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PREFACE

This evaluation of the performance effectiveness
and development impact of the International Executive
Service Corps was conducted by Robert R. Nathan Asso-
ciates, Inc., at the specific request of the Bureau
for Populatiuy and Humanitarian Assistiance, Agency
for International Decvelopment. The work order objec-
tive and scopt¢: of work are contained i) Annex A to
this report. The evaluation was carri:d out during
the period March 1l6-April 22, 1977, in the New York
headquarters »f IESC and in seven countries in which
IESC has ongoing programs: Honduras, 3Suatemala,
Liberia, Turk=2y, Malaysia, Singapore, and Indonesia.
The evaluationr team was headed by Jose»nh R. Gunn and
included Marvin R. Brant, Roger Sedjo, and Elwood

Shomo.

During tlie course of the field analyses inter-
views were he.d with the IESC countrv directors, vol-
unteers, and present and former IESC clients and spon-
sors, as well as with others well info:rmed about the
programs. A list of these contracts is provided in
Annex B, In addition, detailed discussions were held
in the IESC offices in New York with ¢1l1 the vice
presidents and with many senior stafi mnembers and in

Washington wiih appropriate AID persomael.
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Special thanks are due to Mr. Joseph R. hasulak,
Deputy Vice President, Finance and Administration, at
IFSC in New York, and to the six IESC country direc-
tors, for the complete cooperation which they extended

to the membeirs of the evaluation team.

A draft version of this report was circulated for
comment to AID and IESC and was carefully reviewed in
New York by senior representatives of both those orga-
nizations and by the authors. This final version con-
tains certain modifications which were made as a
result of that -eview. Responsibility ior the entire
contents of the report rests solely witl the

contractor.

-13i-



CONTENTS

Preface
SUMMARY
EVALUATION CRITERIA

PROGRAM EVALUATION
Program Description
Country Selection
Programming
Project Selec:ion
Client Selection
American Businaess Image

Conclusion

PROJECT EVALUATION
Country Experience
Factors Necescary for Project Success
Common Problems Encountered in Projects

JESC Internal Evaluation Procedures

EVALUATION OF COST EFFECTIVENESS
The Broad Financial Picture
Composition 0. Revenues

~Application of Revenues

Overseas Cost. Effectiveness
CONCLUSIONS
ANNEX A: AID Work Order (Excerpt)

ANNEX B: Perso:unel Contacted

12
15
24
26
34
35

36
36
43
46
49

53
55
65
68
68
74

80
82



SUMMARY

The IESC has been in existence since 1964. Begun
with substantial support from AID and from private U.S.
corporate funds, it has evolved into an organization
which now relies on contributions from its foreign
clients to support over 40 percent of its total costs.

Its total annual budget is around $8 million.

The custorary operations of the co:ps involve
sending retirec¢ American businessmen to work with busi-
nessmen in developing countries. Assigaments are of
short duration, averaging about 2 1/2 months, and are
directed at solving specific managerial or technical
problems. The American adviser is a volunteer, receiv-
ing only travei and living expenses for himself and his
spouse. He is supported in most countries by a resi-
dent American —ountry director and a New York-based
staff of professional and clerical perconnel, including

a most impressive recruiting facility.

The goals of IESC are twofold: t»> provide
technical and wnanagerial assistance to the overseas
client firms and to improve the image of U.S. business
abroad. By all objective measures the Corps is suc-
cessful in actieving these goals. Cl:ents are usually
well pleased ~ith the results of the contributions of
the volunteers and, by extension, are favorably

impressed witi. the American enterprise system.



The projects also contribute to the economic and
industrial development of the host countries in the
form of increased income, expanded trade, increased
government revenue, and/or increased employment.
These broad national benefits occur in the form of
s; llovers from the individual enterprise which was

assisted by IESC: they are difficult to identify with

precision and impossible tc quantify.

Because of the logistical issues asrfociated with
operating short--term projects with mature vciunteers,
and also because of the level of effort -equired to
develop each incividual project, it is difficult for
IESC to operate effectively in countries in which it
has no resident presence (an American ccuntry direc-
tor or a locally hired country representative or an
office in which a country director calls from time
to time). Thevre are now offices in 27 ~ountries.
The present lisc does not include certarn important
countries which seem to fit clearly witnhin the IESC
operating parameters, among them India, Pakistan,
Bangladesh, and Nigeria. Conversely, tie present
list of countr-.es does include some nations, among
them Saudi Aranhia, Greece, and Kuwait, «~hich would
appear to be alle to obtain for themselves services
of the kind and quality which IESC offers, without
requiring tiie subsidy provided to IESC by the United
States governrent. Accordingly, we would favor the
use of a more rigorous internal review procedure by
IESC, to evaluate on a continuing bhasis the justifi-
cation for ite¢ being in some countries and not in

others.
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Broad programming policies correctly give wide
latitude to the country directors to develop their
own set of priorities and their own project mix.
This is necessary, because only the country direc-
tor c~- know intimately the operating environment in
the country in which he is located. Generally, how-
ever, there is a need for a better sense of program-
ming in some countries. The IESC operation is very
small in terms of total dollars expended for a glo-
bal effort, and a keen sense of national develop-
ment 1is necessary for optimal program configuration
in any given coantry. Because most ind:.vidual pro-
jects are successful, and because virtually all suc-
cessfully completed projects will have some develop-
mental impact, IESC should seek out project oppor-
tunities which either give promise of extraordinary
impacts or which offer broad economic or social)
benefits as direct by-products of the project pur-
poses themselves. A unit of IESC assistance to a
printer of textbooks is, on the face of it, prefer-
able to a unit of assistance provided to a printer
of comic books. A pharmaceutical manufacturer is a
more desirable recipient of an IESC prcject than a
bottler of sof: drinks, otlrer things being equal.

In general, IESC headquarters should impart a more
disciplined sense of program formulaticn to its
country directors, though they must be left with
the discretior to devise sound programs in their

individual countries.

These various problems notwithstanding, it is

our judgment, after observing IESC in its New York
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headquarters and in seven countries on three continents that
it is essentially a constructive and worthwhile program.

Its goals appear to be altogether consistent and harmonious
with the long-term objectives of American assistance to the
developing world. It achieves those goals in the large
majority of indi-vidual projects, and it does so at a cost

which is generally reasonable.



EVALUATION CRITERIA

A widely distributed IESC brochure describes the
Corps as "a not-for-profit organization based in New
York. It recruits experienced executives, usually
retired from United States firms, to serve in the
developing countries as volunteer adviscrs to locally-
owned enterprises that request managerial or technical

. 1
a551stance."—/

The IESC goals are perhaps more ccmprehensively
contained in tne statement of purpose “ound in the
Certificate of Incorporation, May 8, 1964, and amended

January 1975. The statement asserts:

The purposes for which the Corporation
is formed are to promote and assist economic
growth and the well-being of the peoples of
the world by fostering, advancing and¢ facili-
tating the development and utilization of
effective executive, managerial ard techni-
cal skill.s and practices by commercial
enterprises, private nonprofit organizations
and goverament agencies and authorities in
countries where such skills and practices

are lacliiig or inadequate for sound economic

. 1. IESC, International Executive fervices Corps
(June 1976) .




growth; and, in furtherance of the
foregoing purposes, to conduct

research, studies and surveys to deter-
mine the specific requirements of such
organizations for such skills and prac-
tices, and to make available to such
organizations the services of executive, -
managerial and technical persons quali-
fied in the skills and practices

required.

The operating philosophy as conta:ined in the
Policies and Procedures Manual supplied to the direc-

tors of field operations continues:

Consistent with this corporate
purpose, IESC's objective is to concen-
tra2te on assignments which will have
significant impact in the country by
reason oi the economic importance of the
enterprise assisted or by reason of hav-
ing the nultiplier effect inherent in
projects such as establishing or improv-
ing public services, national re¢sources

ox vocational training programs.

The AID Noncapital Project Paper (PROP) for
the IESC, dated MNovember 1, 1969, and the associated
Logical Framework state the following dimensions of
the IESC program. The output of %the »roject is desig-
nated as "management and other techuni-al assistance

lacking in LDCs." The purpose of the project is given



as "To improve management and production of primarily
private enterprises by an amount in excess of the
cost of the volunteers." The broader program goals
to which the IESC project contributes are "To
increase the contribution of the private enterprise
sector to GNP" and also "To improve the image of

American business overseas."

In comparing the objectives of the FROP with
the stated goals and objectives in IESC s own docu-
ments we find a close correspondence. !t is in the
context of the stated IESC purposes and goals, as
well as the AIL PROP, that this evaluation has been

conducted.



PROGRAM EVALUATION

Program Description

New York

The headquarters of IESC are in Newu York. At
this location are the major offices of the organiza-
tion, a substantial clerical staff, the central
record-keeping facilities, and the volunteer
recruiters. Tc this location the indiv.dual coun-
try directors forward proposed projects with requests
from clients fcr executive volunteers. The principal
responsibiiity for the programs within a geoagraphic
region rests with the regional vice-president. Pro-
ject applications are forwarded by the ~ountry direc-
tors to the recional vice-presidents for approval.
Upon approval of a project, the description of the
project requir:ments and duties are given to a
recruiter, himself a volunteer, whose task it is to
identify and recruit a volunteer execwutive with a

background suitable for the tasks.

In addition, the New York office keeps records
of projects and volunteers and undertakz2s some eval-
uative tasks. The principal policy an{ American
promotional activities also center cround the New

York office.



The New York office is likewise involved in
determining the suitability of potential volunteers
which the recruitment process has identified. 1In
some cases, part:icularly that of a new volunteer who
has limited international experience, personal inter-
views are arranged to be held in New York or

elsewhere.

IField Operations

Country Director

Some diff:rences do exist among countries, but
field operatioas are typically directec by a coun-
try director, w~ho is salaried. Althouuh tours of
duty vary, they are generally longer than a year. 1In
the case of shorter tours or special circumstances, a
voluntecr country director is often used. The coun-
try director his the responsibility of maintaining an
ongoing programn or, where an ongoing piogram does not
exist, of developing a program that cal. be expected
to become ongoing. It is also the responsibility of
the country director, even where there ig a local
professional staff, to supervise the pi'omotion of the
IESC program, =0 work with the IESC steering commit-
tee of locals, to arrange for the signing of agree-
ments with clients, to examine the appropriateness
of the variour projects and the descriptions: ¢f the
type of assistance required, and to assist the exec-
utive volunteers upon their arrival and be available
to assist ther in adapting to the stresses of the

foreign envircnment.
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The conditions under which the field officer
operates appear to vary .considerably. In many coun-
tries he is assisted by local salaried representa-
tives. Many of the functions of the country direc-
tor may be undertaken by the local representative,
incluading promotional work and assistance of volun-
teers, especially when the volunteers' assignments
are in a region serviced by the local representa-
tive. The kind of office space available to IESC
varies, as do the availability of an au.omobile, a

driver, and a clerical staff.

The country director also appears :o have de
facto control of the direction of the program within
the country. Jle makes decisions as to which sectors,
industries, and firms to approach. While the typical
country plan avpears to be poorly documanted, these
decisions occesionally seem to be made more or less
at random, reflecting no unifying purpose or plan.
Clearly, howevir, such programming dec.sions strongly
affect the thrust and direction of the country pro-
gram. Although the country director may be influ-
enced by broad directives from New York, a wide

range of discr=2tion remains with him.

Additionally, the country director has an
important voice in determining the size of the
client's contribution. Stated IESC policy calls for
a charge bascd on the client's ability o pay, with
sales volume cited as an indication of [inancial
ability. The hehavior pattern appears to vary,
however. In some countries visited th: operational

rule appe~rs to be to cover direc! consts associated



with providing an executive volunteer. Thus, the
first month's contribution is designed to cover the
air fare and the first month's per diem, while the
contributions made in subsequent months are set at a
level sufficient to cover only the additional per
diem requirements. Such an opcrational rule seems
to apply to almost all clients in some countries,
regardless of ability to pay, with exceptions made

for small clients of very limited means.
Volunteer

The volunteer's task is to provide the
expertise requested in the project agre:@ment. A
volunteer's success or failure on a project is
dependent upon a variety of factors whi:h will be

discussed in detail later in this section.

Steering Committee

The steer.ng committee is composed of a
variety of proninent local individuals =-- local
businessmen anc¢ occasionally government represen-
tatives. Amon« other functicns of the committee is
that of servinc as a means for the couvutry director
to gain entree to the local business couwmunity.

The committee also receives and provide. local feed-
back on the IESC program. In addition, it partici-
pates in the process of country program formulation.
Our impression is that, while the coim. :tee meets
as a group only infrequently, individuci{ members
may prcvide valuable assistance «nd coittacts to the

country directors.

11.
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Country Selection

The selection by IESC of the countries in which
it operates appears to be determined largely by con-
siderations as to the potential viability of programs
within those countries. Factors considered include
the attitude of the host government, partially reflec-
ted in questions of taxes which affect IEST's opera-
tion. Other determinants appear to inclide the level
of anticipated in-country costs togethe: with an
assessment of the potential of the country program to
generate sutfic.ent contributions to cover those costs.
Important elements in covering in-country costs are
the number of projects and the size of the contribu-
tions of clients, as well as the exchanre rate and

1/

the domestic price level.=

Significantly the relative level of development
of a country appears not to be the critical determi-
ant in the decision to undertake a councry program,
For example, soine of the more underdeveloped coun-
tries and regiois, such as the entire Irdian subcon-
tinent and much of Africa, either have ro program or
have had only irnfrequent and sporadic r.rojects. The
lack of a program in some of the less develcped
regions of the developing world appears to reflect
the perceived inability of IESC either to obtain what
IESC regards as appropriate government iiterest or the

inability to generate a sufficiently larje program.

1. One African country has been exciruded from pro-
ject consideration partly because of an exchange rate
that makes in-country dollar expenses prohibitively
high.



Also, the focus of IESC on assistance to private
enterprise makes program viability difficult in the
absence of a fairly active private sector, a charac-
teristic, by and large, of the more advanced of the
developing countries. Indicative of this is the
nature of much of the program in West Africa, which
has been directed, to a much larger extent than
elsewhere, toward the public sector. On the other
hand, it is unclear why Pakistan, for example, is

not included.

Generally, IESC does appear in the past to
have been most active in the relatively advanced
strata of the ceveloping world, where an active
I'rivate sector is in operation. Countries in this
group include Zolombia, Turkey, Greece, Singapore,
Korea, Brazil, Mexico, and Iran. 1In addition,
smaller programs have been undertaken in wealthy
countries such as Saudi Arabia, Kuwait, and
Venezuela. Similarly, recent activity suggests that
a large perceniage of the new projects are similarly
located in the more advanced of the developing coun-
tries, most of which no longer have active AID pro-
grams. For example, the March 31, 197, IESC status
statement indicated that more than 50 rczrcent of the
new projects accepted are found in eigh: relatively
advanced countries -- Brazil, Colombia, Peru,

Venezuela, Iran, Turkey, Korea, and Taiwan.

We do not challenge the desi~abil ty of an IESC
effort in som> of the more advanced ccuntries of the

developing worid. As suggested above, the nature of

13.
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the IESC program may be such that it is most success-
ful in generating a positive developmental impact in
the context of a more advanced developing economy.
We see no mechanism or decisionmaking process, how-
ever, that addresses the question of when a program
ought to be started in one country or discontinued
in another. 1In fact, our field investigation has
suggested that some projects could have been under-
taken by groups other than 1ESC. Certainly, as the
development process continues, the ability of firms
to locate other sources of technical assistance that
are not subsid.zed is enhanced. Some process should
be devised to cfetermine when IESC shoull begin or

discontinue a country program.

We do question, however, the apprepriateness of
IESC programs in wealthy countries surch as Saudi
Arabia, Kuwait, Venezuela, and Iran. IESC's own

Three Year Procram Revijew statcs that one of the cri-

teria governinrc country selection is tlat "the coun-
try needs deveiopment assistance beyond that which

it is able to ovbtain through normal comtercial
channels." The: financial situation cf :these coun-
tries obviates the need for a subsidized source of
technical and rnanagerial assistance. ©n addition,
even if all projects within these ccunt-ies were to
require full cost contributions (which they do not at
present), such assistance would be deewed inappropri-
ate, since this assistance could be obteined through

normal commercial channels.
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Programming

An IESC rule of thumb is that each country
director should generate about 20-30 projects annu-
ally. Of course, some variation is allowed in con-
sideration of various unique in-country circum-
stances. For example, an IESC staff of prestigiohs,
highly competent locals -~ such as now exists in
Turkey -- suggests a country project capacity con-

siderably larger than the worldwide country average.

IESC prcgram levels vary considecably between
one region ar.d another, as tables 1 and 2 show. 1In
view of the jact that the levels of activity vary
considerably between years and regions, it may be
advisable to consider a reallocation of responsibil-
ities that would combine some of the regions -- that
is, it appeers difficult to justify all of the

regional uni:s that are operating at present.

Country Prog:-ams

Althougn IESC recently undertooit a rather
extensive program assessment, which iresulted in the

Three Year P:ogram Review 1977-79, we find that a

number of derficiencies in programming still exist.

In general ic is the opinion of RENA that the country
programs tend to lack direction. Although IESC is
making an =21fort to improve its ability to assist
small busine¢ss, the country programs do not reflect
this concerrn. Also, for example, although attenticn

was paid to the composition of the country program by
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Table 1. Regional Project Activity
(as of March 31, 1977)

New projects Projects Projects
Region accepted starced completed
South America 75 56 17
Central Amcrica 30 19 18
Europe/Mideast 26 20 16
Africa 20 7 3
East Asia 50 22 22

Source: IESC "Status of All Projects"” summary.

Table 2.

Regional Project Compl :tions

1972 project

1976 project

Region completions completions
South America 182 154
Central America 115 79
Europe/Mideast 106 93
Africa 16 32
East Asia 133 116
Total 552 474

Source: IESC,

zation," 1972 and 1976.

"Completions by Annual Volume of Organi-
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industrial sectdr, the Review contains rno estimates
of the projected number of IESC projects either for
the global program or by country. L/
It should be noted that it is not entirely
clear that every country program requires a well-
defined sectoral composition. For example, in a
largely laissez faire economy such as that of
Singapore, where the direction of development is to
a large extent determined independent of governmen-
tal direction, ¢ widely diverse program, lacking a
central sectoral focus. may well be desirable. Even
there, however, an effective mix of private and pub-
lic projects, as well as concern for secondary
impacts, requires careful prcgram direction. By
contrast, in an economy such as that of Korea, where
the private cector operates vithin the tramework of
economic planning and governmental priorities, it
might be best to attempt to integrate the priorities

of an IESC prog.;am with those of the government.

In all cases the country director should be
acutely aware o the direction in which social and
economic develo»mment is proceeding in his country,
whether that direction is being taken by government

fiat or otherwice. He should formulate his program

1. Four budget-planning purposes a level of project
activity is assumed. both globally and by country as
will be scen in the following chapter. Tn the Review
document, however, which purports to se: direction
and give thrust to the IESC effort, no z:2ference is
made to the volume of proiects of +n anv other
measures of program activity levels,
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in the contert of that deveiopment, seeking out cri-
tical project opportunities wherever he can. IESC
is a very thin operation in terms of total fiscal
resources and must always strive for leverage in its

country programming.

It is our judgment that the programming effort
of IESC can and should be improved. This need not
require any additional staff. Rather, it would
simply reflect an articulation of a proqram decision-
making process that is taking place now, with addi-
tional consideration being given to the relation of
the country program to the economy. The process we
envision would look something like this: At about
the middle of he year, IESC headquarcers would
advise the country directors of the nurnner of pro-
jects that werec envisioned for the following year
for each country, giving them some idexz of the over-
all dimensions and structure of the program -- the
number of small-business projects to be included,
for example -- and some direction as tc the portion
of the entire expenses that local contiributions were
expected to gererate. The country director would
then prepare an assessment of the over¢ll operational
environment in his country, reflecting his understand-
ing of government development policies, brcad politi-~
cal factors affecting activities in the private scc-
tor, and the likely thrust of other international
donor agencies. On the basis of his analysis of
these broad developmental parameters, the director
would make a projection of IESC projects by indus-
trial sector. 1In addition, separate small-business
goals would be developed. 1Input intc this proce-

dure would come from the country steering committee
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as well as from the resident staff of international
organizations, the American Embassy, officials of

the a0ost government, and official documents. A d¢ -~u-
ment incorporating both the inputs from these sources
and the country director's view of the country pro-
gram of IESC would be prepared and forwarded to New
York. This document would incorporate the original
New York overall dimensions or a review of these with
the justification of any changes. New York and the
director would continue their exchange until the
final country »>rogram was acceptable to all concerned.
The documented country program would then serve both
as a program guide and as a set of goals against which
to evaluate the performance of the courtry director.
Obviously, therre will be events which will make some
elements of tle country program inapplicable and
result in revisions in other elements <¢f the program.
As they occur they should ke noted. For example, if
during the year of program implementation the govern-
ment should undertake a new program that emphasizes a
particular sector, the director may feel it appropri-
ate to refocus the country program to make it consis-
tent with the new governmental emphasis. The new
emphasis would simply be noted in a mernorandum with
its implicati»n for tle country progran spelled out.
Approval by a regicnal vice-president would probably

be required for redirection of a program.

Besides providing guidelines for a country
director, the :ountry program would al:o assist in
smooth transfer of the work to a new d rector by pro-

viding him with a clear articulation o7 program goals.
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Public Sector Activity vs.
Private Sector Activity

IESC activities have historically been focused
primarily on the private sector, though projects are
also undertaken for governmental and not-for-profit
clients. Table 3 indicates tiat about 2.5 percent of
the projects of IESC since its inception have been in

the governmental sector.

The degree of involvement in nonpr.vate sectors,
especially the governmental sector, appears to vary
considerably from country to country. 't was noted
that a large Iraction of the projects ia Africa were
within the governmental sector. The reason given was
that the privaits sector is poorly developed and thus
offers severely limited opportunities for projects.
This view is reflected in Exhibit VII cf the Three

Year Program Review, which projects that almost 50

percent of the proposed African prcjects for 1977
will be within the governmental sector. Although this
plan appears not to have materialized in the form
envisioned, it is illustrative of the posture of TESC
toward the gov:rnmental sector in African countries.
The incidence «f governmental projectc appears to be
far less in the other regions than in africa. Of

the more than 50 projects outside Africa examined by
RRNA, only a few were directed to the governmental
sector, and some of these were directed toward the
publicly owned companies rather than tcoward minis-
tries. It was noted that the vrogram .n Turkey has
had some public-sector projects in the past; there

have been ncu~z recently, however.
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Table 3. International Executive Service Corps

Projects by Sector

(Percent)

Sector 1972 1976 1965-75
Agriculture and food

processing 14.4 14.8 l6.1
Machinery, metal, and .

electrical equipment

and transport cgquipment 16.4 14.5 11.2
Construction, recal estate

development, ard building

materials 10.5 12.2 11.2
Textiles and aprarel manu-

facturing 9.1 8.8 11.0
Communications, transportation

services, and utilities 9.6 8.3 8.3
Wholesale and r=tail merchan-

dising 6.5 4.1 6.4
Chemicals, pharmaceuticals,

cosmetics, and petroleum

products 6.3 7.3 5.8
Mining, refining, and base

metal manufacturing 5.6 6.7 5.8
Banking and f:irance and

insurance 6.2 6.8 5.7
Paper, papcr products, print-

ing, and publishing 5.9 5.0 5.2
Health, education, and

insurance
Government adam.nistration . 3. .
Miscellaneous :ndustries

and services 3.9 6.0 6.1

160.0 100.0 100.0

Sources: IESC and AID documents.
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Some activity was also noted in the not-for-
profit sector. One project evaluated in Central
America was for a charitable organization. Also, one
current project in Liberia and another proposed pro-.
ject were also not-for-profit orga:.izations. 1In
terms over the overall IESC program, however, the

activity in this sector is limited.

A Note on Programming Quality

It is not possible to judge "good" programming

a priori. The IESC Policies and Procedures Manual

states, and quite wisely, that "it is c¢ifficult to say
that any specific type of product or group of products
is patently a more desirable candidate for assistance
than others." Nevertheless, it may fairly be said
that an elemernt of careful program formulation is the
effort to include projects which contain some element
of social valve in addition to the commnercial consid-
erations whica are necessarily involved in private-
sector projecc identification. All projects, if they
are successfu., will return more to the client than

he contributed toward the cost of the volunteer's ser-
vices. 1In the absence of this anticipated conclusion
no rational :ntrepreneur would use IE¢C. Similarly,
since all sucivessful projects will, in the absence of
extraordinary and most improbable circumstances, yield
some mcasure cf secondary impact beyond the parochial

interests of the commercial client. "rom these two

facts it foll ws that all successful »rojects -- and
most IESC preojects are successful -- will have both

primary and c2condary impacts.
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For this reason a country director should seek
to give a further dimension to his program,
especially in the private sector, by considering the
direct role of the prospective client in the develop-
ment process in the country. To this end, the coun-
try director might well ask: 1Is this firm (or indus-
try) performing a socially useful function? Does it
make a direct contribution to national development,
over and above its impact on employment, income gen-
eration, tax:s, and the like? Does it make things or
do things that really help people? 7s it endowed
with anythinj approximating a "social conscience"
which might make it a more worthy firm or industry
than others? These aquestions, which are difficult to
pose in the abstract, would be directed at identify-
ing firms or industries which, because of the nature
of the good or service which they produce, offer an
'opportunity to IESC to serve the development aspira-
tions of the host country directly as well as

indirectly.

No absolute criteria are suitable under all
circumstancs2s. However, it may be pcssible to cite
a few examp.es of choices which, on the face of it,
would secem rational under most conditions. An indus-
try facing a price-elastic demand curve would seem
to be preferable to one facing a price-inelastic
situation, as it will be in the financial intevest
of the former to expand production in response to
increased efficiency. A labor-intersive industry is
probally (though not certainly) preferable tc a

capital-intensive industry, as bencrits will be
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shared by more pcecople; a widely held company is pro-
bably a better choice than a closely held one, for
the same reason. 1In the textile industry, it would
seem preferabl~ to provide assistance to a firm

which manufactures hospital linen than one which
makes blue jeans. Assistance is probably more

wisely given to a pharmaceutical manufacturer than

to a brewery; for of truck and bus bodies than to an
assembler of luxury automobiles; to a printer of
textbooks than o a printer of comic bocks; and so it

goes.

These are simplistic examples, and even here the
choices are not perfectly clear but would have to be
made on the basis of the facts of each cvase, not of
some exogenously imposed dictum. The po>int is, coun-
try directors <hould be sensitive to the social values
of the projects they select. Because fach country
director is linited in the number of projects he can
identify, he must be selective. While exercising
selectivity he should bear in mind the concept of the
social benefits which will flow, directly as well
as inairectly, from the projects he surports. IESC
documents state this case with sufficient clarity,
yet we see the need for a better translation of the

concept in the field.

Project Selection

The selection of projects is larcgely the

responsibility of the country director. 1In general
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the process appears to be one of of seizing opportuni-
ties as they occur. The opportunities are largely
dependent upon the history of the program within a-
particular country, however, and the promotional work

of the incumbent director. 1In a country in which IESC
is developing a new program or in which earlier pro-
grams were sporadic, the country director can make the
decision as to the sectors of the economy toward which
he should direct his promotional efforts. For example,
in one country visited by RRMNA, recent projects had

come almost exclusively from the publ.c sector. Because
the overall program had been proceedirg peorly, however,
the new country director made a decision to focus most
of his promotional efforts on the private sector to
create a mix of public and private-sector projects. The
director was not refusing acceptable projects from any
sector, but, with the concurrence of the New York office,
was concentrating his promotional effcrts in the private
sector. Thus. the influx of private-sector projects is

gradually char.ging the character of that program.

In countries with established proorams it appears
that the program and its direction hav2 developed a
momentum of their own. Thus, a new cointry director
inherits a steering committee and an assortment of pro-
jects, clients and contacts. It is likely that the
nature and direction of the program wi'l remain unchanged
in the absence of substantial efforts »n the part of
the new directcr to generate new contasts and a new

sector emphasi: for the projects.

The Three Year Program Review states that the New

York headquarters is principally responsible for



the screening of projects received from the field.
There was little evidence in the field of a sub-
stantive screening function, however. Some broad
directives are issued from New York indicating
overall IESC priorities, such as smal!l business, but
program formulation and configuration seem generally

to be the responsibility of the country director.

Client Selection

Directives as to the nature of client selection

are given by New York. The Three Year Program

Review 1977-1979 provides the following guidance as

to the selection of clients. These arze:

1. The client is important to national
development and the project aimed
at achieving a lasting improvement
whizh will benefit both the client

and the economy.

2. The client requests assistance, is
willing to make a monetary contri-
bution governed by its ability to
pa> and is not able to obtain help
at an affordable cosi from other

souwvrces.

3. The: client is cooperative.

26.



4, The client firm is prinicipally

owned by host country nationals.

These guidelines appear to be followed, in general,
subject to various difficulties which are discussed
elsewhere in this report. It will be noted, however,
that the guidelines do not provide much real direc-
tion in project selection and hence allow a wide
latitude for discretion on the part of the country

director.

Client Characteristics

Very ofien the IESC client is either one of the
larger firms of the country or one that is part of a
large industrial group with limited ownership. Frcm
a promotional point ¢f view, it is useful to have the
larger, more prestigious firms as clients as well as
having officers of these firms as menbers of the IESC
Steering Committee. 1In addition, such contacts pro-
vide entree into both the business community and the
government. Often, projects undertaken during early
stages of the development of the larce firm are suc-
cessful because the larger firm can provide organi-
zational and managerial assistance at a cirtical
point in the growtn process. Subsequent projects
are also orten successful, since the larger firm has
a well-defired technical task with which it needs
assistance ond can provide the executive volunteer
with the supvort required for a successful project.
However, such a relationship tends to create a situ-
ation in which the client returns +to IESC for addi-

tional assistance both within the context of a single

27.
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firm or for additional firms within its industrial
group. Accordingly, IESC should be mindful of its
client mix and should guard against excessive project
concentration among the industrial and commercial

elite.

In Table 4 the sizes of IESC client firms in 1972
are compared with the sizes of those in 1976. Fcr firms
for which sales volume is provided, another change is
found in the incidence of large clients. Proiects
with clients vith sales volumes of mor= than $15 mil-
lion made up 2.5 percent of the total projects for
clients with known sales in 1976, compired with only
11.9 percent of that subset of clients in 1972, Of
total projects, with both recorded and unrecorded
sales volumes, firms with sales of morc than $15 mil-
lion made up 17.5 percent of the tota in 1976, com-
pared to 8.2 percent in 1972. By eithzr measure the
data suygest a tendency on the part of IEGC to devote

more of its resources to projects with larger clients.

One cannot deny that assistance t> large firms is
likely to have: substantial positive imsact upon the
economy and also upon 1ow—inéome group.s in the form of
additional =mgployment. On the other hand, substantial
benefits are accruing to the onwership of the firm,
and the owners are not among the lower-income groups
within the society. 1In many cascs which we examined
in the field, the client was judgced to have been able
to purchase tlese services elsewhere, without reducing
the overall becnefits to the cconomy. On balance,
there is good reason to support the advisability of
limiting the number of projects that a firm, or other

financial unit, may utilize.
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Table 4. International Executive Service Corps:
Clients by Annual Sales Volume

1972 1976
Sales of
client Percent Percent
firms of Percent of Percent

(millions ;lassi— of a/classi— of
of dollars) Numka=r2/ fied total Number®’ fied total
0.5 or less 151 29.5 20.5 170 25.1 19.5
0.5-1.0 55 10.8 7.4 48 10.0 7.8
1.0-3.0 85 16.6 11.5 a4 19.6 15.3
3.0-5.0 81 15.9 10.9 40 8.4 6.5
5.0-7.0 25 4.9 3.4 24 5.0 3.9
7.0-9.0 29 5.7 3.9 15 3.1 2.4
9.0-11.0 17 3.3 2.3 12 2.5 2.0
11.0-15.0 7 1.4 0.9 18 3.8 2.9
More than 15.0 €1l 11.9 8.2 108 22.5 17.5
Subtotal 5.1 100.0 479 100.0 77.8
Not available 56 7.5 32 5.2
Not applicable 175 23.5 1)5 17.0
Total 742 100.0 ¢leé 100.0

a. Number of clierts for which IESC accep:ed projects during the
year.
Source: Data provided by IESC.
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Client Contributions

The stated policy of IESC is to require contribu-
tions from a client that are based upon the client's
"ability to pay." The criterion usually cited for
making this determination is the client's volume of
sales. The country directors have access to client-
contribution guidelines, issued by the New York head-
quarters, which relate the desired contribution to
various characteristics of the firm such as volume of
sales, whether the client is private or jovernment,
whether the firan has had more than four previous IESC
projects, and s¢ on. In four of the sevan countries
in which RRNA undertook field work, however, this
policy appeared to be largely inoperativ=. The
reasons varied. 1In Liberia the IESC program has had
a checkered pasti, but under the present director the
program is developing quite successfully. Given the
fact that the vLiberian program was in its early stages
and that Liberic is quite poor, a policy of simply
covering direct volunteer costs was deem2d appropriate.
The de facto operational rule in Liberia appears to be
just that: to require a contributional -=2qual to the
costs associated with the volunteer's travel and per
diem regardless of who the client may be. The excep-
tion appears to be an occasional small-client project
from which the required contribution is «ven less than

the volunteer's direct costs.

In Turkey, which is more advanced tl.an most
developing countries, the required clienw: contribution

appears to be an initial $5,000 for travel and the first
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month's per diem, with a subsequent monthly contribu-
tion of slightly less than $2,000 to cover per diem
expenses. Contributions of about this magnitude are
required of all but the "small firm" clients. The
reason given for not requiring larger contributions
from wealthy clients is the Turlish law which would
eliminate the tax-free status of IESC for larger
contributions. Apparently, the clients also would be

subject to a higher tax.

Operations in Guatemala and Honduras do not have
unique features such as the initiation of a new pro-
gram or tax complexities. Examination ny RRNA of
seven recent projects in Guatemala, however, revealed
little variation in client contributions. The stan-
dard contribution was $4,000 the first month and
$2,000 each month thereafter. Of the seven firms
contacted, two did not contribute this amount. These
were a nonprofit charitable organizaticn whose contri-
bution was considerably smaller and a large client
(sales volume nore than $20 million) whose contribu-
tion was $5,000 for the single month of the project

rather than th= standard $4,000. The cther five
. clients in Guatemala with sales volum2:i between $2.0
million and $/.0 million made identical initial and
monthly contrilrutions. One of these clients was a

government-owned railroad.

The exper:ence in Honduras is qui:e similar to
that discussec above. Of the six prcjicts reviewed
in the field, two were clearly of the small-client,

low-contributicn type. However, thrce clients whose



sales volume ranged from $1.8 million to $40.0 mil-
lion for a publicly owned company, all made similar
contributions of the equivalent of about $3,500 for
the initial contribution and $1,500 for each subse-
quent month. The sixth project, one of only three

weeks' duration, resulted in a contribution eguiva-
lent to about $3,500 a month, prorated over three

weeks.,

In Malaysia and Singapore, contributions
generally coverad more than the direct rosts asso-
ciated with the volunteer, thus making :ome return
to overhecad costs. However, there seemed to be
little attempt nade to recover full cos':s from even
the largest clients, some of whom, on the basis of
sales, assets, and profitability, were ~bviously

able to pay fully for the IESC services received.

The evaluntion findings in these countries
suggest that tie effective contributions policy as
applied in the field is to establish a .ontribution,
presumably based upon the travel and per diem expen-
~ ses of the volunteer with an occasional small
recovery of ovi:rhead, which is somehow regarded as
"normal." Dewviations from this norm geaierally
occur for small-client projects deemed 'worthy."
However, in four of the countries studia2d --
Liberia, Turkey, Guatemala, and Honduras -- we
observed only cnec example of a client le2ing charged
more than that apparent norm, and the iacrement
was a rather nodest one of $1,000. Only rarely
were differences observed in the contrinution
required from government-owned industrial enter-

prises or projects within government ministries.

32.
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The validity of this general observation
would appear to be borne out by an examination of
the relation of client contributions to volunteer
direct expenses on a global basis. Such a comparison
may be made from data presented in table 5. The
figures reveal that in 1976 client contripbutions to-
taled $3,171,000 while direct volunteer costs
amounrted to $3,193,000. Those two sums are <o nearly
matched -- they are within 1 percent of each other --
as to persuadn us that clients' contributions are '
more closely related to volunteer cosvs than to

clients' ability to pay.

The "Ability to Pav" Policy

The "ability to pay" policy and its application
are important for two reasons. First, the ability
to IESC to undertake acdditional projects of all types
depends upon its ability to spread its external
sources of financing over a larger nunber of projects.
Second, IESC is sometimes criticized for subsidizing
large, wealthv clients who have the alkility to cover
total project costs including overhead. To the extent
that IESC does not effectively adjust the required
contribution to reflect the client's ability to pay,

this criticism is well founded.

Small Business Clients

As 1s demonstrated in table 4, IFLSC has become
increasingly removed from small businass, despite a

stated interest in initiating projects that will more



34.

effectively reach small business. IESC has issued
directives to all country directors to increase activ-
ities in small business as well as some small-business
pilot programs. There is, however, little incentive
for the various directors to move ctrongly toward
small business. Since a small-business client 1is
likely to have difficulty making a contribution of
normal size to cover even the dircct cost of the vol-
unteer executive, these costs must be subsidized
either by revenues form other projects within the
country or by revenues from other countries. In

the case of ccuntries where the contrihutions
typically cover only the expenses of the volunteer,
the required cdditional financing is difficult to
generate from in-country contributions and requires
additional firancing from New York. TESC is also

in the process of initiaing new types of small-
business proiects on a pilot basis in an attempt to
devise more effective means to address the neeas of
small firms. 1In the absence of a fundamentally new
approach, however, it appecars that scme type of fur-
ther financial assistance or incentive from the New
York office will be required if the per:centage of

clients in smell business is o increase.

American Business Image

Part of the evaluaticn of individial projects
involved an assessment of the impact oI the IESC pro-
gram upon the image of American busine.s and business-

men. Our agproach was not quantitative but varied



from asking the client direct questions concerning
his view of American business and businessmen to a
more impressionistic judgment of the client's per-
ception of American business as reflected in his
comments concerning the projects. 1In all cases
where an impression was gained by one of the three
RRNA investigators, it was without exception that

the IESC program created favorable impressions.

Conclusion

In terms of the purposes and goals of AID
articulated ir. the PROP, our evaluation of the IESC
program suggests that it

clearly generates managemenc and
tecnnical assistance lacking in
less developed countries;

increases the contribution of

the private sector to GNP, since
client firms generally experience
an expansion of production;

. creates a positive image of American
buriness among its clients.
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PROJECT EVALUATION

Country Experience

To determine the success of a project both from
the point of view of the individual f:irm and in terms
of the impac’ upon the overall econory, RRNA under-
took independent field interwviews in seven countries
in which thej'e are IESC programs. These countries
were Liberia. Turkey, Singapore, Malaysia, Indonesia,
Guatemala, and Honduras. These countries were chosen
to provide a cross-section of IESC ccuntries. The
seven are widely distvibuted geograpliically. Six have
relatively long histories of particivation by IESC,
while the seventh is a country with z new, small, and
struggling program. Also, the level of economic

development varied between countries.

The basic RRNA methodology was "o view the

success of ¢ project at three different levels:

1. Did the executive successfully complete the
technical task for which he was recruited. Was the
executive galified for the assignment in .terms of
his background and experience? Did he address ade-
quately the specific task for which the client had

requested his assistance?
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2. Did the executive's activities have an impact
on the firm? Can we identify a transfer of technology,
procedures, skills, and so forth? Were his recommen-
dations implemented, either while he was active in Ehe
project or subsequently? Did the project atfect the
firm's operations, productivity, procedures in a

perceptible manner?

3. Have the changes that occurred in the firm as
identified abave had positive impacts upon the economY?
What are these?

In general, the impacts identified at 2 and 3 will
either both t¢ present or both will be absent. That
is, if the pe-formance of the firm is improved as the
result of the project it will have impacts upon the
economy in the form of some combination of improved
productivity, increased production, increased employ-
ment, increasaed impacts upon other eccnomic sectors
via linkages, and the like. The magnitude of these
impacts that is attributable to the IESC project is
not estimated, however the direction of the impacts
is traced. Since the work of Solow and Dennison has
established ‘hat technology is a majcr causal factor
accounting for economic growth, however, the success-
ful transfer of technology can be viewed as orima

1/

facie cvidence of a positive economic impact.=

l. E. F. D:@:mnnison, Why Growth Ra*es Differ
(Washington, >.C.: The Brock.ngs Ins-itution, 1967);
Robert Solow, "Technical Change and tie Aggregate
Productioun Punction," Review of Econecaics and Stability
39:312~-20 {1.)57).
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The projects chosen for evaluation were largely
projects completed within the past year. This pro-
vided a period during which the client could reflect
upon the performance of the executive and allowed
time for the firm to undertake many of the executive's
recommendations should the firm be so inclined. The
projects werc chosen from country project lists by
RRNA personnel before their departure for the various
countries. To these lists were added additional pro-
jects at the discretion of the evaluator while in the
country. Sowe of these added projects represented

"special cases."

On the ltasis of an investigation of approximately
59 projects n the seven countries inidicated, it is
our judgment that the IESC program is effective in
accomplishing the individual project tasks. Our
experience in several of the countries visited is

sketched briafly below.

Turkey

Of the 20 projects reviewed in “'urkey, only 1
was clearly a failure. Of the remeining 19, 17 were
totally succassful in completing the assignment
designated b the client (level 1). Of these 17, 2
were of limited success with respect to follow-on
(level 2). One received no felliow-cn because of the
client's decision, bascd upon exterral considerations,
not to procred further in that field¢, while the other
project recived partial follow-on in the form of a

request to the government to provide the firm with a
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license to under take a new type of business in
Turkey. The impact of the project upon the economy can
be felt only when and if the government has approved

the project, however.

In the two projects that were less than totally
successful, the executive completed major elements
of the task outlined by the client but accomplished
something less than what the client had hoped for.
Both projects resulted in changes in the operation of
the firm, and in one case these changes were substan-
tial. 1In botl cases the clients volun-eered the
opinion that the major share of the blame for the
fact thact the project was less than conpletely suc-

cessful restec within the firm.

The discernible impact of the sucrcessful
projects on the economy varies. Cormrmnorly, the initial
impact was tc improve the efficiency of the firm. This
improved efficiency rarely resulted in a reduction in
employment, however, since it allowed Jor an improved
competitive position which resulted 1in increased pro-
duction and increcased employment withia the firm and

produced secorndary impacts upon supplying firms.

Insight iato this process was provided by
investigating client projects completed several years
ago in addition to the more recently completed pro-
jects. A gencralization to be drawn from this longer-
term experience is that the initial impact of many
IESC projects is improvement in either the efficiency
or the quality of one of the operations or products

of the firm. The initial manifestation of this impact
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is largely in lower costs and/or higher profits which
enhance the firm's competitive position. Its compe-
titive position improved, the firm expands production,
thereby increasing employment, and so forth. The
expansion generates stimulatory impacts upon other
sectors of the economy -- most directly upon those
sectors that supply production inputs for the firm in

question.

Guatemala ind Honduras

Thirteen projects were reviewed, scven 1in
Guatemala, and six» in Honduras. Of the total, one
failed to satify the needs of the clien'; one was
considered by the client to have been o.) marginal or
modest assistance; two were said to have been satis-
factory but not outstanding; and the reraining nine
projects were described by the clients in the nost

lauvdatory terms.

The four clients who were unsatisfied or only
partially sati:fied included two public agencies, a
foundation tha. served poor farmers, and a bank. The
nine clients erpressing complete satisfaction with
their projects were all private producers. In each
case, these nine clients took pains to emphasize the
outstanding quality of the advice they had received,
the dedication of the voluntecrs, and the broad range
of assistance given them, covering tech::ical and pro-
ductive arcas far beyond what they expe:ted of the

volunteer.
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The failure was a result of the misreading by
IESC/NY of the objectives of the prbject as described
in the agreement with the client or of the qualifica-
tions of the volunteer. The volunteer was highly
qualified in his own area of specialty and was well
liked by the client for his personal characteristics
but he was not able to help the client in the specific

problem areas described in the agrecment.

In the project that was considered to have
been only marginally successful, the client felt that
the volunteer's total contribution was the confirma-
tion of a decision which the client hid already made.
The client blamed this on the short trerm of the
project -- onre month -- and the need of the voluntcer
to spend almnst the entire period simdiy learning
about the institution and its problem. He also men-
tioned the 1inabilitv of the volunteer to speak
Spanish as a barrier that kept him from communicating

with his coul.terparts.

Of the two projects considered by the clients
to have been satisfactory but not outstanding, in both
cases the inability to speak Spanish was mentioned as
an impedimert, as was the failure tec fully understand

the milieu.

In each of these four cases, the clients spoke
highly of the general ability of the volunteers.
There is evicence that the failure or only partial
success of these projects was a resuilt of deficiencies

in the clien-s' organizations, among other things.
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What the nine totally successful projects had in
common was that they were undertaken for profit-
making private businesses seecking the solution of pro-
blems that directly affected their profitability. The
clients were highly motivated to give the volunteers
their full support and to get the most from their
short period of assistance. It was apparent that the
presidents or gencral managers of these companies who
were interview:d felt a common bond with these retired
executives and placed a high value on their willirgness

to help them without fees for their services.

Singapore, Malavsia, and
Indonesia

Eighteen projects in these three countries were
examined. With few exceptions, we found that the
Completed Proj=ct Summary for each proiect was gen-
erally correct in its assessment of the project per-
formance as vifwed by the client and by IESC. Private
clients were, 1tor the most part, carefu. in identifying
precisely the kind of expertise needed from the vol-
unteers, and INLSC displayed remarkable skill in
recruiting the "right" men for the jobr. 1In only one
instance was trere a serious problem in matching the
volunteer to th: task, and all parties to the project
-- the client, *“he recruitment officer, and the
country director -- seem to share respcnsibility for

that failure.

The needs of clients were usually found to stem
from a desire to increcase sales, to improve organiza-
tional efficiency, to c¢reate profitable new enter-

prises, and to solve specific technical problems. In
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most cases, the fulfillment of the needs of clients
resulted primarily in improved efficiency of the enter-
prise and concomitant improvement in profits. It is
possible in some cases to trace (at least conceptually,
if not quantitatively) these bencfits through the
stream of economic activities to increased employment,
increased government tax revenue, and similar broad
benefits. These effects were not usually at the heart
of the projzct, however. Government projects were

found to have nad a somewhat morec direct social impact
than private projects, and we deem them to have been

no less worthy in respect to the nered to improve mana-

gerial and administrative skills.

In generol, we found that direct project success
was determined in large measure by the ability of the
client (and the CD) to perceive and document his need
accurately and by the ahility of the .ESC recruiter
to select the right person to meet that need. The
broad econonn > impact of a project was much more
difficult to assess and quite imposcille to quantify.
It occurs, of course, in both private and public pro-

jects, but tc varying and indeterminate degrees.

Factors Necessary for

Project Success

On the basis c¢f the findings in ‘he project
evaluation by RRNA, we feel that 2 nuwber of condi-

tions must be present to ensure the saccess of a
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project. Principal among them are the recruitment of
an executive wi'h the appropriate skills and back-
ground and the predisposition of the client to

attempt to derive the maximum benefit from the efforts
of the executive. To achieve these optimal conditions,

the following conditions must be satisfied:

1. Problem identification. To provide the

recruiter with a clear idea of the type of executive
required, a pre:ise yet comprehersive description of
the nature of the client's problem and the type of
assistance expected from the executive s absolutely
essential. Often it is useful to ident:.fy by make and
machine number the equipnent with which the executive
is expected to be familiar. 1In general, this process
appears to reguire inputs from both the client and

the CD.

2. Recruitment. Upon receiving a description

of the nature »>f the project and the type of executive
capabilities required, the IESC recruiter, using the
file of some 9.000 volunteers and contacts and recom-
mendations frowa U.S. industry, attemplts to lccate and
recruit an cxezutive whose background ¢nd training
match the regiuirements of the assignmer t. Once a can-
didate with whaot appecar to be appropriate qualifica-
tions has been identified and an cupression of
interest on the part of the candidate 1as been
received, a rdqumé is forwarded to the client for his

consideration.
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3. Client assistance. The client plays a

critical role in the success of a project at several
points. As noted above, the client's description of
the problem and the type of assistance required are
indispensable to the recruitment process. Another
critical point is reached when the client assesses
the appropriateness of the gualifications of the
executive recruited and recommenced. The field
investigation nf RRNA revealed several cases in
which the suitability of the nominated volunteer to

1/

the client's task was cuestioned by the client.= In
some instances the executive was initielly rejected
by the client but subsequently acceptec; in others

new nominations were made.

In addition to having a major function in the
successful recruitment of the volunteer, the client
must be prepar=d toc provide the executive with the
type of assistance that he must have 1f he 1is to
complete the essignment successfully. This assis-
tance may irnclude such things as access to company
data, an interosreter if language is a problem, and
office space. Certainly it includes p:roviding the
executive with a clear notion of the c.ient's problem
and what is ex»ected of the executive as well as
access to and cuiscussion with relevant company

officials.

1. It will Yye noted that in the current Policies

and Procedures Manual, p. 9.01.01, ILS:" articulates

is not rcguired., Field investicgations by RRNA sug-
gest that lack of appropriate qualifications is more
common than is ctated in the manual, and we would
recomuend maximum involvement of the client in the
sclection of a voluntcer.
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4, Volunteer performance. The executives are

by and large hard-working and cooperative and their
involvement in a successful project almost always
appears to result in creating a more positive atti-

tude toward American business and businessmen.

Common Problems

Encountered in Projects

As noted above, the most critical single factor
in determining the success of a project is the selec-
tion and recraitment of an exccutive with the correct
qualifications. The IESC capabilities in this opera-
tion are quit2 impressive. The organization has the
ability to recruit an exccutive qguick.y, often one
specialized in a rather narrow managerial or technical
area. In general, the documentation jrepared by the
client and the country director concerning the nature
of the assignment and the qualifications required on
the part of the executive appears to lie guite adequate.

Although the TESC Policics and Procedires Manual states

that "failure through lack of qualification . . . has
been almost nagligible” and the rccord of IESC projects
is a highly successful onc overall, 5 projects were
identificd arong the 59 covered in our field investi-
gations where the qualiflications of the executives

were scen in rctrogpect to have been clearly inappro-
priate to th:z projects. In threc of thesze the execu-
tives chosen initially were replaced and the proj-

ects were subsequently completed successfully. In

the other two the executives were not replaced, and
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the projects were terminated unsuccessfully, Diffi-
culties that were observed arcse when either the
docunentation was imprccise or othecrwisce derficient

or when the qualifications cf an executive recruited
were deficient in some respect, despite an accurate
documentation of the requirements. In the 5 proj-
ects investigated by RRNA in which difficulties
arose, therec was usually advance warning in that
either the client or the recruiter or both were

aware of deficiencies in the qualifications of the
executive and yet thesc were overlooked. 1In some
cases IESC app::arse to have persuaded tle client

to accept the volunteer. In other cascs the client
accepted the volunteer despite reservations con-
cerning his qualifications. Occasiona.lwv, the guali-
fications listoed in the résumd appeare i to be com-
patible with the assignment but difficulties arose
because tne exccutive lacked skills in some areas and
that fact was not adequately recflected in the résume
This situatior appecarcd to be the exception rather

than the rule, however.

Although selection of the executive is the single
most important element in the success of a project,
other difficulties do arise. Many of these difficul-
ties appear to be caused by the lack o, proper assis-
tance and involvement on the part of the client., In
general clients do attempt to provide the execulives
with as much assistance and support a¢ they require.
The reason is probably that despite th» fact that the
executive is a volunteer, his proscace still repre-
sents a substantial ecxpenditure en the part of the
firm. Also, the cxecutive is typically involved 1in

dealing with an important problem faced by the firm.
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Thus the expenses of the executive and the urgency of
the problem typically result in a high degrecc of
cooperation and involvement on the part of the of
the officials of the client firm. Projects with high
involvement on the part of the client are almost
always successful if the executive possesses the

appropriate skills.

In a minority of projects, however, the interest
of the client is small and the requisite cooperation
and involvement on his part may be lack:ng. This
appears to hapvuen more often in projects involving
the gcvernment, perhaps because the decision to
request the as:istance of a volunteer w:s made for
political or bureaucratic reasons or be-:ause it was
made by a minister with only a superficial involve-
ment in the project. A similar situation was often
noted in the private sector when the decision to
request the services of the executive was macde by
someone other :-han the manager directly responsible
for the projec:z. Often the manager apreared to feel
threatened by :the neced for outside asslstance. In
some cascs the client acknowledged that he had not
provided the exmecutive with the support required for
effective acccuplishment of the desirecd. tasks. 1In
these cases the client usually pleaded that the press
of other unexpected problems prevented his becoming

involved in the project to the prope:r degree.

Difficulties concerning the executives themselves,
unrelated to competence, are relatively few and tend
to involve peorsonality conflicts :ciween the exccutive

and the country director or the client or his
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employees. Occasionally, health problems involving
the executive, his wife, or a relative living in the
United States arise. Personal problems that affect
performance on the project adversely appear to be

rare,

IESC Internal Evaluation Procedures

IESC has two principal internal esaluation
procedures: tre "Completed froject Sumiary," and
the "Post Project Review." The principal function of
the Summary ic to provide a brief factial account of
the individual project, such as the location cf the
client, the home of the volunteer, the date and dura-
tion of the project, a statement of thc nature of the
assistance reijuested, and so forth. in addition, the
Summary provices a brief evaluation of the results
of the project consisting of elements of statements
by the voluntcer, the client, the country director,
and the regional vice-president. The Summary is
drawn up almost immediately upon completion of the
project by & nember of the IESC clerical staff in
New York, who relies entirely upon information avail-
able in the project files. A copy of each Summary
is forwardec .o ATD andﬁappears to be the principal
means of keeping AID apprised of IESC's project

activities.

As a factual summery of details of completed
projects the Completed Project Summary is an adequate

instrument. As an evaluative instrument, however, it
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is superficial and simplistic. . . . assessment in the

field by RRNA of the accuracy of the evaluative portion
of the Summary, moreover, indicated that the evaluation
tends to be uncritical and unduly optimistic. Several
projects that RRNA viewed as failures or at best as
partial successes had been evaluated in the Summary

as unqualified successes. In addition, the Summary
does not generally note the fact that an executive

has been replaced, and it thus suggests a higher

success rate in recruitment than actual.ly occurs.

The commcnly stated IESC success :-rate of 96 percent
with 2 percent partial failures appears to reflect the
Summary cvalu¢ tion and is therefore ovazroptimistic.
Likewise, the statement that "the inci‘lence of fail-
ure through lack of qualifications has been almost
negligible" again appears to reflect thz overoptimistic

1/

findings of the Summary.—
Y

The seccond evaluation tool of IESC is the "Post
Project Review." This is a procedure that annually
selects at random about 11 percent of the completed
projects and 2valuates these projects about 2 years
after their completicon. The evaluaticn consists of
a revisit by +he country director to the client, of
whom he asks a variety of guestions designed to
determine the success of the project after sufficient
time has pasced to allow the client both to act upon
the snggest:.cas made by the volunteer arnd to reflect
upon the volunteer's usefulness. In addition, the

volunteer is intervicwed by telephone.

1. Pelicies and Procedures Manual, p. 9.01.01.
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While the review evaluations tend also to be
somewhat impressionistic, the additional time that has
elapsed since the completion of the project makes
possible a determination of the extent to which the
suggestions of the volunteer were carried out and a
judgment of their relative success. The Review
identifies projects that are less than totally suc-
cessful and investigates and classifies the sources
of the difficulties.

A summary of 256 recent Post Proj:ct Review
evaluations is given below. The aggrecates include
all projects found to be less than completely suc-
cessful, wheth2r the fault was attributed to the
volunteer, the client, or uncontrollable economic
or political conditions. The percentacas of less
than successfvl correspond in order of magnitude

to those observed by RRNA in our field investigations.

Number of Number less Percent less
projects than wholly than wholly
evaluated successfnl successful

6th Review

(January 1975) 117 28 24

7th Review

(January 1976) 61 10 16

8th Review

(January 1977 78 12 . 15

Neither the Summary nor the Review evaluations
seriously attecapt to assess the impacts of the project

beyond those directly on the client. In our judg-

ment, however, this more limited evaluation is



52.

appropriate, given the empirical and conceptual
difficulties associated with identifying and

measuring "“secondary" impacts.

On the balance, we view the Post Project
Review evaluation as a useful, objective, and
accurate evaluation tool adeguate to the reguire-
ments of IESC. The Summary ecvaluation, however,'
is of limited value and may be counterproductive
in that it presents an unjustifiably optimistic
view of the success of IESC which miglt create

institutional complacency.



EVALUATION OF COST EFFECTIVENESS

The scope of work of this evaluaticen study asks di-
rectly whether the overall IESC purpose is "being accom-
plished at [an] appropriate rate and an acceptable cost.”
The question of "acceptability" is not easily established,
and the acceptaebility of one project or one program cannot
be established in a vacuum. Rather, it must be studied in
relation to oter programs so that, at the margin, various
programs can b: compared one to the other. For this recason
our assessment has been focused on the apparent cost "rea-
sonableness” cf TESC in terms of the level of its global

activitics.

It is characteristic of =211 AID General Support Grants
that the cont:iibution of AID is commingled with the grantee's
other sources of funding. Accordingly, no specific project
accounting is required, and accountability is limited to the
overall cost rcasonahleness of the prcgram. Tn the AID

Gencral Suppot Grant to IESC there 1 a specific proscrip-
. . , ) . - ) . 1/
tion against asing AID funds for anv comestic operations.—

Our assessmen- of IESC costs was conductted in accordance

with these grant precepts and was concentrated on the broad

—

1. It may anpear that this proscription is in direct con-
flict with tre clicnt-contribution practices noted earlier
whereby the ¢lient typically is assessed a fee which approxi-
mates the di:cct costs of the volunteer. In fact, while
client contr. buticons may be related to volunteer costs, cone
commingling of funds crnables 1650 to use such contributions
in place of ALD grant funds for fioid expenditures. This
substitution in no way viclates the ATD proscription, thoudgh
the monner In which the olicnt's cortribation 1s negotiated
may teornda to miclead the client invo thinking that his Zunde,
not thoze of ALD, are uged to suppourt ocne volunteor,
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elements of direct project and overhead costs. (This eval-
uation is not an audit.) Specifically, total and unit costs
(that 1is, costs per project and per man-month) have peen

examined, and a sericus attempt has been made in our exami-
nations of both field and New York operations to assess the

1/

cost effectiveness of the overall program.=

On the basis of these analyses, plus an examination of
the audited financial records of IESC, it is our judgment
that the overall global operation is being carried out at a
gencrally apprcoriate level of cost. The "profile" of the
country directcr in the countries visitcd was in nc case
extravagant; in some the cases the field operations were
found to be pozitively austcre. The New York operations
were judged to be reasonably efficient, though there appear
to be opportun:ties for greatcr economicgs at that location.
Policies regar.liing the per diems, travel allowances, and
other perquisites for volunteer executives and for country
directors appeir to be reasonable in principle and seemed to
be followed in practicce. In short, wni.e the IESC image 1is
of the Americar corporate execuiive in n overseas environ-
ment, that image appcars to be projected at an appropriate

cost level.

1. It should also be pointed out that, despite the pro-
scription noted in the AID grant to IESC, the cost aspects of
the New York cperation are not irrelevant to an asscssment

of overall cout eficctivencess. Given the existing source
compositicn o total funds, a reduction in New Yourk costs
would cnablce > larger share of the contributions of clients

to be applied to field operations, thercby increasing that
portion of the¢ program and increcasing the impact ol IESC
as well.
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The Broad I'inancial Picture

IESC revenucs and cxpenses for 1965 (the first full
year of operation) and for the period 1971-7¢ are presented
in table 5. That table also shows the total number and
average duration of IESC projects begun during each of the
subject years, as well as the total executive volunteer man-
months of effort cxpended in the execution of preojects. The
salient trends in the overall volume of IESC operations
become clcar from examination of the total revacnues, which
increased from less than $1 million in 1965 to $9.0 million
in 1975, while the number of projects stirted increased from
42 in 1965 to 743 in 1974 before falling to 650 in 1975 and
down to 451 in 1976. “The total unit (pe:r project) costs
increased only nodestly during the severil ycars up te and
including 1975, though 1976 costs represented a 27 percant

l/

increase over tio previous yvear (in currzant dollars=

Several aspects of the financial data presented in
Table 5 bear coument and will be examined in turn. First,
this is a high-cost program. With total costs (that is,
fully allocated direct costs plus overhead) of nearlwy
$7,000 per moen-nionth in 1976. an ILSC vcluntecer's time costs
about the same as that of a commercial consultant. In an
independent scucy of professional consul:ing fees in 1975 it
was found that for long-term overseas assignments the man-

month rate averaged between $4,000 and 55,500.2/ RRNA'Ss

1. Because I,;SC cperates in many countries at present,
each experiencing its own unique rate ot inflation, 1t is
not possible o deflate overall IESC prcgram coscs with any
degrec of Droririon, and no attempt has been made to do so.

2. ACME L Survey of Profensional Cononl ting Fee Arrangements,
(How York: association of Conaulting finegement Bogineers
1675) .




Table 5.

w
Ch

International Executive Service Corps:

Financial Highlights, 19653/, 1971-76

Item 1965 1971 1972 1973 1974 1975 19760/
Total revenucs and expenses Thousands of dollars
kevenues
Grants from AID 690 3,355 3,350 3,875 4,715 4,800 4,000
Re:renues from project clients 124 2,261 2,219 2,707 3,516 3,544 3,171
Contributions from U.S. pri-
vate sponsors 163 351 334 520 392 394 346
Contributions from foreign
sources - - - - - 217 117
Other - 44 41 92 84 60 88
Total revenucs 977 6,011 5,944 7,194 8,707 9,015 7,722
Expenses
Project oxpenscs
Executive volunteers n.a. 2,881 2,750 3.186 4,399 4,340 3,19°
Country directors n.a. 1,364 1,422 1,342 2,274 2,003 2,116
Total project expenses 337 4,245 4,172 5 028 6,673 6,343 5,309
Nonprojzct axpenses 547 1,766 1,726 1.9¢4 2,329 2,229 2,238
Total expenses 884 6,011 5,898 6,992 9,002 8,572 7,547
PTransfers of contributions to
the working capital fund - - -- -- - 300 -
Balance (excess of revenues
OoVer expenses) 93 - 46 202 (295) 143 175
Percentage comwposition of revenues and expenses
=z Fercent
Revenues -
Grants from AID 70.6 55.8 56.4 53.9 54.2 53.2 51.8
Revenues from rroiject clients 12.7 37,6 37.3 37.6 40.4 39.3 41.1
Contributions from U.S, pri-
vate sponsors 16.7 5.9 £.6 7.2 4.5 4.4 4.5
Contributions from foreigrn
sources - - - - - - 2.4 1.5
Other - 0,7 0.7 1.3 0.9 0.7 1.1
Total revenues 100.0 100,0 100.0 100.0 100.0 100.0 100.0
Expenses
Project expenses
Lxecutive volunteers n.a. 47.9 46.6 45.6 48.9 50.6 42.5
Country directors n.a. 22.7 24.1 26.3 25.2 23.4 8.6
Total project expenses 38.1 70,6 70.7 71.9 74.1 74.0 T0.5
Nonproject expenses 61.9 29,4 29.3 20,1 25.9 26.0 _29.7
Total expenses 100.0 100.0 100.0 100.0 100.0 100.0 300.0

Centinucd~-
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Item 1965 1971 1972 1973 1974 1975 1976b/
projecct data
1otal project starts (number) 42 598 548 613 743 650 451
Total man-months (number) 98 1,409 1,268 1,372 1,661 1,546 1,084
Average project duration
(months) 2.3 2.4 2.3 2.2 2.2 2.4 2.4
Unit. Revenues and Expenses Dollars
Kevenuc per project
{rom cliernts 2,952 3,781 4,049 4,16 4,732 5,452 7,031
from all other sources 20,310 6,27 6,707 7,.20 6,987 8,417 10,021
Total revenue 23,262 10,052 10,846 11,73¢ 11,719 13,869 17,122
Expenses per proiect
Project expenses:
Exccutive voluntoers n.a. 4,81 5,018 5. .97 5,921 6,677 7,080
Country direcctors n.a. 2,281 2,595 3,000 3,000 3,061 4,692
Total project expenses 8,024 7,099 7,613 8,:02 8,981 9,758 11,772
Nonproject exnonses 13,024 2,953 3,156 3,004 3,115 3,420 4,962
Total exponses 21,048 10,052 10,703 11,700 12,110 13,147 16,734
Pevenue per man-month
from project clients 1,265 1,605 1,750 1,073 2,017 2,292 2,925
from all other sources 8,704 2,661 2,938  2,.70 3,125 3,539 9,198
Total revenue 9,969 4,200 4,6RK 5,043 5,240 5,831 7,123
L xpunses per man-month
Project exponses
Exccutive volunteers n.a. 2,045 2, b .- St CoRAT 2,910
Country directors n.a. 98 1,101 1, 043 1,360 1,296 1,952
Total project expenses 3,439 3,013 ,ouv0 d,les 4,017 4,103 4,898
nproject expenses 5,582 1,277 1o AR HSY 1,440 2,004
Tutal expenses 9,021  4,Iu el L el 5,540 6,962

n.a. = Not available.
a. First full year of
b. Financial data are

IESC operation.
unaudited.
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current experience is that full costs, including direct
costs, cverhead and fee, per diem and local travel, and
logistical costs, but excluding international travel, are
running at $6,000 to $7,000 per man-month for senior profes-
sional economists on international assignments. Thus IESC,
despite its characterization as a "volunteer" agency, is
experiencing costs which are very much in line with those of

commercial firms.

A significant element in the IESC schedule of costs is
the internationel travel expense of the volunteer and his
wife. This fac: is dramatically portraved in an examination
of the monthly init costs, which decline sharply if the
transportation component is spread over ‘iwo or more months.
Monthly costs for a represcentative countiy, Malaysia, are
shown in table ¢ and are prescnted graph-cally in figure
1. They illustrate the savings which ar2 effected as the
duration of the project increascs: the cost per month of
a two-month prcizct 1s less than 60 percent of the cost per
month of a one-rionth project; extending the project to2 a
third month rednces the cost per month by an additional
$1,433.00 to a total of $4,667.

This sharp .y declining unit-cost cutve brings into
focus the IESC jolicy rejarding the dura:ion of projects.

The policy Statemont,l/

in fact, has a tertain amount of
flexibility incorporatcd into it, but field application
appears to be fairly rigid: of the 59 projects we analyzed
in the 7 countries visited, we observed no prujects running

more than 4 months. This is rerlected ir the overall IESC

1. See IESC, Policies_and Procedures ilanual for Country
Directors, p. 3.07.03.
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Table 6. International Exccutive Service Corps
Project Cost Breakdown
Malaysia, 1976
(U.S. dollars)
Each
Initial succeeding
Item month month
Air fares 3,100 -
Excess baggaye, stopovers, etc. 650 --
Per diem 1,800 1,800
Subtotal 5,550 1,800
.a/
Country overhead— 1,350 -
New York office overheadg/ 3,5C0 -
Total 10,400 1,800
a. Assumes 2+ project starts in Malaysia.
b. Assumes 650 project starts throughtout the world.
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Figuge 1. International Exccutive Service Corps: /
Total Unit (per Project) Costs per Xonth, Malaysia, 19763

Cost per
month
(thousands
of dollars)

11 —
. b
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,
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Duration of project (manths)

T . .
'+ Includes tatal direct cnsts, country overhead, and New York overbhead,
ot Bennd on data {rom table 6.
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~can project duration, which has ranged only narrowly be-

’

tween 2.2 and 2.4 months over the past 6 years (see table

5) .

Two basic reasons are advanced in support of this
policy, one conceptual, one pragmatic. Philosophically,
1ESC believes that a longer duration tends to place ex-
cessive dependence and reliance by the client on the volun-
teer; he becomes a fixture, "a crutch instead of a cane."
practically, IESC feels it would have (or has had) diffi-
culty in recruicing suitably qualificd voluntecers for .

projects of a curation longer than 4 rmonths.

Both these reasons appear sound, and perhaps they

should constitite a general operating rulce. It would seen,

however, that there should be more flca..i..ty .i thc Q=

)

cation of such a rule. Accordinaly, =whet jroo fete which are

deemed clearly suitable for considerat:ion by IELC require a

duration in excess of 4 months -- cr even b months == a

-

.-

‘-
-

serious attempi. should be made to

prospective projects should not be rejected out of hand

.
-
"
4
-

simply becausc requested duratici it
During the course of our eV all v At S : G
duration (possibly 12 or ecvuih 3 ; uirs : Wil
clients. One 0of these, a ICiisf
managerial assistance to a grou
Malaysia, appeared to offer clear junt.l. At L RS g Rl
ect of at least 12 months. Thc jioifs ;
established, the client was WO 1 jstiaavi vl BIAE R L
IESC experience, and the Projess B

processing market for a larye
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dependent on palm oil production) which fits squarely into
IESC's sectoral priorities, yet present-policy with respect
to project duration prevents IESC from undertaking the

project.

This limitation of project duration was a source of
frequent comment from clients and others in the field. To
be sure, some of this may be discounted on the "operational
crutch" theory, but some seems to go beyond that and to be
substantive. It is our recommandation that this pelicy be
applied more flexibly. IESC should not be deterred from
responding to the need of deserving prosjective clients

simply because 0f the duration constraint,

A second notakla feature of the bro:d cost picture 1is
the relation of fixed or overhead costs to total expenses on
an annual basis. This point is related to the first and
emphasizes the nz2ed to maintain the globil program level at
some viable minimun. It also highlights the sharp rise in
unit costs which o:curs when the level f:lls below that
minimum figurce. Discussions with IESC officials in New York
and in the field, and with ATD personrcl, indicate that
recent and current funding levels were estimated in antici-
pation of an overall progran level of 650 project starts per

year. Indoecd, in the S-year period 1971--75 starts averaged

630 per year, rcasonably close to that tzrget. Under those
circumstances, tntal costs per project increased only
moderatcly, from $10,052 to $13,187, reflecting gcneral
inflationary pres urcs both in the Unitel States and abroad.
The decline {rom 1974 to 1975 in the num.er of project
starts was, to a1 extent, offset by an increcase in the
average project duration.  As a recult, lLotal project

expenses on a pe.s month basis rose only c¢lightly, from
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$5,419 to $5,545. No such compensation in project duration
was experienced in 1976, however, and a much sharper decline
took place in project starts. Accordingly, total preoject
costs increased by 27 percent on a per project basis ($16,734
versus $13,187) or 26 percent on a monthly basis ($6,962

versus $5,545).

It may be noted that such sharp increascs in cost are
not immediately translated into operational terms insofar as
client charges are concerncd. Projcct costs, prepared for
the purpose of :2stablishing clicnt contributions, are deter-
mined in relation to IESC prospective ccste, which in turn are
based on the assumption of a target number of projects in
each country ard throughout the world. Failurc of all
anticipated projects to materialize beccemes relevant only F-
assessing perfcrmance arter the fact. hevertheless, in ar
evaluation of ‘he IESC cost effectivences it boecomes clec

that, with a high fixed overhead (arouna 52 poercent of  tal
expenses for the period 1971-7%), 1t 1s absolutely essential
that program levels e maintained. In 1976, when the number
of project starts fell by just over 30 percent, voluntecer
direct costs ueclined comucnsurately, though both field and
New York overhcad costs actually rose. As a result, total
overhecad as a percentace of total THIC costs in that ycar
jumpcd to 57.7 percent.  Thio must be recarded as an unac-
ceptable leve’., and nccessary steps shorld be taken to

correct it.

It is necessary to look bchind the numbers thomsclves
and assess the causcs cf the faliafl? 1n projects in 1976,
It appears that that decline weg partiy the result of the
worldvide zconomic recession and, in oscre particular coun-
tries, of un.g'e problems which hod o boaring on the 18SC

rograms (such 2g the larce devaluation of the Mexican peso
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and increcasecd political instability and entreprencurial
uncertainty in Thailand). It may also be attributable in
part to the increasing cmphasis of IESC on recovery of costs
from overseas clients. As noted earlier, the IESC policy
concerning contiibution by the client has always been
flexible, leaving the country director with considerable
discretion in ncgotiating what he regards as "fair" terms,
on the basis of his assessment of the desirability of the
project and the client's ability to pay. In mid 1975,
however, 1ncrea :cd emphasis was placed on contribution by
the client. Tne present policy states that a client "must
make a meaningtfal contribution tcward thz total cost of the
IESC program." The enforcement of that zolicy can bke secn
from table 5, where client contribution ocr project increased
from $4,7322 in 1974 to $5,452 in 1975 ard on up to $7,031 in

1976.

The extent to which this increase ras been a causal
factor in the reduction in the number ol project starts in
those last two years 1is impossibkle to actermine with pre-
cision, and our field inquiries did not »rovide a great deal

of empirical e¢vidence on the subject. The guestion of

costs
to the client aand responsiveness to price 1ncreasce was
~consistently pursucd in virtually all r-eld interviews. The
central tenderncy in the responses of cl ents was that costs
wcre generally nct so high as te place 108C services in a
marginal position in relaticn to "competitive" sourccs.l

It is obvious, however, that the broad pectrum of R9EEEEE§£.
private clicnte, being entreprencurs, mist be he price-
responsive in ~10ir business hbohavior. accordingly, 1t is

likely that thc responses of potentiai :lients to these

1. "Competitive" was broadly conatrued by the clients as
cbiracing 1ECC-11ke oorsi

! Pleothe brieioh
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questions would be different from those of actual clients.
Indeed, the real consequence of the devaluation of the peso
was an increase in costs to the clients, resulting (according
to IESC's own analysis) in a sharp reduction in projects in
Mexico. Our conclusion on this point is that the increcased
emphasis by IESC on greater contributions from clients has
been a significant factor in the decline in the number of

project starts.

Government clients, while they appecred not to perceive
the competitive cost situation as acutely as did private
clients, were focund to be generally more rigid in their
negotiating posture than clients in the Jrivate sector. 1In
several cases, covernments have established ceilinvs on the
payments to expotriate advisers, and those ceiling: apply to
IESC. This 1is cefinitely the case in Maiaysia and seems Lo
be true in Turktey as well. It is doubtlass the case in

other countries also.

Composition of Revenues

IESC has airways relied most heavily on the supporc of
AID for its operations. 1n fiscal 1964, during the period
of its organiza:zion, ILKSC was totally dependent on funds
from AID, and airing the fiscal years 1935-69, AID provided
nearly 62 percer t of total IESC revenues.l/ In recent vears
that source of funds has represented a slightly declining
share of total .evenues. As may be noted from table 7,
AID grents contributed less than 52 percent of total IESC

revenu>s in 1975.

1. AID Non-Capital Project Faper, November 1, 1969.
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International Fxecutive Service Corus

Application of AID and Othcr Funds to Coswer
Overseas Expenscs,

1971-76

(Thousands of U.S. dollars)

AID Other
Year funds funds
1971 3,355 890
1972 3,350 822
1973 3,875 1,153
1974 4,715 1,958
1975 4,800 1,543
1976 4,000 1,309

Source:

Teble 5.

Total
ovVerseas
My oenheSs
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The decline in AID's share of the total funding of IESC
has been matched almost exactly by an increase in the
contributions from the overseas clients of IESC. For the
past 3 years thcse have reprecented around 40 percent of

total rovenucs,

U.S. coryporate contributions, which were an important
copurce of funds in the carly years of IESC's operations,
have not provided a significant share of its funds during
the past scveral years, and at present they account for only
around 4 1/2 pcrcent of total revenues. This 1s both sur-
prising and unfcortunate, in vicw of the lacl that a primary
goal of the entire IESC operation is to .mprove the image of

American business ovevscos.  As noted ecarlicer, our survey of
ILSC activitices in the {icld revesled thet this goal is in
fact being achicwved and that the rwage of .50 busincss is
being improved through the elforts of the veoluvnteoers.  Thus,
Amcrican corporate enterprise is a prime beneficiary of the
IESC program, and 1t wouvld appear appropriate for it to

support IEsSC to a greater extent than it doss at present.

A final soirce of funds is the contributions which come
from corporate . nterests overscas. Thes: do not represent a
large share of -otal revenues, but they zre significant in
relation tc the resources available frore the still narrow
corporate base which exists in nost developing countries,
and they reflect the favoreble respeonse of clients (and
other donorgs) to the ITESC contribution. This is a far more
impressive sum than that subscribed by U.S. business in-

terests,.
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Application of Revenues

As noted earlier, there is a proscription in the AID
General Support Grant to IESC against using AID funds to
support any domestic costs of the IESC operation. This
means that all AID funds must be applied to overseas activ-
itiecs. To the extent that there is a shortfall in AID
monices to cover the operating expenses of volunteers and the
country directors, supplemental sources (client contri-
butions or donations from business in the United States and
overseas) are applied. In fact there has been a shortfall
in cach recent vear, ranging from $822,100 to $1,958,000.

This situation is shown 1n table 7.

Because all funds are commingled, liowever, and because
the IESC program is a program in that the various pieces are
interrelated, :t makes little sense to .ook only at a
single part of the entire IESC activity. Accordingly; AID
cannot be indifferent to the contributions from other
sources. At present AID is contributinc roughly half of the
total costs of IESC and about three fourths of its overseas
expenses. It contribution from other scurces could be
increased, the AID contribution could be reduced without

restricting the¢ size of the program; or more desirably, at

~a constant level of funding by AID the size of the program

could be expanded. As previously shown, fixed costs (that
is, overhead) are high. As a result, any increase in total
funding should be reflected in an increosed level of project

activity.

overscas Cost EA.ucLivprwgs

Two cost-iclated aspects of the ficld activities of

IESC emerged prominently from our cevaluation. One of these

b e £ ARl iint o A A S A AL NS EA e Hitad de A U FERP IR SRS
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has to do with the contributions of clients, the other with
the activities of the countryv dircctors and their staffs.
Since an incrcasc in the contributions of clients could
serve as a means for expanding the entire program, while
increascd cfficiency in the operations of country directors
would reduce unit costs, both thesc matters were examined

with some care.

Contributions of Clionts

On the average, clients contribute around 40 percent of
a project's fully allocatced cost. As noted earlier, IESC
provides countr; directors with a set ol qguidelines for

client contributions. These guidelines in effect relate the

client's income to his presumed ability to pay. In addition
to the client-contribution guidcelines, thoere iz an cexpocta-

-

tion that the country director will idertify and send to New
York for approv.al a certain minimum number of viable projects
each vear -- a quota, in c¢ffcect. Our obsarvations in the
field lcad us to conclude that thesce ducl constraints on
the country diroctor tend to create a blas away from an
optimal project mix. The country director is admonished to
fulfill his qguo:a of projects on the one hand and, on the

other, to have cach projocct contribute &s much as possible

toward total crsts. 1ils cgulte natural endency undcer these
conditions is 1o go to the largest and ftinancially strongest
corporate insti‘utions in his country and to negotiatae with
them projects which cover only a portior orf Lotal costs.
This phonomenon was observed in a nuanber o7 cascs 1n which
the client couic have (and would willincly have) paid more
than he was in act charged for the scyices of the IESC
voluntcer. Thore is little evidence in the project files

that New York systematically or critically oxamines each
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project to satisfy itself that the client's actual contri-
bution bears a proper relation to the client's ability to
pay. Rathcr, the practice scems to be to accept the country
director's ecxplanation at face value and to approve the

project as reccommended.

Incidentally, in a number of projects the Project
Agrecement declines to reveal the client firm's sales, noting
that they are "confidential." This was a particularly
interesting comment in one project which was examined with
some carc¢. In that case the TESC had previously provided a
financial analvst to the same client firm.  That expert had
in fact preparced financial statements for the firm, copics
of which were n the TESC country direc or's files (and
presumably in the Noew York file as well . Hevertheless,
the project was submitted to Hew York, sithout revealing the
firm's sales, “ogether with @ reguest for a contribution
from the client amounting to only a frartion of full costs,
although the clicent's sales were well in excess of $10,000,000
annually. The project was swiftly approved.

Pi i

For these reasons, we question the desirability of
having projcct-bhy-project contribution requircments at all.
Instecad, it micht be preferable to prov de the country
‘director with cne overall country progr am guideline, thereby
allowing him te set his own priorities ¢s to target clicnts
and individual ‘contributions. The performance of a éountry
director would then be assessed by Zoew “ork on the basis of
his establishing and implementing wriorrtics which comport
with the overal goals of 1ESC and arce «lso harmonious with
the development goals and plans (as cstablished by the host

governmcnl and, poessibly, other donor aqgencies such as the
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Wworld Bank, UNDP, AID, and the Asian Dcevelopment Bank) in
the subject country. The onc guidelince for the country
director would be a kind of "bottom lince" constraint, that
he generate a minimum number of projects (say twenty-five)
and that he obtain total contributions from the clients
sufficient to cover not less than a certain percentage (say
50 percent) of his total, fully allocated costs during the

year. This would vastly incrcase the country director's
programming flexibility, would permit him to develop and
employ a sct of priorities which accurataly reflect the
situation in his particular countrv, and would place a
burden of only a total contribution on I'ic activities. It
would placce a sosmewhat heavier burden or New York in per-
formance zvaluation, for each country d rector's annual
activities would have to be examined against a soncewhat more
complex soi of sriteria, instead of the narrow financial
constraints which arc presumably appliled at the present
time. We would uvrgo Ti38C management to give consideration
to this principle. Tts application might result in a
greater recovery of costs and would probably lead to an

improved projcect mix in any given country.

It must be emphasized, however, thot whether the client-
contribution guidelinces arce provided on a project-by-project
basis or otherwise, the country director must cxercise carceful
discrimination in asscssing clients, striving always to
obtain the maximum contribution which tn» client 1s willing
to pay. This fee should be assessed not strictly on the
basis of client sales, but on whatever other data, insight,

or perception the country dirvctor may mave with respect to

the ability of the clicnt to pay.

On a related point, IESC stresses 1ts claim that it does

not compecte with private consultants "whether they do oper-
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ating independently or under contract to a U.S. government
agency.“l/ Yot, in the abscence of a carecful client-cselection
process in the field, the possibility of such competition is
very recal. To be perfectly consistent with its stated policy
on this point IESC should reject all clients who, 1n the
judgment of the country director, are able and willing to
procurc comucrcially available services; to accept them 1s

to compete with private consultants. F'urther, to accewpt such
clients at less than full cost recovery 1s to undercut such
competition. The risk of such an event can be avoided by

a skillful screcning of all prospective clients by the

country directo:.

Country Directo:s'

Operations

It was not:d carlicer in this chapter that the activi-
ties of country directors were obscrved %o be generally
reasonalle in cost, though no detailed cost study was
conducted. Typically, a country directecr's office 1is
conveniently located and of modest sica. Typoical staff
includcs two seceratarics and one driver. In some of the
countrics visited, but not in all, the cvountry director has
a professionul assistant who develops wrojects and acts as
an intcrpreter choen such scrvices are roguired.  The country
director spronds considerable time identifying vieble proj-
ects, negobtiating with clicnts, maintaining a visible
"presenceo," and discussing professional and logistical

problems with voluntueers.,  The wives of

the country directors
are also heavily involved in activitiecs with the wives of

the voluntcers. In situations in which a country director

1. 7TESC, pPolicies and Procedures Manual, p. 9.07.03.
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must cover a large country (as in Indonesia) or secveral
countrics (as in Singapore, Malaysia, and -- at least
temporarily -- Thailand) considerable time 1is (or should be)
spent traveling. All things considered, the job of a

country dircctor is a demanding one.

Despite apparent efficiency, the operations of a
country dircctor, taken as a whole, are costly. In 1976
therc was an average cost per office of around $70,000. One
way to reduce these expensos would be to rely more heavily
on country represcentatives, local-hire cmployees who could
develop projects and operate the entire in-country program,
enabling the o :sent country directors to assume a regional
responsibility, with several countries uvnder theilr purview.
To a degroec this is belng done now in Malaysia and Thalland:
The projccts in those countrice are belrg managed by one

n Singapor ».  That particular

[

country dircvcter who resides
situation is nct satisfactory, as the travel reguived of the
country director s oxcessively demanding.  The problem,
however, stoms Trom Che Tact thoer Molayria and Thailand do
not have the kind of protessional residont representative

which would be -eguired for an efflcient operation. If this

o«

regionalizaticn could bo nmore widely uscd (as, for example,

in Central Amcrica, where distonces are short and travel

requircments o uld NOL Do cXoentived 1L milght result in a

more efficient 1sc of the Arcrican expatriate's time without
placing an excessive burden on hinm. By extension, a greater
reliance on a coyuntry-represcentative system might bring
about & reduce .on in the work load 1n Mew York by reducing
the number of country directers with whon each regional

vice-presidert must deal.



Caed

Buid

Bl

B

. —

-~

CONCLUSIONS

The work order pertaining to this evaluation posed a
number of specific questions regarding the IESC operation
and stated that the evaluation report should respond to
those questions. The questions were well framed and evoca-
tive in nature, and the evaluation team was mindful of them
during the course of the study. Accordingly, a conscious
attempt has been made in the body of the report to respond
to the questions in substance, if not directly. It may
therefore be helsful in conclusion to re:ztate those ques-

tions and to provide concise answers to them.
1. Is the overall purpose, stated in the original
project paper, being accomplished at [an! appropriate rate

and an acceptable cost?

Answer: Thz stated IESC purpose 1is to improve the

management and production of primarily private enterprises
by an amount in 2xcess of the cost of such improvement.
This purpose is at present being achievea at a generally
reasonable cost. The rate of achievement., as measured by
the number of projects undertaken each ycar, was not appro-
priate in 1976. At present cost levels 650 project starts
should be regarded as a minimum acceptable numbexr. (In 1976
only 451 projects were begun, a decrease of nearly 40 per-
cent from the 743 projects started in 1974.) Rates below
650 should be accompanied by appropriate structural and
organizational changes to reduce overhead costs in New York
and in the field. A country director thould be expected to

handle 30 to 35 projects a year if he covers one country.
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This produces an average work load of around 7 projects at
any one time per director, which should not be excessive.
In cases in which a country director deals with two or more
countries, the "satellite" countries should be staffed with
country representatives who can develop 20 or so projects

each year.

2. Are the stated purposes of individual IESC projects

being accomplished?

Answer: With few exceptions, the purposes of indi-
vidual projecte are successfully achieved. 1In the large
majority of cases the client, often with assistance and
guidance from the country dircctor, prciares an accurate
description of his problem and correctl: identifies the
particular skill or combination of skil s required for its
solution. The IESC displays a guite e¢x raordinary recruit-
ing capability and in the large magority of cases 1is able
swiftly to turn up the "right" veluntces for the job.
Matching the volunteer to the real task 1s the heart of
and IESC has a good rucord in this regard.

project success,
3. Are these individual projccts havina a developmen-—

£al impact beyond their inmmadiasd i e Bthat ls,imnploys

ment creation, income it
extent that i i e N CE SHOG G 'S T,

Answer: Yo the

they virtually all have some Hinhd Ul developietit ampact,
though in most cascs BhCETEE 0 U S
e
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employment. Even in cases wherce this does not happen,
increased profits are often cemployed in other enterpriscs,
contributing to the gencration of employment and income.
Conceptually, tne only instances in which a successful
project will not have some spillover effect are those in
which increasod profits are cither hoarded or transferrcd
abroad. In fact, neither of these situations scems likely,
and 1t may be concluded that some development impact accom-

&

panics a successfiully completed project.

The distrioutive effocts of such an impact are more
obscurc. iany orojects arce carried out with large, pros-
perous, closcly held family enterprisecs, whoere the develop-
mental impact, Dhile nosittive, may be snall.  Projects with
cooperatives ani broadly held concerns, ospecially those
facing a price-2lastic domand curve In ¢ labor-intensive
industry, would appcar to orier the greonest opportunitics

for the broadegt distribution of both primary ond secondary

benefits genecra.ed from successfully conploted projocts.

The extent of the impact 1s not pessible to measurce in
most cases, bocausce 1t usually is not nessible to isolate

the contributicy ol the volunteer from the other independent
variables which are at play in determining the fortunes of
an enterprise.  Particularly in instances where the client
is an individual busincsaman, his own entreprencurshiv and
busincsc acumen must surcely be a factor in determining the

behavior of hi¢ firm.

4, Are IE5C projects defined and documented with

sufficient expizcitness to permit conclusions to be drawn

concerning 1-3 above?
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Answer: Each project result is documented in a Com-
pleted Project Summary form. Many projects--around 11
percent--receive a more careful examination 2 years follow-

ing their completion, in the form of a Post Project Roview.

Both these docum 5 are potentially useful for project
assessment, though in time both tend to become stereotyped
unless they themselves are subjected to occasional careful
scrutiny. Our overall judgment is that the technique
employed in the Post Project Review is adequate for assess-
ing the direct impact cf a project. It is not designed to
asscss seccondery benefits. The Comple:ed Project Summary 1is
a generally deficient document in anaiytical terms. It may
serve some public relations purposcs, hut should be over-

hauled if it is to become an ciffective cvaluating tool.

In addition, 1t should prove help:rul both to AID and to
IESC to have ¢n outside evaluation of c¢he overall operation.
Because IESC owncrates with a good deal of autonony, especially
in its day-to-dayv activities, therec ma be a tendency to
become insular in assessing project pooformance or even
program direction. Accordingly, an occasional assessment
of global activities, prefcrably by a person or agency

with no intercst in the ouicome of tha: asscssment, is

a healthy und.rtaking.
5. What arc the causative factors which generally
affect the svccess and/or failure of TESC projects and in

what way do thicse factors operate?

Answer: The key to the success of an individual pro-
ject is the matching of the voluntccy to the task he is to

undertake. There are several Jinkages in this process.



78.

First, there is the determination that the task as specified
(by the client) is the true task and that it accurately
describes a substantive management or technical problem (as
distinct from representing simply a manifestation of a
problem). This 1s the responsibility of the country dircctor.
There 1s also the matching of that task to a sct of personal
qualifications and the finding of the person who has those
qualificat:ions. This is the role of the recruiting scaff in
New York. Finally, there is the actual execution of the

task by the voluntecr. On balance, it is the interaction of
these linkages which will determlne the goodness of the "fit"
between the tas: as 1t i1s originally perceived by the client

and the success with which that task 1s exccutoed.

In addition to these projocct-speciiic linkages, a
number of cxogious olements are at plav, including atti-
tudes of tne host government and the geacral investment
climate. Generally, however, these factors will have a more
important bearang on the develownent én’ configuration of
the country program than on the succces of an individual

project.

6. Do the individual projects agurcgate to a cohercent
program in a giscn country or functicnal sector? Should
they? Is there consonance between the overall institutional
objectives of IESC and 1ts individual project activities?
Are both these rcvels sufficiently explicit to permit an

evaluative judgrent in this arca?

Answer: Countrv programming is uneven. Projects make

up whole programs in some countries but not in others. To

some extent this diversity is due to differences between the
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sense of proguvamming of one country director and that of
another. It ig also attributable to differences in the
extent of central planning or developmental thrust which may

exist in the various countries in which IESC has programs.

The global IESC operation is very small in terms of
totual resources, and it must continually seel out opportuni-
ties where ite contribution can have maximum leverage.

Othcr things being equal, a rational program is preferable
to a random collection of projects, especially since the
latter will tend to come from a relatively narrow segment of
the develoming country's economy.  That szagment consists of
the largest and wvost prosperous private industrial and
commorcial cuncerns. 1t is the casicst sq:gment for a
country dirvector to solicit projects from, but it is also
the scament Lost able to procure such se:vices without
support from 1500, In the absence of a country plan and
thrust, there ie thus a tendency for the IESC e¢ifort to
becowe dissipatec and obscured in the amerphous private
sector which exicts in many developing nations.

In genceral there 1s adeguate consonasice between the
overall objectives and the individual project activities of
IESC. Recently crticulated interest by IESC in government
and othcr not-for-profit projects has ncu completely worked
its way through the formulation of progrars and the compesi-
tion of projects, but there is rcason to belicve that these

two ticrs of activity will generally agree. The Three Year

Program Revicw provides a sound programmirg base, and no

overall redesign is warranted at this tine.
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AID Work Order (Excerpt)

Objective

The objective of this work order is to evaluate the
performance cffectiveness and development impact of the
IESC. Sccond, to identify the internal ond external factors
on IESC projects which contribute to the success or failure
of volunteer assignments. Third, to detrermine whother or

not an overall project redesign is warranted at this time.

Scope of Work

In accomplishment of the above the contracvor shall:

(1) With.n two (2) wecks followin: receipt of the work
order, submit to AID/W, PHA/PVC, a proposed evaluation study
design for the comprehensive evaluation of IESC. The design

will include = statcment cf:
(a) Tne original PROP logical framework

(b) Proposed work plan for ex-~cuting an cvaluation.
The study desiga will be reviewed with 1ESC prior to sub-
mission to AID for approval including the modus operandi and

noting any points of disagreccment in design.

(1i) Withn five (5) working days of receipt of the
evaluation <*udy design, AID/W will forrard a written accep-
tance to the contractor who will then procced with the

evaluation adviscry scrvices which include:
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(a) An asscssment of the progress toward achieving
the purposes of the original PROP with consideration of
Government and/or ILSC policy changes. This asscssment will
include impact, such as increascd profit and production,
employment crceation, reduction of costs, incrcase of quality

and social impact.

(b) Examine, rcconfirm and if appropriate, develop
optional redesign plans for the TESC program designs for
consideration by AID and IESC. These will include identifvirg
any necw actions deemed appropriate at tais time for eilther

AID or I1IESC.

(c) Preparc a final report @fter complcection of
domestic and iaternational travel to in:lude the conclusions
by thce concracior regarding (a) and (b) above. Also include
recommendation: for a redesigned PROP L necessary, undating
for consideration by AID and 1ESC. Diffecring vicws between

the contractor and IESC will be noted.



ANNEX B
PERSONNEL CONTACTED

SINGAPORE

Mr. John C. Chandler
Director of Operation
IESC

Mr. E. E. RKahlenberg
Chairman
Selco (Singapore) Pte. Ltd.

Mr. Arthur Jinag

Head, Safetv Council

National Iroan & Steel Mills, Ltd.
Mr. Lin Boon zhocn

Safety CIificy

National Iron & Steel Mills Ltd,

Mr. Jopie II. K. Ong
Manzging Director

Metro lioldings Ltd.

Mr. Charle:s 3
Commercial itz

Ahlgren
che

Mr. Morris P .per

Assistant Sonicr Investigator
Planning Div sion

Registry cif Vehicles

Mr. Philip Gon
Ascistant Traffic Coordinator
Registry of Vehicle

Mr. wek Leng Beng
Managing Direcctor

.

Hong Lecony Finance Ltd.

Mr. Yco Seng Teck

Director

Singapore Fconomic
Development Board
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Mr., Zainal Abidin
Managing Director
P. T. abdi (P.T. Tunggal)

Mr. Moch. Wachiju
Head, Divicion for Preoductivity Information
National Productivity Center
Department ol Manpower, Trans-
migration and Cooperatives

Mr. H. S. Moerdini
Director
P.T. Tndustri Manmer Indonesia Tulungagung

Dr. Sonni Dwi Harsond
Assistant Director :
P.T. ITndust.oile Marmer Indonesia Tuluagagung

Mr. Ah. Moecrjanto Moordani
Production and Technical Director
P.T. Industri Marmer Indonesia Tulundgagung

LIBERIA

Mr. Henry Winogrond
Country Director
IESC

Mr. Jamcs il. Ashida

Counselor fcr Embassy for
Econcomic and Commercial Affairs

American bnbtuassy, Monrovia

Mr. Jacob lroirstad
UNDO Project Manager
Liberian Dovelopment Corporation

Ms. Wilmetbte Dennis
Acting lcad
Liberian Tourist Of{fice

Mr. Marvin Dole

General HManager

Liberian Tractor & Lquipment Compainy
Monrovia

Mr. Charles= A, Groen (member IESC steering committee)
Governor
Liborian Central Bank
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Mr. Hillary Dennis (member IESC steering committee)

President
Denco Shipping Ling
Monrovia, Liberia

Mrs. Sherman, Owner/Manager
Leigh-Sherman Secretarial School
Monrovia, Liberia

Mr. Edward Marten
IESC Execcutive
Monrovia, Liberia

TURKEY

Mr. Wiley Rzynolds
Country Dir~ctor, IESC
Istanbul, Turkey

General Sefik Akay
IESC Represcountative
Izmir, Turhey

Adniral Fahir Karaza2
IESC Represontative
Istanbul, Turkey

Mr. Aydin Kavmak, Owner/chairman
Suras Su Urimlen A/S
Izmir, Turk:y

Ar. Sabahatcin Bever, Manager
Beser Balatasilik ALS.
Izmiv, Turkoy

Mr. Engin Barey, Manager
Maktos TAS
Izmir, Turkey

Mr. Eihan Crer, Projcct Manager
Tekfen Cons’ ruction Company
Istanbul, T.urkey

Mr. Necat. Srikan, Asst. General Marager
Turk Demir Dokum Fabrikalari A.S.
Istanbul, Turkey



Mr. Kemal Aygum, President
UFI '
Istanbul, Turkey

Mr. Jak Borki, President
Kadife ve Pelos Fakrikasi A.S.
Istanbul, Turkey

Mr. Melik R. Sarter, President (member
steering committece)

Atalar Department Store

Istanbul, Turkev

Mr. Uzeylr Jarih, President (member
IESC stecring committec)

Alarko &. S=znavi ve Tic. A.S.

Istanbul, Turkey

Mr. Muri Bav, Toechnical Manager
Eczacibasi, S.A.
Istanbul, Turkey

Mr. Surcm Mozlumyan
Mclek Schkerienc
Istanbul, Turkey

IESC

85.



MALAYSIA

Datuk Tan Seng Teck
General Manager
United Malavsian Banking Corp. Bhd.

Mr. Mohd Hrahim Mohd. Zain
Manager & Arthur
International Sdn. Bhd.

Mr. Dawson &. Wilson
Counscllor for Lconomic and
.

Commercial nflairs
American Embassy

Mr. David X C. Chew
Director
Jeluntong Hc¢ldins Sdn. Bhd.

Mr. R. M. Alias
Dircctor Ger.eral
Fedcral Land bevelopment Authority

Mr. Thomas Vonc
Managing Director
Asscciated Plastics Industries Bhd.

INDOLLSIA

Mr. Djajadi Wongso
Genecral Manajer
Keramika ITnconcsia Associlasi, P.T.

Mr. Pandji Wisahasana
Presidont
Pioncer Plascics, Co., Ltd., P.T.

Mr. Louis ii. Kuhn

Assivtant Dowvelopment Officer

Voluntzary & Jumanitarian Programs

U.S. Accency for International Development

Mr. Albcort . Nowak
Dircctor of Operations
IESC

Mr. Henry Bardach

Councellor Yor Lceconomic & Commercial Affair

American kEmbassy

S
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GUATEMALA

Mr. Arthur Ruston
Country Director
IESC

Guatcmala

Lic. Nery Aldana M.
Managcy
LaPradera, 3.A.

Lic. Juan Jose Falla
Director ard General Manager
Banco del faro, S.A.

Sr. Josc¢ Francisco Aalvarcez
Genoral Managor, Alimentos
Kern de¢ Guatemala SUA.
Coronel Froaicisco Ardon Fernardez
Manager, a:n.

Ing. Jose P, GCallegos J.

Advisor to the Manager
Ferrocarrilzs de Guatemala (FEGUA)

Mr. Hernan ‘suan bB.
Managcr, and

Mr. Robort oichard
Adviscr

Fundacion d<l Centaro

Mr. Julio R. lierrecra
General Maneasr anda Partner,
Pantaloeon, 5.4,

Ing. Adolfc "ios S.

Presidont

Industria Macera

Las Quchbradas, S.A. (also in his capicity as
President, Ccnscjo de Fundaciones sinericanas
Dessarrol lo)

Mr. Julin P. Mathcou
Chairman of the Board of the
IESC of Guatemnala

de
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HONDURAS

Mr. Bd Astle
Country Dbirector
IESC

Honduras

Mr. Mario Garcia

General Managcr and Partner

Industries Reinadi

Mr. M. Emin “arsum

Gencral Mana-or

Alcoholes do
Centroamncr ca §
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Ing. Ricarac Fov

Cencral Manavor

Corporcion fondurena
de Desarrailo Ferestal

(COHDEIMOR)

Mr. B. Kipps
Gencral llanag:r
La Fgultativ:
S.A. de C.V.

Mr. Podro 3chaid

President

Tapas de
Centroamerica S.A.

de C.V.

88.





