. (See M.O. Subsection 1016).
 

D. Self-Help Requirements
 

Special attention is given as to how U.S. assistance can most
 
effectively promote new or more effective use of existing self-help
 
measures. There is analysis of what measures, if any, we should in
sist upon; what tactics the U.S. should pursue in setting and im
plementing these conditions; whether aid should be withheld until 
action is taken, or be provided to encourage and assist such action. 
Consideration is also given as to whether these measures should be 
related to the total program or to individual activities or projects 
and whether there are means other than the assistance program to 
influence the self-help actions required. 

A more detailed discussion of the concept of self-help and factors 
to be considered in negotiating self-help efforts is in M.O. 1011.1. 

E. Other Assistance Donors 

In the economic analysis, the total-external resource needs of the 
of the country are estimated, and assumptions made regarding the 
source and magnitude of non-U.S. external assistance. The Country 
Team, as appropriate, attempts to respond to the following questions: 
What other donors are operating in your country? Could donors not 
represented make a useful contribution?
 

What form should our field coordination with other donors take? 
Should it be strictly bilateral, or can a multilateral technique 
be used to some extent? Is a coordinating group or consortium 
arrangment desirable? Are other donors adequately represented to 
make local coordination really successful? What objectives might be 
best accomplished by consideration outside the host country, bilat
erally in donor capitals? Multilaterally, in DAC, IBRD, the U.N. 
OAS, etc.? What role does the host government play in coordinating 
aid, if ahy? 

Should we seek to increase the size of the programs of other donors?
 
Do their objectives and programming techniques coincide or complement 
ours? Conflict? Should we attempt to influence the form of their 
assistance (long-term loans, untied, credits, budgetary support, 
etc.)? Can an efficient division of labor among projects, sectors
 
and skills be worked out with them? Is there competition for pro
jects? Can coordination be achieved at the operational stage as 
well as in programming? 
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F. SunEmr of otrategy 

This section is the portion of the CAP that is considered for formal
 
approval. For this purpose, it needs to contain a statement of the
 
main conclusions as to strategy, a concise explanation of their .
 
rationale, a restatement of the goals and an explanatibn of how they
 
are to be achieved.
 

III. Part III - U.S. Assistance Program 

A. Introduction and Summary
 

Part III of the CAP consists primarily of a series of Goal Plans and/ 
or Separate Activities. The Introduction nd Summa. section con
tains the summery tables E-I, E-2, E-3, and E-4 for the total program 
along with whatever narrative material is required for their explana
tion. 

B. Goal Plans (and/or Separate Activities) 

This section contains the Goal Plans and the description of Separate 
Activities which connect the proposed strategy to action proposals. 
Goal Plans and the description of Separate Activinies are discussed 
in M.O. Subsection 1024 of the AID Manual. 
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PROJECT DOCUMENTATION GUIDELINE (MANUAL CIRCUlAR NO. 1023.2.7, 1967)
 

U. S. AGENCY FOR INTERNATIONAL DEVELOPMENT 



MANUAL CIRCULAR AGENCY 

SVOJeCT 

Project Docunentation Guidance 

I. General 

This manual circular contains Agency-wide
guidance on project documentation issued 
originally as AlDTO CIRCULAR XA-2031 dated 
February 28, 1967. 


II. Outline for Project Documentation 

A. General 


B. Master Documents

SC. Budgcable

C., Budget Estimate 

D. Project Identification Data 

E. Project Agreement 

F. Implementation of the New System 

III. Project Documentation 

A. General 

1. AID/W has decided to implement 
the new system of documentation for noncapital 
projects which has been developed by the AID 
Information Systss Task Force. The general 
outline of the new system and the planned 
phasing of its installation are included in 
this message. Detailed guidance on the formats 

* will follow as soon as possible. For this year, 
the new documentation will apply only to new 

projects or existing projects in which major 
changes are contemplated (this is estimated to 
involve approximately 10% of the total number 
of projects); the balance of the projects will 
be documented in the same general way as in 
last year's (FY 1968) CAP II. 

2. The objectives of the new system 
are: 


a. To enhance the noncapital 
project plantning, progranming, evaluation, and 
information management processes of the Agency. 

FOR INTERNATIONAL DEVELOPMENT 

TRANF.MITAL LETTER NO CIRnCULAR NO 

9:106 1023.2.7 
EFFECTIVE ASTRIAINOT 

June 2, 167 4 
FILING INSTRUCTIONS 

SUPERSEDES: AIDTO CIRC XA 212, 5-13-67 
File-.as O. 1023.2.7 

b. To lessen the peakload
problems related to these processes in both the
 
field and AID/W. 

c. To relate approval and evalua
tion of projects more closely and realistically 
to sector analyses and U. S. and cooperating
country-development objectives. 

d. To reduce, wherever possible,
 
the amount of paperwork involved in these 
processes in prescribed docunentation as well as
 

and airgram traffic. 

3. The objectives are to be achieved 
by (aj divorcing insofar as possible the planning,
review, and evaluation processes from the budget 
cycle; (b) improving the content of the docu
mentation; and (c)eliminating the'need for
annual, lengthy, repetitive, narrative justifica
tion from the field in connection with fall budget

submissions (e.g., CAP Part II). 

B. Master Docuents
 

Three documents form the core of the 
new system and are closely related and interde
pendent. The degree of detail required and 
appropriate will vary depending upon the type of 
project, and flexibility will be provided for 
Mission and Regional Bureau discretion in this
 
matter. 

1. The Noncapital Project Paper 
(PROP), which was referred to in previous air
grams as the Technical Assistance Project Paper 
TAP!), but has been renamed to include food 

pro3ects, is the basic analytical description of 
the project, its nature, setting, strategy, 
targets, course of action, and broad magnitudes 
and timing of U. S. and cooperating-country 
resources. The PROP will serve as the basis of 
life-of-project substantive approval by the 
Regional Administrator and authorization for the 
Mission to proceed with further discussion with 
the cooperating country and negotiation short 
of the signing of project agreements or other 
obligating documents. (These actions cannot be 

*To be codifiedas M.O. 1023.2.7 within ninety days from the effective date of this manual circular. 

Note this Manual Circular an the Chapter Checklist and TL ClIecksheet for AID Manual Chapter 1 0 00
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taken until funds are made available through the 
IAD process.) The PROP is also to serve as a 
standing "justification" for a project for its 
lifetime or until circumstances require basic 
reassessment and reauthorization, and will there-
fore require only infrequent revision (perhaps 
at two three-year intervals). For certain pur-
poses, where planning for new projects is not 
sufficiently firm to allow preparation of a PROP, 
projects may be proposed to AID/W on a prelim-
inary basis in a limited version of the PROP, 
called a Preliminary Project Proposal (PPP). 
These pauers, the PROP and PPP, may be prepared 
and submitted to AID/W at any time of the year 
the Missions desire. 

2. The Project Implementation Plan 
(PIP) provides, in structured form, schedules 
of resource inputs, work to be done, and pro-
spective outputs during the life of the project 
and in such forward planning detail as is 
possible at the time of preparation. The PIP is 
an extension and expansion in greater detail of 
the course of action, planned targets and magni-
tudes and timing of inputs, described in the PROP. 
It will provide much of the data which formerly 
accompanied the E-1 Tables on an annual basis, 
but will be revised only when major changes in 
the scope or character and/or timing and magni-
tudes of project inputs occur. The PIP for new 
projects will be first prepared prior to or in 
conjunction with the initial project agreement. 


3. The Project Evaluation Report 
MIE) is a semiannual evaluation by each Mission
(orthe appropriate regional or central staff 
office in the case of regional or interregional 
projects) of the effectiveness of project execu-
tion, the degree to which projected results or 
outputs are achieved, and the project's overall 
significance and relevance to U. S. and coopera-
ting-country objectives. The Project Evaluation 
Report will be based upon and relate closely to 

* both the PROP and the PIP, wherein the bases for 
project evaluation are established. Since basic 

responsibility for c-xat:tion rests with Mission 
Directors in the field, it is intended that the 
PER be designed primarily to meet Mission needs, 
and also serve the collateral purpose of providing 
information essential to AID/IV's responsibility 

for overall program management. 

Although no final decision has been reached, the 
PER may eliminate or simplify existing Agency-
wide requirements for several recurring reports 
such as the U-520, Project History and Analysis; 
U-307, Evaluation of Contractors Performance; 
U-SI1, Evaluation of Contractors Progress Report; 
and the Annual Physical Accomplishments Question-
naire. In addition, it should replace to some 
extent internal Mission progress or evaluation 

reports and reduce the number and variety of 
special project status reports called for by the 
regional and central staff offices in AID/W. 

C. Budget hstimates 

The concept of life-of-project sub
stantive approval and authorization presumes that, 
so long as the evaluation process shows the 
project to be progressing in reasonable accordance 
with established plans and objectives, and so 
long as annual budget estimates are in reasonable 
agreement with the planned magnitudes and timing 
of resources, all of which are set forth in the 
PROP and PIP, annual funding increments will be 
provided, if funds are available. The PROP, PIP,
and PLR, therefore, are to serve as the source of 
supporting data for project budget estimates. 
As a result, the actual project budget submission 
in September will ultimately consist only ot L-la, 
b, and c Tables and a Manpower Planning Annex 

IPA). Supporting tables on project cost components 
maye required by the Regional Bureaus until the 
total system is installed and sud tables prove 
unnecessary. The only narrative required will be 
explahatory notes concerning major changes not . 
reflected in the project documentation on file 
in AID/W when the E-1 Tables are submitted. 
Budget estimates for administrative and technical 
support, however, because of their particular 
characteristics, will be submitted in formats 
prescribed specifically for this purpose.
 

D. Project Identification Data 

In recognition of the need for a 
comprehensive and readily available means of 
identifying the nature and patterns of AID 
activities, certain structured-substantive 
project information is to be obtained in conjunc
tion with the planning and programming process. 
This will provide, ultimately through the Agency's 
automatic data processing system, useful aggrega
tions of significant characteristics and trends 
in both capital and noncapital programs and
 
improved cross-classification of projects for 
analysis in AID/W which the numerical coding system 
does not now permit. The timing of submission of 
project identification data remains to be worked 
out.
 

. Project Agreement 

The Project Agreement will continue as 
an obligating document which defines U. S. and 
cooperating country contributions to the project. 
However, the format of the ProAg will be expanded 
to cover obligations for participants and
 
participating agency agreements, as well as for
 
contracts and comodities, when such components 
are clearly an integral part of the project to be 
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carried out under the ProAg. This does not d. For approved projects
preclude the possibility that PIOs may serve as continuing without major change in both FY 1968
obligating documents under certain circumstances and FY 1969, the documents which were used in the 
where there isno ProAg or in advance of a ProAg. FY 1968 program cycle will be required, subject

Neither will it obviate existing authority of to further refinements which are now being con-
Mission Directors to approve exceptions to the sidered. Ilese documents include (1)tie E-la,
requirement that ProAgs and PIOs be processed E-ib, b-ic, and 1-2 Tables (as appropriate),
simultaneously. (See M.0. 712.3 - Obligation (2) the Manpower Planning Annex, (3) such 
Concepts - Project Type Assistance. supporting tables as the Regional Bureaus may

require on contracts, participants, commodities,
F. 	 Implementation of the New System and other costs, and (4)any supporting narrative 

which may be necessary, inclia of 
In order to permit testing and the "Progress to Date" section of the current E-1 

refinement of the new system and spread out the narrative. These documents should be submitted 
work involved in changing to the new documentation, as part of the FY 1969 budget submission. 
installation of the new system will not be 
completed until the end of CY 1969. Between now 2. Balance of Transition
 
and then we will be in a transitional period, in

which elements of the new system gradually replace As soon as possible, but in no 
the old documentation. Implementation will take case lat6r than the fall of 1969, PROPs and PIPs 
place substantially as indicated below, subject will be prepared for the remaining projects.
to some slight deviations as the details of the For tile Suiner/Fall 1969 and subsequent project 
system are developed, budget submissions, only L-1 Tables and an MPAa 	 will be required, supplemented by whatever1. Requirements for Sumer/Fall 1967 brief narrative is needed to explain deviations
 

from previous documentation and such supporting

During the remainder of 1967 the tables as are deemed essential by the Regional


following documents are to be prepared and Bureaus. The first semiannual Performance 
sunmitted to AID/W on a schedule to be issued Evaluation Report (PER) will be required'on
in a subsequent message by each Regional Bureau. June 30 or December 31 following initial obliga

tion of die funds (in the case of new projects), 
a. For new projects to be or on June 30 or December 31 following submission
 

implemented in the operational fiscal year 1968 of the PROP and PIP (inthe case of continuing

and for continuing projects with major changes projects). Thus, by December 31, 1969, the new 
contemplated in either FY 1968 or FY 1969, a system will be fully in force. 
PROP and a PIP will be required. These documents 
can be submitted with the fall budget submission 
or earlier if desired. 

b. For new projects proposed for
 
budget year 1969, a PPP is required with the fall William 0. Hall
 
submission, or a 
PROP if planning is sufficiently Assistant Administrator
 
advanced. These documents too, may be forwarded for Administration
 
to Washington as they are prepared prior to fall
 
budget submission.
 

c. For projects included under
 
a. and b., Tables E-la,. E-lb, E-it, and E-2
 
(as appropriate) and an MPA are to be submitted
 
as part of the FY 1969 budget submission. Further
 
instructions in completing E-1 Tables are to be
sent to each Mission in the near future. With
 
tile aid of these instructions, we hope to reduce
 
errors and inconsistencies which have been found 
in past submissions so that the E-1 data can form
 
a consistent body of facts.
 

AID 3-228B (3.67) 

It 	 N 



APPENDIX J
 

NONCAPITAL PROJECT PAPER (PROP) AND PRELIMINARY PROJECT PROPOSAL (PP) 
(MANUAL CIRCULAR NO. 1025.1, 1967) 

U. S. AGENCY FOR INTERNATIONAL DEVELOPMEIT 



MANUAL CIRCULAR AGENCY FOR INTERNAT'ONAL DEVELOPMENT
 

;USJE, T 

Noncapital Project Pa 
Project Proposal (PPF 

er (PONP) and Prelinary 
P )Any 

RAIVS ' TAL LSTTEF& NO 

9:104[ 

29, 1967 
FILING INSTRUCTIONS 

CIPULAR NO 

1025.1 
OA'C 

june 30, 1968 

File as M.0. 1025.1 

I. Introduction 

A. The Noncapital Project Paper (PROP) 
is the basic analytical description of a specific 
noncapital assistance effort, including certain 
food donation assistance, and serves as the basis 
for its authorization. It is one of several 
important elements of the new planning, program-
ming, and monitoring system for noncapital proj-
ects. It replaces and obviates the need for the 
previous annual E-i project narrative justifica-

f ions of the Country Assistance Program Book 
W Part II). 

B. The Preliminary Project Proposal (PPP)
is an early, partial version of the PrOP, gen-
erally organized under the sane headings, sub-
mitted to elicit AID/W reaction and/or to permit
advance budget-year planning when pro3ect plans 
are n6t yet firm enough for the preparation of 
a comprehensive Noncapital Project Paper (PROP). 

II. Purpose 

A. The Noncapital Project Paper (PROP) 
is the major substantive planning paper on non-
capital projects (e.g., technical assistance, 
certain Food for Freedom activities, and capital
type projects Under $100,000). As distinguished 
from the B-I narrative previously accompanying
the fall budget submission, the PROP is not 
connected with the annual program cycle but is 

a rfocusdd on the full duration or life of the 
W roject.J Except as indicated in paragraph III. 

below, it is prepared and submitted at any time 
the responsible official (i.e., Mission Director, 
Regional Assistant Administrator for regional 
projects, designated officer for interregional 
projects) believes that the circunstances warrant 
such action. It thus affords an opportunity for 
more comprehensive and deliberate project planning
and more thorough review and analysis prior to 
authorization. The PROP presents a clear picture 
of the relationship of the project to country, 
goal, 'and sector plans. It spells out the link-
age connecting project targets and planned out-
'puts with the nature and utilization of inputs 

thereby enhancing AID/W's judgments in the autho
rization process and providing a definitive 
framework for Mission project implenentation and 
evaluation. The PROP for food donation activities 
requests the authorization of a specific food 
donation or food-for-work activity; it analyzes 
the appropriateness of the particular food dona
tion effort as a component of the U. S. assistance 
program. 

B. Where it is necessary to provide for 
certain new projects in budget-year estirates 
even though plans are not sufficiently firm to
 
permit the preparation of a full and comprehensive 
PROP, and/or where the Mission may wish to consult 
AID/W before seriously considering major and 
complex new undertakings requiring close, joint 
planning with the cooperating country, Missions 
may submit a Preliminary Project Proposal (PPP). 
Where appropriate, AID/W Regional Bureaus may 
take this opportunity to consult with the major
AID/N staff offices, and in some cases with 
participating agencies, in order to insure their 
participation in this early stage of the project 
planning process. The submission of a PPP does 
not eliminate the need for a definitive PROP once 
the requisite planning has been completed. 

III. Review and Approval 

A. The Regional Bureau is responsible for 
ensuring adequate development and review of PROPs 
submitted by Missions, in consultation with staff 
offices as necessary. PROPs for food donation 
activities are concurred in by the Office of the 
War on Hunger which is responsible for consulting, 
as necessary, with other appropriate government 
departments. PROPs for public safety activities 
are cleared with OPS per M.O. 1541.1 - Public 
Safety Programs - Basac Policy. Designated staff 
offlces are responsle ±or ensuring adequate 
review by interested Regional Bureaus and other 
offices for interregional projects. 

- B. All PROPs for technical assistance 
originating in the field and involving less than 
$1,000,000 in U. S. costs are approved within AID 

To be codified as M.O. 1025.1 by the above date.
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by the Regional Bureau Assistant Administrator or 

his designee. This approval is a formal authori
zation to proceed with negotiations with the 

cooperating country in accordance with the terms 

- of the authorization. The project authorization 

does not authorize the actual signing of any

obligating document. Funds will continue to be
 
made available through the IAD and allotment 

process and Food for Freedom conodities through
 
applicable procedures. The project authorization 

will approve the project either as described in 
the PROP or subject to certain conditions precedent 
or limitations which may 'be in terms of duration,
total obligation, minimum performance requirements, 
or other factors. Where such conditions of a 
major nature are included in the authorization, 
Missions may comment on AID/W conditions prior to 
final authorization, 

C. On the basis of the PROP, AID/W autho-
rization will be for the life or duration of the 
project, or until such time as the review andl aluation process reireals a significant change


t project direction and character. Although 

Mfe-of-project funding requirements are normally 
met on a year-to-year basis through annual appro-
priations (an exception is forward funding of 

contracts), annual project budget estimates will 
be reviewed primarily in light of the results of 
evaluation as well as such analysis of financing
elements as the Regional Bureaus may require.
When a project is proceeding satisfactorily and 
in reasonable consonance with its stated 
objectives, magnitudes, and timing, annual funding
increments will normally follow in due course, 
assuming the funds (or food commodities) are 
available. 


D. Technical assistance projects exceeding . 
$1,000,000 are approved by the Administrator. 
(See M.. 1323.1 - Technical AssistanceAotivity 
Description, Review and Aion 
authority tor approval of new projects and for 


Soreases and decreases in continuing projects 

Wains as set forth in relevant manual orders.
 

IV. Applicability and Installation " 

A. The PROP encompasses an activity or 
group of activities deemedby the Mission to 
constitute a convenient unit of management in 
accordance with M.C. 1301.1.1 - Projects as Units 
of Manaement of Technical Assistance 12:99).
The PRO is to be utilized inobtaining AID/W
authorization for all country, regional, and
interregional nioncapital 'projects, including 
activities that may involve loan and/or grantdollars for technical assistance or commodities 

for Food for Freedom except the following:
 

1. Activities under the Special
Development Activity Authorization and other 
"target of opportunity" types of projects. (See 
paragraph IV.D. below.) 

2. Technical support.
 

3. AID/P-administered development

research program. 

B. In the case of food programs, the 
PROP will be used only for P.L. 480, Title I, 
food donation activities including either 
government-to-government or voluntary agency 
projects such as food-for-work, preschool and 
school lund, institutional feeding, and live
stock feeding. The PROP will not be used for 
emergency relief which will continue to be covered 
under existing documentation. In the case of food 
donation programs administered by voluntaryagencies a PROP will normally cover a single

activity (i.e., donation to a single category of 

recipients) undertaken by a single voluntary 
agency. However, separate projects (e.g., feeding 
on a district basis) may be included within the
 
single recipient category served by a voluntary 
agency. 

C. For new projects to be implemented in 
the operational fiscal year 1968 and for contin
uing projects with major changes contemplated in 
either FY 1968-or FY 1969, a PROP will be required
prior to the fall 1967 budget submission deadline. 

1. Where Mission planning for new 
projects to be proposed for budget year 1969 is 
sufficiently advanced a PPP or a PROP should be 
submitted to Washington as they are prepared,
prior to the fall 1967 budget submission deadline. 
This, of course, does not preclud6 the possibility
of submitting a PROP for FY 1969 implementation 
after the fall of 1967. 

2. For already approved projects
continuing without major change in both FY 1968 
and FY 1969, PROPs may be submitted at any time 
prior to the fall of 1969, the exact timing to 
be a matter of Mission and Regional Bureau 
discretion. 

3U3. In the case of PROPs for food, 
the availability of which isnot dependent on
 
an annual budgetary process, the PROPs can be
submitted and approved at any time during this 
transition period. 
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D. Where the proposal or project has 
emerged as a target-of-opportunity, funded under 
the Special Development Activity Authority (M.O. 
1323.1-.1 - Special Development Activity Autho-lty)
or 	similar authorities, rather than a logical OUt-

the original authorized PROP, the project must 
be described in the new context in a revised PROP 
and reauthorized on that basis. In other cases,
 
changes in the scope or character of a prdject 
or 	the nature of its outputs may be so great that
 

growth of a country or sector strategy or goal 
planning process, the PROP will be clearly
identified as such and submitted to AID/W in 
whatever detail the Mission Director deems appro-
priate for information purposes only. 

V. Revisions 

A. Although the PROP is intended as a
 
planning document which can stand for the life 
of the project, there will be occasions where it 
will be valid for perhaps no more than two or 
three years before significant changes take place 

and it no longer provides realistic base points 
against which to evaluate progress or with which 
to defend the budget. 

1. When the nature and/or magnitudes 
of project inputs significantly change but the 
character and outputs remain the same, the Mission 
will submit a PROP which simply refers to the pre
vious document and explains such deviations in 
content as may be necessary. When changes occur 
during the course of implementation which 
significantly affect the scope, character, or 
magnitudes of inputs or outputs as expressed in 

it may be more appropriate to terminate the 
existing project and replace it with a complete, 
separate, new project described in a new PROP. 
The timing of such revised or new PROPs ig a 
matter of discretion for the Mission Diredtor or 
Regional Assistant Administrator for country or 
regional projects, and the designated staff office 
for interregional projects.
 

B. Changes in scheduling inputs and rates 
or amounts of outputs which do not affect the 
basic premises, objectives, or magnitudes of 
resource inputs as originally authorized will be
 
accounted for in the Performance Evaluatidn Reports 
(PER) and, in many cases, reflected in revised 
Project Implementation Plans (PIP). Such changes 
do not require a revised or new Noncapital Project 
Paper or reauthorization of the project. 

VI. Format 

A. The first page of a PROP (and the PPP, 
to the extent possible) will be prepared 6n an 
Airgram Form (form AID 5-39) and will contain 
standard identifying information arranged as 
follows: 

NONCAPITAL PROJECt PAPER (PROP) 
(or PRELIMINARY PROJECT PROPOSAL (PPP), as appropriate) 

Country Project No. 

Submission Date Original Revision No. 

Project Title:
 

SU.S. Obligation Spain: F_ through F? 

Physical Implementation Span: F?_ through F?_ 

Gross life-of-project financial requirements: 

U. 	S. dollars -------------------------------------
(for food projects show CCC value including estimated ocean freight) 

U. S.-owned local currency ------------------------

Cooperating country cash contribution -------------
(in$ equivalent, current exch. rate)
 

Other donor ---------------------------------------
(for food projects, including voluntary 
agency contributions) 	 Totals
 

For food projects show total tons 
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The narrative will begin under this identifying 
information and be continued as necessary on the 

*Airgran Continuation Sheets. These masters will 

3. The following topical outline is 
to be followed in the organization of the paper. 

permit reproduction at the Missions and inAID/W Summary Description, including 
to meet their individual requirements for copies. tabulation of planned inputs 

B. PPPs and PROPs should be unclassified 
ifpossible. Where security classification is 

Setting or Environment 

considered necessary by the Mission for parts of 
the document, those parts should be made a clas-

Strategy 

sified annex to facilitate separate handling of 
the unclassified portion. 

Planned Tatets, Results, and 
Outputs 

VII. Content Course of Action, Method of 
Approach 

A. General Project Identification Data Sheet 
1. The PROP isan analytical life-of

project document which briefly sumnarizes the 'The discussion which follows is based upon this 
project and then ingreater detail: topical outline. Where the circumstances require,. 

Missions or other originating offices may modify.
a. Describes the situation and 

environment within which a proposed project is 
these PROP headings, providing that all the fac
tors essential to a complete understanding and 

to be undertaken, justification of the proposal are included. 

b. Identifies the project con-
tributions to U. S. objectives, the cooperating 

4. The appropriate length. and detal 
of a PROP will vary-radicall9 from case to. case 

country's development program or f6od needs, and 
the goal and sector plans embodied in the Multi-

and will also depend in large part upon the 
existence and adequacy of sector plans. -. 

year Strategy Paper.and the Country Assistance 
Pr6gram'Memorandum, or equivalent document for 5. A sector plan, ifwell prepared, 
regional and interregional programs, should lead logically, realistically, and clearly 

to one or several project requirements; if so, it 
c. Defines the planned targets, 

results, and outputs which the project is 
intended to serve, reach, or produce. 

d. Describes the manner and 

will contain much of the -projectjustification and 
rationale and thereby eliminate the need for rpe
tition in the PROP, particularly as it relates to 
Setting, Environment, and Strategy. A simple
reference to the sector plan in this case should 

general plan by which the project will be carried suffice. -

w 
out, and generally specifies the nature, scale, 
and timing of required resource inputs.S 2 v tcontribution, 

2. In developing the PROP, its spe-
cific relationship to the process of evaluation 
must be carefully considered. From the PROP 

6. In projects requiring a larie U. S.-
involving a complex course of action, 

requiring a great variety of skills and knowledge, 
extending over a long period of time, and/or 
involving many and complex economic o Pblicy 

-

comes the anticipated contributions to U. S. and 
cooperating-country objectives and expressions of 

considerations, the PROP should represent a sub
stantial piece of work containing a corresponding 

project intent, against which the continued sig-
nificance of the project is evaluated. Pro-t1e 
PROY,course of action and planned outputs stem 
the more detailed Project Implementation Plan 

range and depth of detailed informiation. For 
simpler or smaller projects, such as advisory 
services involving few technicians or other efforts 
requiring U. S. support on a small scale or limited 

(PIP), against which performance and effective-
ness are evaluated. Therefore, the PROP, and 
indeed the planning which precedes it,must be 
in terms which are readily translatable to and 
facilitate subsequent evaluation, 

outputs and of short duration, a briefer paper 
should suffice. In a rapidly changing situation, 

-crcumstances will usually warrant projects of 
shorter duration where actions, targets, and 
requirements can be planned with sufficient 

,I 
 _ 
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realism to justify the time and effort required 
for their 	development and processing without 

frequent substantial restructuring. This should 
in no way 	prejudice subsequent related projects 

as appropriate. Where appropriate, the Mission 
should collaborate closely with the cooperating-
country goverrnent or cooperating sponsor in 
preparing the PROP. 

7. The PROP should state that a 

diligent effort reveals that no non-AID resources 

are Available 	to finance the effort. (See Policy 

Determination 37 (filed as M.O. 1000,2).) 

B. Sunnary Description, Including 
Tabulation of Planned Inputs 


1. This is a succinct sinnary of the 
proposed project which highlights the following: 

a. The necessity and justification 
a 	 for the project, i.e., why the project is essential 
and the significance of its intended results to 

* 	 U. S. and cooperating-country development 
objectives and related sector and other plans. 

b. The project goal(s) and tar
" get(s), i.e., the change in an existing situation, 


and/or the result(s), outputs, or accomplishments 
to be achieved over a specific time period. A 

PROP for food donation activities sufnary should 

include a concise statement of the targets, e.g., 


4 nutber of direct food recipients, increase in 

2! production of animal protein or fortified foods,


ii miles of roadway to be constructed, etc. 


c. Those minimun levels of output 


or achievement which must be met as a requisite 
for continued U. S. contribution and 

participation. 


d. The general approach and plan 

* 	 of action including a description of the nature 

of essential inputs, financial and other, by the 
U. S., the cooperating cotftry, and other donors, 

1- including cooperating-country, self-help actions 
concerning policy, organization, legislation, 
etc., needed to achieve the objectives. In the 
case of food projects: total agricultural 

t commodities to be donated to the food project, 
by fiscal year and connodity types in metric 
tons; inputs by voluntary agencies and food 
recipients, if applicable. 


2. Attached to this suTnary descrip- 

tion will be a tabular breakdown of the required

life-of-project financial inputs, and food inputs
 
where applicable, indicating their approximate
 

annual magnitudes and including those of the 
U. S., the cooperating country, and, where possi
ble, other donors and cooperating sponsors. (See 
Attachment A.)
 

C. Setting or Environment
 

1. This portion of the PROP describes
 
ingreater detail the condition and/or environ
mental factors which affect the need for the proj
ect and to which the project will be addressed.
 
It should relate tie project koal to country
 
development, program strategy, and, where
 
appropriate, food requirements, as set forth
 
in the country's development plan, Mission 
strategy paper, or sector analysis. It should
 
describe the economic, social, legislative, and 
administrative obstacles to be overcome ifproject 
goals are to be achieved. 

2. To the extent that the proposed

project is a logical outgroath of the aggregate 
or sector analysis and this analysis contains 
supporting data for the project, repeat only the 
highlights of that data and reference the previous
 
docunentation.
 

3. Where there isno sector orgoal 
plan, this section should describe the major 
factfrs and problems in the country situation 
which bear upon the need, character, and priority 
of the project goals. Since the PROP is addressed 
to people who 	are generally familiar with the
 
country situation and the importance of the field
 
or function at issue, it should perceptively and 
selectively treat those features of the local
 
economic, institutional, and politico-social
 

setting that are essential to the full understand
ing of the reasons for the particular project pro
posal. Inthe event this setting has been ade
quately presented elsewhere, the pertinent docu
ments may be referenced here with only such 
further refinement as necessary to pin down the 
specific nature of the problem to be addressed, 

4. A PROP for a food donation activity
 
should discuss the anticipated impact, if any, on
 
the cooperating country's production and price
 
structure, labor market, etc., including the
 
social and political implications.
 

5. This discussion of the Setting or
 
Enviroroent should not be permitted to develop 
into an extensive h3sorical documentary. Greater 
conciseness and specificity will result in a more
 
meaningful Mission and AID/V review and analysis.
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D. Strat.egy
 

This section discusses the stratejy and 
method proposed for achieving pronect objectives, 
When different avenues are open to achieve these 
objectives and a choice must be made, these 
alternatives are to be analyzed and the iogrc 
and rationale behind the chosen alternative made 
clear. The proposed approach should be an exten-
sion of and consistent with overall U. S. assis-
tance strategy for the country or ccmparable 
policy framework for regional or interregional 
programs. A PROP should state the manmer and 
extent of the proposed project's contribution to 
U. S. goals, e.g., directly increas-od production 
and income; improved infrastructure; improved 
social, economic, and political institutions; 
directly improved personal welfare; improved U. S. 
relations; and improved U. S. commercial interests, 
This section should focus upon, but not nteces-

oarily 	 be limited to, such factors as the 

ollowing: 


1. Alternative Approaches or Techniques 

a. Technical Assistance Projects 


(4)The goals and intended 

results of the project, and its setting, will 
determine the approach to be employed. This sec-
tion requires a description and analysis of the 
comparative advantages and costs of alternative 
approaches to achieving project goals. These 
alternatives may reflect differing points of
 
attack, differing applications of types of U. S. 

assistance, differing ways of building institu
tions, influencing policies, changing existing 
methods and practices, creating planning, 
administrative, and technical skills, etc. 

(2) This consideration of 
alternative approaches is not intended to force 
' ritten discussion of alternatives when, from a 

- professional, technical, or administrative point 
of view, there is no real choice and suci a 
discussion would be meaningless. Neither is it 
intended that the originating office prepare a 
lengthy discourse on all possible alternatives 
for reaching similar objectives or producing 
similar results. It must be assumed that such 
alternatives have been considered and discarded 
during the earlier preliminary analytical process 
of (a) determining the need for a project in 
relation to the country prigram and sector plans 
and (b) formulating project objectives and desired 

consideration of 
alte ative approaches is meaningful only when 
these approaches are addressed to the same 

results to meet that need. T ~e 


objective. At this stage in the development of 
project proposals, alternative objectives and
 
results are therefore not relevant. 

b. Food Projects 

In addition to the considera
tions in paragraph l.a. above, Attach rent B to 
this manual circular contains a nunber of 
illustrative questions on alternative approaches, 
as well as appropriate manual order and airgram 
references, which apply to food proiects. 

c. 	 ryoperating-coLeadership 

There must be some source of 
support, stimulus, and leadership within the 
cooperating country if a project is to suceed on 
a lasting basis. This support is necessary, 
particularly if legislative and administrative 
changes are required as part of the development 
effort. By the same token there may be certain 
elements of potential opposition or disinterest 
in the achievement of project objectives. 
Support or lack of support may be represented by 
particular individuals, pubic or private organi
zations or political, social, or economic groups. 
These factors, their nature, and the manner in 
whid their influence will be either taket full 
advantage of, enhanced, offset, or diminished 
should be described in this section. 

d. Cross Relationships
 

The PROP should-describe 
analytically how the proposed project as rel ated 
to other projects, activities and requirements
within its sector or program categ-ory, and where 

relevant to projects in other sectors. This 
includes capatal investments as well as other 
technical assistance, food aid, and institutional 
development and country or other donor activities 
as well as AID projects. A PROP is not a goal
 
plan, but most projects are elements in a complex 
of mutually supporting investment and modernizing 
activities affecting a part of an economy, and
 
each element can only be understood inrelation
 
to the others. The relevant activities may 
involve different kinds or professions, e.g., 
roads in an area supporting agricultural exten
sion, agro-industry related to an irrigation 
project. The concern here is to assure that the 
proposed project is the most appropriate choice 
among available alternatives, represents a valid
 
priority choice in the allocation of resources 
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within the sector, and is supportive or 
complementary to other orojects in the sector, 

E. 	Plann 'd Targets, Results, and Outputs 

i. It is of prime importance, both to 

the project revio and approval procesq and the 

ultimate project evaluation process, that antici-
pated results of The project be made clear. The 
concept and specifications for "completion" of 
the project, i.e., having reached institutional 
viability and self-sufficiency so as to permit 
termination of AID support,should be stated with
 
maximum precision, even though that concept may 

undergo major modification as the project pro
gresses. For food, the completion criteria are 

(a)when the food is no longer needed and (b) 

when food is available from local or other sources, 

Estimates of continuing operational and maintenance 

requirements, and their budgetary implications 


* 	should be included. Without such a precise state-

ment it is not possible to form intelligent 3udg-

ments about the adequacy and appropriateness of 
the proposed strategy and inputs. 


2. Technical assistance is inherently 

an effort to improve the quality of cooperating- 

country resources mid/or performance; it is some-

times difficult to describe project results in
 
quantitative terms. Indeed quhntitative indices 

which adequately express the full effect of a 

project may never be found. Nevertheless, 

practical judgments concerning project proposals 

and decisions on budgetary planning and execution 

are made in large measure on the basis of quanti-

tative comparisons of inputs and outputs, i.e., 

the number or value of "things" which can be 

anticipated as the return on the proposed 

investment, 


3. 	Accordingly, project targets or
O 	 end results should be expressed to the extent 
possible, in terms of both quantity and quality. 
This may require in some cases the design of 
indirect quantitative indicators of qualitative 
changes. For example, in a technical assistance 
project aimed at upgrading the vocational school 
system or a particular group of vocational 
schools, a projected increase in the number of 
instructors and their accession rate is a quanti-

tative measure of accomplishment whereas a per-

centage increase inthe nunber of graduates placed 

or employed inrelated skills positions requiring 

a recognized qualifying examination may be more 

indicative of quality improvement, 


4. The discussion in the PROP of 

project targets or results is intended to focus 


on "end" outputs, i.e., what the situation ;ill 
be upon termination of the project as compared 
to the beginning, and when that will occur. it 
|nay also be desirable to discLss the scale or rate 
of progress toward these results, and to certain 
sub 	or interim outputs, which will represent 
significant milestone of achievement or signifi
cant 	contributions to project objectives. These
 
particular aspects, however, will normally be 
dealt with in detail in the Project Implementation 
Plan (PIP) submitted subsequent to authorization
 
of the project.
 

F. 	 Course of Action 

1. This is a narrative presentation in
 
relatively broad time-frame sequences of what is
 
to be done to achieve the project targets, and now
 
the project isto be carried out. As with the
 
PROP in general, this section is to cover the
 
total life of the project and to stand as a guide
 
to the method or approach until circumstances
 
cause a major change in project scope or character. 
W~hen the PROP isprepared, precise actions may not
 
yet be known; nevertheless, this section must pro
vide sufficient information to permit judgment-- o-n
 
project feasibility and the likelihood that the
 
proposed inputs will produce the expected outputs.
 

2. The course of action should reflect
 
the mobilization, deployment, and utilization of
 
inputs, provided separately and/or jointly, by all
 
participants in the endeavor, i.e., the United
 
States, the cooperating country, and where possible
 
other donors or cooperating sponsors. "Inputs" in
 
this instance are broadly defined as the personnel,
 
material, and financial resources and the actions
 
whidh are essential to project implementation. It
 
should clearly show the relationship and inter
dependence of these inputs to one another in terms
 
of substance and scheduling. For each of the 
basic nonfinancial inputs, i.e., personnel, par
ticipant training, nonfood commodities, and food,
 
the 	course of action should describe the kinds and 
qualities to be selected, the way inwhich they
 
are 	to be used, and, in the case of food, distri
bution and any local processing. Mhen the Mission
 
feels it would assist AID/Wq's review and approval, 
the 	 rationale for these choices should be spelled 
out. It should also make particularly clear the
 
role of cooperating-courtry self-help actions
 
(e.g., passing enabling legislation, initiating
 
administrative reforms) and the extent to which
 
the 	country must contribute its own resources to
 
insure effective project implementation. The
 
course of action should establish (a)the appro
priateness of the proposed scale of project
 
operation, (b)the capacity of the project to
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produce the desired results, and (c) the ability VIII. Sumary 
of the enviroment to absorb, support, and utilize 
it. Tn summary, the new programming system, of 

which the PROP is a major component, is designed 
3. For many projects it may be desir- to be an instrunment for joint planning, under

able to anticipate, as a project input, the need standing, and authorization between AID/W and 
for a research component. These research compo- the field. It is designed to improve the depth 
nents should ordinarily not be included for pur- and quality of the planning and evaluative 
poses of project evaluation, which is already processes for noncapital projects at the Mission 
provided for on an orderly basis in the PROP, level; to enhance AID/W judgments in reviewing 
the PIP, and the PER. The purpose of project- field proposals at the planning stage; to relate 
related research normally will be (a) to solve a noncapital project assistance more closely to 
problem of technology or methodology, (b) to sector and aggregate planning; to improve work
increase knowledge of certain economic or social load distribution on project planning, review, 
factors affecting the achievement of project and evaluation throughout the year, and to raise 
objectives, (c) to build indigenous research the quality and reduce the quantity of project 
competence, or (d) to determine the effectiveness docunentation in AID. 
of development assistance techniques under spe
cific conditions. In such instances, the course
 
cf action should specifically address the question
z.the need for a research component and clearly 

yicate its purpose, scope, and relationship to 
ject objectives. W'illiam 0. Hall 

Assistant Administrator 
G. Project Identification Data Sheet for Administration 

The Project Identification Data Sheet
 
(PIDS), a concise structured compilation of key
 
project data, will be submitted to AID/ to permit 
effective storage, retrieval, and analysis of
 
project information for a variety of Agency pro
gram management and technical needs. Instructions
 
for the PIDS will be forthcoming soon. (Pending
 
receipt of these instructions, PRPs may be
 
submitted separately.)
 

A 
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Joint Project Implementation Plans (PIP) 

I. Introduction 

A. [ne new All) planning, programming, and 
evaluation system for tedmical assistance projects
and food donation activities is built upon three 
principal interlocking documents: tie Noncapital
Project Paper (PROP) (See 4.C. 1U25.1 - Noncapital 
Project Paper (PROP) and Preliminary Project 
Proposal VPPJ (IL 9:104).), the Project
impleentation Plan (PIP), and the Project
Evaluation Report (PhR). The PROP is te basic,a 	relatively broad-gauged, analytical description 
and justification for the project. The PER is 
the semiannual evaluation of tile significance, 
performance, and progress of a project. -The 
Project Implementation Plan (PIP) is the connecting 

link between these two whicri translates the PROP 
into a detailed plan of action and provides theEramework for a meaningful evaluation in the PER.,his manual circular relates specifically to the 

PIP and describes die concepts underlying its 
use, the purposes it is intended to serve, and 
the manner in which it is to be prepared and 
utilized. 

B. ell-conceived and well-prepared PIPs 
are an essential element in the planning, program-
ming, implementation reporting, and evaluation 
processes. hey are "time-phased" expressions
of the work which must be done, the resources or 
inputs required, and the results, outputs, or 
accomplishments expected during the foreseeable 
life of the project to achieve or contribute to 
the achievement of an established objective(s). 
The 	new system emphasizes the Project Implementa
tion Plan (PIP) as a major tool of Mission 
project management which will not only assist in 
crystalizing Mission planning for project execu-
tin, but will enhance actual implementation and 
subsequent monitoring and evaluation by providing 
a recognized base against which these actions may
be taken. The PIP will also serve as a means of 
reducing repetitive project narrative and as a 
source of support and justification for annual 
increments of funds and other resources. Thus, 
it replaces the "course of action" narrative and 
certain other descriptive material previously 
contained in the annual CAP, Part II. 

*To be codified as M.O. 1025.2 by the above date. 
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EF 	 ECTrVc DAT; V R $ENAION DAIS 

June 15, 1967 June 30, 1968 
FILING INSTRUCTIONS 

File as '4.0. 1025.2 

C. A.O.s 1099.1 - Alt Implementation System, 
1322.1 - Technical Assistance Activity Description-
Content and Submission, and 15Z4.1 - Fecunical 
Assistance Projects: lhe Use of Other Planning
locuments and Cecklists, and the Admanistrator's 
Circulars 43 ann A-104 of 1964 nave previously
nighlignted tao need and establisuea requirements 
for work or implementation plans but did not pre
scribe their exact format and nature. As a 
result, several Missions have designed and 
instituted documentation oflthis type which differs 
considerably in use, form, and content. The role 
of implementation plans as an integral part of an 
Agency-wide system demands some degree of standard
ization and uniformity. The format prescribed
herein attempts to capture the best features of the
 
formats developed and currently used in the field 
and to provide a suitable conbination' of theuniformity required by the system and the flexibility desired by and essential to Mission 

management. 

II. Applicability 

A. These instructions establish the policy 
and procedures for the preparation and submission 
of PIPs for all noncapital projects (country, 
regional, and interregional) for which a Noncapital 
Project Paper (PROP) is prepared, as defined in 
M.C. 1025.1. For those projects for which local 
currency is the only financial input, Missions 
may find PIPs or parts thereof useful; how&ver,
utilization for this purpose is d matter of 
Mission discretion. 

B. Vien these instructions refer to field 
Missions, they apply as appropriate to the 
Regional Bureaus for regional projects and the 
responsible AID/N staff offices for interregional 
projects. 

III. Purpose and Basic Concepts 

A. The PIP is primarily a Mission tool to 
facilitate planning, implementation, review, and 
evaluation of its technical assistance and food 
efforts, and provides information upon which 
decisions during the management process can be 

Note this Manual Circular on the' Chapter Checklist and TL Checksheet for AID Manual Chapter 1000 
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based. The PIP is established by the Mission and 
changeable by itwithin the scope of approved 

country strategy, sector and goal plans, and 
'project authorization, and within the flexibility 
afforded by existing delegations of authority to 

the field. The PIP will, however, also be useful 
to AID/W in fulfilling its responsibilities for 
overall program management and for the provision 

of essential support and assistance to the field. 

B. The PIP relates directly to the 
authorized PROP and is an elaboration and refine-
ment of certain information contained in that 
documeft. The PIP focuses primarily on the nature 
and planned scheduling of inputs and outputs, 
i.e., tne work which must bedbhe, whei., iiikl by 
whom, and the anticipated results of that work, 

Dnese factors are of prime importance to adequate 
evaluation of progress and effectiveness. It is 

recognizably difficult to set forth a plan of 
work and predict results or outputs for some types 

tprojects, particularly those of an advisory 

'ture. Nevertheless, it must be recognized also 


that a project has a reason for being and that, 

in most instances, it should oe possible to depict 

some definable steps toward a specific goal. Not 

only for purposes of evaluation, but for purposes 

of internal management, Missions should be alert 
to the need for a plan of action, as precisely 
presented as possible, and attempt to foresee 
outputs for each project. 


C. The PIP is designed to show, as feasible, 
the full scope and dimensions of a project over the 
course of its life--the individual work steps and 

actions, their interrelationships, tne anticipated
results, cost elements, and the planned scheduling 
of both inputs and outputs. It serves as documenta-
tion of the plans and multiple actions by which 
AID and die cooperating-country government plan

through joint and related actions (including those 


* f other public and private organizations) to 
iieve tie stated project target(s). It is 

ubject to revision from time to time as necessary 
or desirable. It is the only universally pre-
scribed document which portrays the schedule of 
work involved in reaching project objectives and 
can serve as a valuable tool with which the efforts 
of AID technicians and their cooperating-country

counterparts can be made to mesh more effectively. 
In many instances, itwill be the most important 

means of providing continuity of operations, 

givel the frequently large turnover of personnel 

directly concerned with the activity. Thus, the 

PIP can and should be a vital, living document 

wnich helps to ensure tne successful conduct and 
completion of AID-assisted noncapital projects. 

0. Since toe PIP includes the major 
elements of action whicii must be undertaken by 
all,parties and die outputs which they seek to
 
achieve,,;xplmun benefit can best be derived if 
die PIP is developed jointly with the cooperating
 
country and represents a bilateral and agreed to 
plan for action. The degree to wnich such joint 
planning and agreement can be achieved will vary 
sharply from ission to Aission and perhaps, 
within a Mission, from project to project.
However, tue process of jointly developing the 
plan, and monitoring progress against it, snould 
in itself be a mutually helpful exercise in tie 
improvement of development planning and adminis
tration, and should be an objective sougnt on 
all projects. Whenever feasible, the cooperating
country counterpart agency and other institutions 
Immediately responsible for project execution 
should play a significant role in the preparation 
of tne plan. 

h. he new programming system is based 
upon the concept of life-of-project substantive 
approval and authorization, and is intended to
 
recognize more fully tne Hission Director's 
authorities and responsibilities for planning, 
implementation, and evaluation. This concept 
presumes that so long as the evaluation process 
shows the project to he progressing in reasonable 
accordance with established plans and objectives,
 
and so lone as annual budget estimates are in 
reasonable accordance with planned magnitudes
and timing of resources, all of waldi are set 
forth in tite PIP and authorized PROP, annual 
funding increments will be provided, if funds are 
available. ius, it is essential that Pips whicni
retlect tie current ission planning for authorized 
ongoing projects be on hiand in AID/, particularly
in the simmer and fall of each year when AID/W 
requires information to allocate funds and pre
pare and defend budget proposals. To the extent
 
mat current and accurate PIPs are on hand,
 
simplified operational and budget-year submissions
 
containing far less narrative than inthe past
 
should be sufficient.
 

F. The PIP is a working docunent and is
 
to be produced and made available only to those
 
individuals or offices within the Mission, vie 
cooperating country, AID/W, and other participating 
organizations who have a working need for them. 
Tie PIP, by its very nature, is subject to change
 
but it must be recognized that the need for copies
 
updated inprecise detail varies considerably
 
among the recipients. Those individuals iiiedi
ately and directly involved inproject execution
 
will undoubtedly find it advantageous, ifnot
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indeed necessary, to annotate their copies on a 

continuing basis. However, the needs of other " 
recipients should be satisfied through occasional 
formal revisions prescribed herein, 

G. In some cases, a PIP may accompany the 
PROP when the latter is submitted to AID/W for 
approval. However, the Project Authorization 

will 	not constitute specific approval of the 
implementing details nor does it preclude Mission 
revision of the PIP. These details are fully 
recognized as a Mission responsibility within the 
parameters of the scope, character,- and magnitudes 
of the authorized project, 

H. The PIP isessentially a Mission plan-

ning and control document,-not a fiscal or 
implementation document. It is not designed, 
except ingeneral terms, to meet the information
 
requirements of AID/W for planning and implementa-
tion purposes in such areas as personnel adminis-

* 	 tration, procurement, or participant training, 

By virtue of its content, the PIP does serve, 

together with annual budget submissions, as a 

basis for funding allocations and budget proposals. 

It does not, however, commit, reserve, or obligate 
funds but indicates the intended use of funds 
when made available. Neither does it in any way
supersede or otherwise impinge upon the purposes
and uses of the Project Agreements and Project 
Implementation Orders, (i.e., PIO/Ts, PIO/Ps,
PIO/Cs), and other standard obligating or 
implementing instruments. 


I. The PIP forms generally provide space

for information for periods of 5-6 years. This 

does not mean that planning need be restricted 
to this period of time. Neither does itmean 

that 	it is possible to plan with the same degree 
of finite detail and certainty in the later years 

of the project as in the earlier ones. The sub-

j * stance of the PIP should be as complete as current 
knowlede allows and periodically eneas new 
information is learned. 

IV. Responsibilities 

A. Mission Directors are responsible for 


establishing appropriate internal procedures
regarding the preparation, review, approval, and 
maintenance of PIPs. 


B. Basic responsibility for the prepare-
tion and maintenance of PIPs should normally be 
assigned to the Project Coordinator designated 
under 	the provisions of AIDTO CIRC A-104 (10/3/64). 

C, Whenever appropriate, the contractor, 

borrower/grantee, or cooperating sponsor, in the 
caie of food projects, may be requested to prepare 
PIPs, or assist materially in their preparation,
However, the Mission is responsible for ensuring 
that 	these plans are prepared and revised as 
required, 
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U. Mission personnel will make every 
effort to promote and encourage participation by 
the appropriate cooperating country, agencies, or 
institutions in the development of PIPs. 

1. AID/W approval of PIPs is not required.
AID/W may render advice or comment thereon from 
a technical and feasibility point of view, partic
ularly where the document assumes supporting 
actions by AIDW which must be within its capacity 
to implement. Full responsibility for and 
authority over §pecific project implementation

planning lies with the Mission in collaboration 
with the cooperating goxernment, and the cooper
ating sponsor in the case of food donation 
projects. 

V. Composition
 

A. Project Implementation Plans consist 
of six parts, each prepared for a particular 
purpose as indicated below. Attention is called 
to the fact that the prescribed PIP does not 
include a sumnary or face sheet. This has been 
done deliberately to avoid unnecessary repetition
 
of project descriptions and to permit essential
 
flexibility at the Mission,level.
 

B. Since the PIP is intended to be, to

the extent possible, the product of joint planning 
hetween the responsible officials of the U, S. 
and the cooperating country at the working level 
(e.g., the head of the Mission technical office
 
and the director of a department in a Ministry), 
Missions are encouraged to obtain the signatures

of these parties in acknowledgement -of their 
agreement to the plan, The extent to which this 
ispossible varies so considerably with the cir
cumstances that the manner and form in which it 
is done is left to Mission discretion. In some
 
instances, Missions may wish to obtain agreement 
on an implementation plan by incorporating (as 
an attachment) the PIP or portions thereof in 
the Project Agreement. On the other hand, Missions 
may find it desirable and advantageous to utilize 
an internally designed face sheet on which could 
appear such items as a brief description of theproject, a statement of objectives or targets,
 

significant factors in implementation which 
warrant emphasis at the working level, and the 
signatures of appropriate officials. In any 
event, itis clearly the Mission Director's
 
responsibility to determine whether or not 
specific cooperating-country approval of or 
agreement to the PIP will be obtained. 

1. Part I - Work Schedule (Form
AID 1020-18) 

This part indicates the major work 
actions or steps involved in achieving the 
objectives of the project, the planned scheduling 
of such actions or steps, the relationships in 
time and interdependence of one to another, and 
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the organization primarily responsible for each 
action. The work schedule is to reflect the 
total project effort and includes actions to be 
taken either 	jointly or separately by the U. S.,
 
the cooperating coutry, and where in direct 
support of the project, by other donors or 
cooperating sponsors. 

2. Part II- Selected Output 
Indicators (rorm AI -02C19 

This part shows the major quanti 
tative and/or qualitative outputs, results and
 
accomplishments expected of a project, and the 
scheduled achievement of these outputs.
 

3. 	 Part III Personnel Requirements 
(Porm AID 1020-20) 

This part reflects, by broad per-
sonnel categories, the manpower required, the 

a. 	 phased scheduling of these requirements, and man
year and cost estimates for the life of the 
project. It is to include all personnel working 
directly on the project, including those of the 
UYST7the cooperating country, and other donors 
or cooperating sponsors. 

4. 	 Part IV - Participant Requirements 
(Form AID 1020-21) 


This part reflects the detailed 
U. S. and third-comntry participant training 
requirements during the life of the project, the 
phased scheduling of those requirements, and the 
annual estimated costs to be incurred for this 
purpose by both the U. S. and the cooperating
country.
 

S. 	 Part V - CmodityandOther Cost 
ReqrMnts -Techncal Assistance 
(Borm AID 1020-22) 

This part reflects, for other than 
food donation activities, the commodity (nonfood)
and other requirements by type, and the estimated 
cost of those requirements by fiscal year. It 
includes commodity and other inputs to be provided 
by the U. S., the cooperating country, andwhere in 
direct support of the project, by other donors. 

6. 	 Part Va - ommodity and Other Cost 
Requirements - Food (Form AID 

This part reflects the food commod-
ity and other requirements by type and the 
estimated cost of these requirements by fiscal 
year. - It includes food commodity and other inputs 
to be provided by the U. S., the cooperating 
country, and the cooperating sponsor. For a 
technical assistance project involving a food 
component, Part Va will be used only to reflect 
the food requirements. 
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VI. Procedures 

A. 	Completion of Forms
 

Detailed instructions for the comple
tion of each part of the PIP and a set of the 
blank forms are included in Attachnent A. A 
hypothetical 	 example of each part of the PIP is 
included as Attachment B. This example, together
 
with the detailed instructions, is to be used as 
guidance in the development of PIPs for each 
project. 

B. 	 Initial Preparation 

1. 	 The PIP will normally be prepared 
for authorized new projects imediately prior to 
or in connection with the negotiation of the 
initial Project Agreement and forwarded to Wash
ington immediately after the signing of the 
agreement. 

2. Much of the preliminary work of 
developing an ismplementation plan will probably 
be done in connection with the preparation of 
the Noncapital Project Paper CPROP). Nevertheless, 
since the PROP is to contain sufficient data for 
review, analysis, and authorization and will 
normally be submitted considerably in advance of 
actual implementation, the PIP need not be
 
prepared in final form at this time nor accompany 
the PROP. This delayed submission of the PIP 
will permit its preparation in a more meaningful 
and precise manner. 

3. A PIP need not accompany a Pre
liminary Project Proposal (PPP). See M.C. 1025.1. 

4. 	 During the period of transition to 
the nei programming system, PIPs are to be 
prepared and forwarded to AID/W as follows: 

a. For new projects, PIPs are to 
be sent to AID/W immediately following the signing 
of a Project Agreement. 

b. For existing approved projects 
in which major changes are contemplated, PIPs are 
to be sent to AID/W following Washington project 
authorization based upon the Noncapital Project
Paper (PROP) for each such project. 

c. 	 PIP Submission Schedule 

(1) For the remainder of the 
existing approved projects, PIPs may be forwarded 
to AID/W at any time between now and the fall of 
1969, but in no case later than August 31, 1969. 
Missions are encouraged to prepare and forward 
these PIPs as soon as possible to facilitate and 
expedite the transition and to gain experience 
more rapidly in their use. 
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(2) It shoutd be noted that 
.thia cheduee 6oh the PIP Supeuede4 the i6nAc-
tions contained in M.C. 1023.2.7 - Pwiect Docu-
mentation Guidance, oiuginatZy i.sued aA CeulAut 
A-212 o6 May 13, 1967 (pakaganph III.F.l.a.).
The new schedule Atate4 prtepatation o6 the PIP 

PIP is to serve as a meaningful reference document 
in the budget, allocation, and evaluation processes. 
These changes may involve such things as (1) a 
substantial change in scheduling, (2) the addition 
or deletion of major actions or steps, or (3)sub
stantial deviations in personnel, participants, 

dor new pAoject6, and piWofc inuotving major
change, moe cZo6ety to the negotiatcon and 
authoAbzation procezAse and th. provides 6o 
more meaningfuZ doccment6. 

comodity, or other requirements. A change in 
fiscal year source of funding without substantial 
change in scheduling does not necessitate a 
revised PIP but will be accounted for in the 
annual budget submission. 

C. Formal Revisions of PIPs 

1. Revisions in PIPs are prepared 
under two sets of circumstances: 

a. Following authorization of a 
revised Noncapital Project Paper on an existing 
project, submitted as the result of a major 
change(s) in the scope, character, or magnitude 
of the project. 

2. The need for and actual timing of 
these formal revisions is subject-to Mission 
judgment and dependent upon Mission management and 
implementation needs. When formal revisions in 
PIPs are prepared, the Mission should ensure that 
they are also made available to AID/W so that 
current Mission plans are on hand there at all 
times. 

a' changes 
b. To incorporate significant

made at the Mission level which, while 
still within the parameters of the approvedproject and not therefore necesstating reauthori

zation, must be reflected in the record if the William 0. jiall
Assistant Administrator 

for Administration 

I 
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Draft: 4/1/68 

NON-CAPITAL PROJECT APPRAISAL REPORT (PAR) 

The Project Appraisal Report (PAR) is a periodic evaluation by each 

Mission (or by the appropriate regional or central staff office in the case 

of regional or interregional projects) of (a) the effectiveness of non

capital project execution, in terms of substantive implementing steps taken. 

inputs provided, and results or outputs achieved, all in relation to Mission 

plans, and (b) the significance of project planning and execution, in terms 

of U.S. and cooperating country objectives. In conjunction with the PIP, it 

provides a basis for estimates of efficiency in terms of cost per unit of 

output. To meet the evaluation needs of A.I.D.'s non-capital assistance 

program a Project Appraisal Report (PAR), A.I.D. Form , is pre

scribed for use within the Agency on an annual basis, to be prepared for 

all projects covered by a PROP (see M.C. 1025.1, paragraph IV) and a PIP 

(see 1.C. 1025.2, paragraph VI.B.) on schedules to be arranged by the 

Regional Bureaus in consultation with Missions. 

I. BASIC CONCEPTS OF EVALUATION 

A. General
 

Evaluation of projects in terms of their effectiveness and con

tinued significance necessarily is a complement to project planning,
 

-programmingand implementation. An explicit statement of intended results
 

is an essential precondition to objective evaluation. The statement is at
 

the same time the most crucial step in the process of planning and programming 

a project. The evaluation of projects will provide data and judgments needed 

to decide whether to modify, cancel or continue them unchanged.
 

O F 
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There are practical reasons for carrying out program evaluation 

separately from budgeting and programming, The pressuze of the anul 

pfogram submission prevents Missions and AID/W from carrying out otjective 

and complete appraisal of experience. Therefore, ohe _roo-ct Appraisal
 

Report, while utilizing programming and implementing documeats for its 

analtical base, removes evaluation from the anual program b-idg t process 

and provides the framework for independent and "de-cycioad review, 

B. Nature and Purposes of Evaluation
 

Evaluation is done in order to impros both program planning and 

execution by applying lessons from past experience. it is a process composed 

esse.tially of five stages: (a) the establishment of std:ardas and criterie
 

against which progress is measured, () identification of critical. variables, 

(c) the collection of data, (d)the analysis of data, and (e) the feed back 

of findings. No one of these stands alone. By the sane token the whole is 

necessarily weakened by the failure to carry out any one, fAv2 aatmon nay 

be conducted for several purposes: (a) significence (Werethe right project 

and sector goals selected, in light of overall country objectives?); (b)
effectiveness (Ye],~iedlr~et.ig ez 

(are planned project targets being acbieve?); (.) efficiency 

(are costs per unit of output being minimized?); a) compliance (are 

applicable laws, regulations and principles of good practice being observed?). 

Effective evaluation of non-capital projects can be achieved only wen 

conducted in light of stated program goals and objectives. Vit! (a)well 

defined project targets and (b) quality standards and time sched'ales fo, 
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resource inputs and planned outputs. The degree of definition with which 

these basic factors can be established will obfiously vary from project to 

project, but the clearer the definitions the more effective and meaningful 

will to the evaluation. These definitions constitute the base-line for 

evaluation; they make possible: (1) a comparison of actions taken against 

actions planned; (a) a comparison of real accomplishments, both quantitative 

and qualitative, against planned targets and objectives; (3)judgments as to 

the continued impact, import and significance of the project; (4)the identi

fication of less-than-satisfactory performance and the causative factors; 

and (5)decisions regarding remedial actions. Effective evaluation must be 

based on well conceived planning documents. 

C. Responsibility for Evaluation
 

The -valuationof projects is a responsibility of Mission Directors. 

Oherefore the PAR is designed primarily to serve the Mission as an inportarzt 

,nl of program and project management. It should enable the Mission to
 

-;:ntify any important problems and take steps to correct them. Conversely, 

it shoold permit identification of accomplishments and successful methods, 

At shoold reveal any need to have the project analyzed in depth. For projects 

tt.t n-re demonstrably going well, the PAR should be a brief exercise. 

The ission 2valuation process should involve both top management 

and o-perating level personnel. Were possible it should also involve leaders 

h-e ±mplen'ung agezcy. i.e., contractor or participating agency. tlow

ever, since responsibility for evaluation ultimately rests with the Mission
 



Director, the requirements prescribed herein do not establish any particular 

form of procedures, staffing or organization for evaluation purposes within 

the Mission. Missions are strongly urged however to seek the broadest practical 

range of participation within the Mission in preparing the PAR: (a) in order 

to gain better insight into the relative effectiveness and significance of 

all projects to sectoral and country objectives and (b) as a means of achiev

ing greater objectivity and candor. For these purposes, Missions should 

consider the possible advantages of establishing project review and evalua

*, tion groups to examine draft PARs prior to Mission Director signature. 

rThe extent to which evaluation can improve the quality and relevance 

of our project assistance varies in direct ratio to the insight and candor 

of the evaluator. The evaluator must exhibit professional detachment and 

perspective if he is to appraise the project in a meaningful way. Bis role 

is to challenge and question, not to defend and justify. Self-evaluation, 

by an individual or group, therefore requires even greater candor, and
 

courage as well.
 

The PAR should not be perceived as a device to camouflage or to 

place blame for functional flaws in project concept or execution. The PAR's 

real value to the Mission is that it offers an opportunity to identify and 

diagnose problems so that the Mission itself can apply corrective measures. 

Mission leadership should therefore recognize that honest and perceptive
 

criticism of a project by the project monitor is difficult and will require
 

disciplined but sympathetic support by senior Mission staff. 
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The 	PAR can also, as a matter of economy, collaterally produce
 

material on project implementation for AID/W. The PAR should hell A.I.D.
 

manage its worldwide program and help improve ATL/W backstopping performance.
 

Although responsibility for evaluation and the means to apply
 

corrective action rest in the Mission, the Regional Assistant Administrators
 

and heads of AID/W Staff Offices also play a role in the evaluation process.
 

The PAR will assist AID/W in carrying out its role by providing the data
 

for the broader evaluations of sectors, technical fields, special subjects
 

and country program significance that are AID/W's responsibility. It is
 

also expected that AID/W's review of Mission PARs will result in the
 

initiation of action to remedy a given problem or situation, e.g., AID/W
 

may 	conduct, or request the Mission to conduct, a further study of specific
 

problem areas.
 

D. 	Frequency of Evaluation
 

Evaluation is a continuing process, conducted informally as an
 

integral part of the day-to-day execution of a project. Nevertheless, the
 

principles of good management dictate that formal and periodic evaluation
 

be undertaken which bring to bear upon the project the total interested
 

resources of the Mission and which form the basis for a total Mission position
 

or judgment concerning the effectiveness and significance of a project. For
 

this reason, it has been determined that non-capital projects should be
 

formally evaluated on an annual basis. This does not preclude Missions from
 

undertaking more frequent formal evaluations of particular projects.
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II. PROJECT APPIRAI&t IEPORT (PAR) 

ne PAR has been developea in consonance with tt concepts, standards 

and requirements outlined above. I- replaces ihl progress and accomplish

merits reporting previously contained in CAP Ii under the "Progress-to-Date" 

section of the E-1. It replaces also the interim Evaluation of Contractor
 

Performance report now submitted semiannually (M.O. P423°10); U-520, Project 

History and analysis Report; U-310, Goal and Activity Progress Report and 

U-313, Self-Help and Accomplishment Report. The PIP and PAR jointly will 

permit elimination of U-261, Part 2 which is the narrative portion of 

P.L 480 Title II - Commodity Status Report. 

Because of the varying nature and type of non-c-pital projects, the 

PAR has been designed to the maximum extent possible to allow flexibility 

in the manner of presentation and degree of specificity. However, since
 

evaluation can be effective and meaningful only if made against established 

plans, the format of the Project Appraisal Report is strct-ured to permit 

evaluation against the documentation which reflects these plans. Thus tbc 

PAR is based upon and relates closely to the two major documents involved 

in the planing, programming and implementation processes, i.e., the Project 

Paper (PROP) and the Project Implementation Plan (PIP). 

It requires: 

1. An ev-aluation of (a) the continuing relevance of the project
 
purposes and (b) the appropriateness of project design to 
sector/goal plans.
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2. 	an evaluation of the effectiveness with which planned project 
target outputs are being achieved and the significance of 
project outputs to overall sector and country objectives. 

3. 	an assessment of implementation actions and the use of
 
resource inputs. 

4. 	 an examination of cooperating country actions and environmental 

factors affecting the project.
 

The PAR also includes a number of structured check lists which identify
 

and 	categorize the source and nature of problems affecting the progress of 

the project. AID/W plans to analyze this data in the data processing 

system. 

PARs should be unclassified if possible. Where security classification 

is considered necessary by the Mission for all or parts of the document, 

those parts, sections or pages should be clearly indicated.
 

PART I - Evaluation of Project Purposes and Project Design. 

This is a series of questions designed tocdetermine whether the project
 

purposes, planned output targets, and anticipated results continue to be 

relevant to current sector and goals plans in the light of (a) acquired 

operational experience by the Mission, (b) changes in the host country 

economic, social and political situation, or the views, policies and acti

vities of government or private elements that are significant for the project. 

1-n is also intended to assess the appropriateness of the project design
 

(strategy, 'eapnroacn, scope) to achieve planned outputs. 
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PAT II - Evaluation of Project Accomplishments and Output Targets 

This Part consists of t.zee sections. The first section measures 

progzess in achieving the key quantitative and/or-. quXalitative outputs, 

results and accomplis-ments against h? individual output tsgets which 

weae established in the PROP and scheduled in the PIP. It cites the same 

o-rp'at indicators and units of measurement as the PIP, Part II, arid thus 

provides the basis for updating the PIP at annual intervzals. 

The second section attempts to summrize in check list form the
 

Mission's appraisal of (a) project effectiveness in acUiz~ving stated 

targets, (b) project impact on sector and goal plans and (c) project sig

nificance to U.S. country objectives. This section also contains a summary 

of Mission recommendations on the future direction of the project. 

The third section consists of a concise analytical narrazive prepared 

by the Mission and signed by the Mission Director or his designee, which 

addresses itself chiefly to the aspects of the project suanarized in the 

preceding (second) section. This section is intended as a penetrating,
 

qualitative analysis of the productive worth of the project, the factors 

influencing its effectiveness and the remedial actions required to improve 

its contribution to the country development program. It is intended to 

reflect the total Mission view of the project.
 

In Those instances where the Mission's overall evaluation in a previous 

PR has not significantly changed, and the project is meeting established 
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time, financial and output targets, this section need be no-.More than a state

ment to this effect.
 

PART III - Assessment of Implementation Actions and the Use of -Resource 

Input s 

This Part has two main sections. The first section is essentially a 

statement of specific progress made in implementing a project during the 

reporting period. Baselines for this section are contained in the ? oject 

Implementation Plan, Part I - Work Schedule. This section of Part III of 

the PAR, therefore, sets forth sequentially the major substantive actions 

which were to have been udertaken by the Mission and/or the cooperating 

country during the previous year, notes whether or not these actions have 

progressed on schedule, and explains the reasons for significant delays or
 

deviations from planned actions; such a description should be written for 

each major step in the Work Schedule which requires remedial measures. It
 

also identifies and describes the factors responsible for rapid progress.
 

If the actions reported in this section deviate from those spelled 

out in PIP, Part I, the persons directly concerned with project execution 

will want to make annotated changes on the PIP per M.C. 1025.2, IIIF. 

If the actions reported here constitute a basic departure from PIP, Part I, 
A 

then the project must be reexamined.
 

The specific implementing actions shown in this section need not be
 

expressed exactly as in PIP) Part I, but they should be clearly related to
 

them (see M.C. 1025.2, Attachment A, para. II, A, 4, c). The steps indicated
 

k 
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in the PAR may reflect a slightly finer degree of detail than those in the 

PIP. For example, the PIP may include a step which ress "develop and 

publish a new course curriculum." The PAQ for a particula:- period may 

reflect components of this action, such as for-n working gzoups to compile 

new course curriculum" or "obtain ministry approval and publish new course 

curriculum."
 

This section also contains several check lists summarizing the 

Mission's overall appraisal of the implementation process. 

The second section of Part III examines the main resource components 

of the project (technicians , participants, etc.) to determine (a) the 

relative importance and (b) the actual qualitative effect on the project 

of atvariety of operational factors. For any important factor that exerts 

an adverse or inadequate effect on the project, the Mission is required to 

indicate the cause of the problem, the consequences of'not correcting the
 

problem, and the nature and extent of required corrective action.
 

-This section will also serve to identify and explain deviations from
 

the implementation plan by recording the nature and extent of any implementa

tion problems. Its operational value is to alert the responsible A.I.D. unit
 

to the possible need for action or further study.
 

Narrative text may be necessary: space is provided at the end of each
 

section.
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PART IV - The Role of the Cooperating Country 

This Part addresses the critically important role of the host country 

in project planning, implementation and follow up activities.. It contains 

a number of environmental and operational factors grouped under three 

headings: (a) General Environmental Factors, (b) Specific Operational
 

Factors Affecting this Project and (c) Host Country Counterpart Technician 

Factors. As in the case of factors in Part 1I-B, these factors at:e to be 

rated for their importance to the achievement of project targets and for
 

their qualitative effect on the project. Further explanation is required 

where factors are rated as important but contributing adversely or in

adequately to projedt progress. 
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