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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 Popula tiu') and Humani tar ian As s ist;lnce, Agency 

for International Development. The work order objec

tive and scop<: of work are contained i) Annex A to 

this report. The evaluation was carr i?d out during 

the period Ma~ch 16-April 22, 1977, in the New York 

headquarters 0f lEse and in seven countries in which 

IESC hos ongo~ng progrums: Honduras, 3uatemala, 

Liberia, Turk2Y, Malaysia, Singapore, and Indonesia. 

The evaluatior~ team was headed by JOSG')h R. Gunn and 

included Marvin R. Brant, Roger Sedjo, and Elwood 

Shomo. 

During tlie course of the field ancllyses inter

views were heid with the IESC country jirectors, vol

unteers, and present and former IESC clients and spon

sors, as well as with others well infr.:)1"med about the 

programs. A list of these contracts is provided in 

Annex B, In addition, detailed discussions were held 

in the lESC offices in New York with ~ll the vice 

pres iden ts one wi th many sen ior sta f 1. illembc;:rs and in 

Washin:Jton wLh appropriate AID oerso!1101. 
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Special th~nks are due to Mr. Joseph R. hasulak, 

Deputy Vice President, Finance and Administration, at 

lEse in New York, and to the six lEse country direc

tors, for the complete cooperation which they extended 

to the members of the evaluation team. 

A draft version of this report was circulated for 

comment to AID and lEse and was carefully reviewed in 

New York by senior representatives of both those orga

nizations and b~' the authors. This final version con

tains certain 1.loJdifications which were made as a 

result of that .:eview. Responsibility ior the entire 

contents of the report rests solely witt the 

contractor. 

-ii-



Preface 

SUMMARY 

EVALUATION CRITERIA 

PROGRAl'-l EVALUATION 

Progr~m Description 

Country Selection 

Programming 

CONTENTS 

Project Selec~ion 

Client Selection 

American Busi~ess Image 

Conclusion 

PROJECT EVALUATION 

Country Experience 

Factors Necessary for Project SuccesB 

Common Problems Encountered in Projects 

IESC Internal Evaluation Procedures 

EVALUATION OF C0ST EFFECTI'~NESS 

The Broad Fjn~ncial Picture 

Composition 0: Revenues 

Application of Revenues 

Overseas Cost Effectiveness 

CONCLUSIONS 

ANNEX A: AID Vi')rk Order (Excerpt) 

ANNEX B: Perso:!nel Contacted 

i 

1 

5 

8 

8 

12 

15 

24 

26 

34 

35 

36 

36 

43 

46 

49 

53 

55 

65 

68 

68 

74 

80 

82 



SUMMARY 

The lEse has been in existence since 1964. Begun 

with substantidl 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 supPJrt over 40 percent of its total costs. 

Its total annual budget is around $8 miJlion. 

The custoIT.ary operations of the co::ps involve 

sending retire~ American businessmen to work with busi

nessmen in devE;·loping countries. Assig.1mer.ts are of 

short duration, averaging about 2 1/2 ~~nths, and are 

directed at so]vinc; specific managerial or technical 

problems. ThE. American 2dviser is a veil unteer, recei v

ing only trave~ and living expenses fo! himself and his 

spouse. He is supported in most countries by a resi

dent American '';ollntry 0 irector and a New York-based 

staff of professional and clerical personnel, including 

a most jmpres~i'Te recruiting facility. 

The goal~ of lEse are twofold: t) provide 

technical and nanagerial assistance to the overseas 

client firms anti to improve the image of U.s. business 

abroad. By all objective measures th~ eorps is suc

cessful in actieving these goals. Cl:ents are usually 

well pleased ~ith the results of the contributions of 

the vol~nH·0"" 3 and, by extension, are favorably 

impressed w1.t;. the American enterprisE': system. 



The projects also contribute to the 'economic and 

industrial developmcnt of th~ host countries in tte 

form of increased income, expanded trade, increased 

government revenue, and/or increased employment. 

These broad national benefits occur in the form of 

s: \lovers from the individual enterprise which was 

assisted by lEse: they are difficult to identify wit~ 

precision and impossible tc quantify. 

Because of the logistical issues asrociated with 

uperating short··term proj ects with mature vc-l unteers I 

and also becaUSE of the level of effort ~equired to 

develop each in6ividuRl project, it is difficult for 

lEse to operat~ effectively in countrie~ in which it 

has no resident presence (an American ccuntry direc

tor or a locall; hired country represRntative or an 

office in which a country director calls from time 

to time). The~e are now offices in 27 ~ountIies. 

The present l1.s c does not incl ude certa.-.n important 

countries which seem to fit clearly wit'lin the lEse 

operating parameters, among them India, Pakistan, 

Bangladcsh, and Nigeria. Conversely, tle present 

list of countr·.es does include some n3.tions, among 

them Saudi Arr'.l:)ia, Greece: and Kuwait, ,..,hich would 

appear to be Etlle to obtain for themselves services 

of the kind and quality which lEse offers, without 

requiring t;-18 3ubsidy provided to lEse by the United 

Statcs governrcnt. Accordingly, we would favor the 

use of a more rigorous internal review procedure by 

lESe, to eval~dte on a continuing basis the justifi

cation for it~ being in some countries and not in 

others. 

2. 
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Broad programming policies correctly give wide 

latitude to the country directors to develop their 

own set of priori ties and their. own project mix. 

This is necessary, because only the country direc

tor C2- 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 lESe operation is very 

small in terms of total dollars expended for a glo

bal effort, and a keen sense of nationaJ. develop

ment is necessary for optimal program cc~nfiguration 

in any given co~ntry. Because lnost ind:.vidual pro

jects are successful, and because \"irtucilly all suc

cessfully compJeted projects will have 30me develop

mental impact, lEse should seek out project oppor

tunities which either give promise of extraordinary 

impacts or which offer broad economic ,or social) 

benefits as diJect by-products of the project pur

poses themselves. A unit of lEse assistance to a 

printer of textbooks is, on the face of it, prefer

able to a unit of assistance provided to a prir1ter 

of comic books. A pharmaceutical manufacturer is a 

more desirabJ.e recipient of an IEse pr.c.·ject than a 

bottJer of sof~ drinks, otrer things being equal. 

In general, lEse headquarters should impart a more 

disciplined sense of program formulatir,n to its 

country dir~ct.ors, though they must be left ~ith 

the discretioI to devise sound programs in their 

individual cQlntries. 

These various problems notwithstanding, it is 

our judgment, after observing lEse i~ its New York 

3 • 
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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 lEse brochure describes the 

Corps as "a not-for-profit orgunization based in New 

York. It recruits experienced executives, usually 

retired from United St~tes firms, to serve in the 

developing countries uS volunteer advisors tn locally

owned enterprises that request rnanageriul or technical 

assistunce. ".!./ 

The IESC goals arc perhaps more ccmprehensively 

contained in tne statement of purpose ~ound in ~he 

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 assi~t economic 

growth and the t,.:2ll-being of the :)eoples of 

the world by fostering, advancing an6 facili

tating H·e development and utili Zd tion of 

effectivE executive, managerial ard techni

cal skil2..; and prac ':ices by corruneri:ia]. 

enterprises, privute nonprofit organizations 

and gov0rllment agencies and authori tics in 

countrie~ where such skil13 and practices 

arp. lacl:i1g or inl1dequate for sound economic 

. 1. IESC, Int~n(ltio~-:..~_~xe'2..utiye ~2r'~ic_es 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 contaj,ned in the 

Policies and Procedures Manual supplierl to the direc

tors of field operations continues: 

Consistent with this corporate 

purpose, IESC'~ objective is to concen

tr~).:e on assignments \/hich will h;)ve 

significc:,nt impact in the country by 

reason of the economic importal~cc of the 

enterprL~e assisted or by reason :>f hav

ing the nultiplier effect inherent in 

projects such as establishing or improv

ing publ~c services, national r(sources 

or vocational training programs. 

The AID Noncapital project Paper (PROP) for 

the lESC, dated November 1, 1969, and the associated 

Logical Framework state the following dimensions of 

the lESC progr~m. The output of the ~roject is desig

nated as "management and other techili ~al assistance 

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

6. 



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 lEse 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 PROP with 

the stated goals and objectives in lEse s own docu

ments we :ind a close correspondence. ::t is in the 

context of the stated lEse purposes and goals. as 

well as the AIC PROP, that this evaluation has been 

conducted. 

7. 



PROGRAM EVALUATION 

Program Description 

New York 

The headquarters of lEse are in Ne\1 York. At 

this location d~e the major offices of the organiza

tion, a substantial clerical staf~, the central 

record-keeping facilities, and the volunteer 

recruiters. Tc this location the indiv~dual coun

try directors for~ard proposed projects with requests 

from clients f~r executive volunteers. The principal 

responsibility for the programs within a geographic 

region rests w3th the regional vice-president. Pro

ject applicati()ns are forwarded by the ~ountry direc

tors to the re0ional vice-presidents fo: approval. 

Upon approval [)f a project, the description of the 

project requir~ments and duties are give~ to a 

recruiter, him,;elf a volunteer, whose task it is to 

identify and r8cruit a volunteer exec~tive with a 

background suitable for the tasks. 

In addition, the New York office keeps records 

of projects and volunteers and undertak2s some eval

uative tasks. The principal policy anc American 

promotional Qctivities also centeL ~ro~nd the New 

York office. 



The New York office is likewise involved in 

determining the suitability of potential volunteers 

which the recruitment process has identified. In 

some cases, part~cularly that of a new volunteer who 

has limited international experience, personal inter

views are arranged to be held in New York or 

elsewhere. 

Field Operations 

country Director 

Some diff ?rences do exist among cCluntries, but 

field operatiols are typically directe~ by a coun

try director, ~ho is salaried. Althou0h tours of 

duty vary, the; are generally longer than a year. In 

the case of s~orter tours or special c~rcumstances, a 

volunteer coun~ry director is ofte .. u~ed. The coun

try director hlS the responsibility of maintaining an 

ongoing progran or, where an ongo1.ng pj'ogram does not 

exist, of developing a program that cal. be expected 

to become ongoi.ng. It is also the responsibility of 

the country di~ector, even where there is a local 

professional E taff, to supervise the pj'omotion of the 

lEse program, ~o work with ,the lEse steering commit

tee of locals, to arrange for the signing of agree

ments wi th cl i(~nts, to examine the appropriateness 

of the va:::-iuuf. projects and the descriptions· of the 

type of assistance required, and to assist the exec

utive voluntc~rs upon their arrival and be available 

to assist therr in ~ddpting to the stresses of the 

foreign envirc~ment. 

9. 
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The conditions under which the field officer 

operates ~ppear to vary.considerably. In many coun

tries he is assisted by local salaried representa

tives. HullY of the functions of tIle country direc

tor may be undertuken by the local representative, 

including promotionul work und assistance of volun

teers, especiully when the volunteers' assignments 

are in u rcyion serviced by the local representa

tive. The kind of offic2 space available to lESe 

varies, as do tho nVuilability of an au_omobile, a 

driver, and u rlerical staff. 

The countlY director also appears ~o have de 

facto control ()f the direction of the program wi thin 

the country. Ile makes dec i sion s a s to 'dhich sectors, 

industries, anci firms to approuch. While the typical 

country plun a9pears to be poorly docum~nted, these 

decisions occ~sionally seem to be ffiade more or less 

at random, ref:.ccting no unifying purpose or plan. 

Clearly, hO'.·l(-~\'f:r, sucil progro.mming dec~ sions strongly 

uffect the thrl1st and direction of thr. country pro

gram. Althoug) the country director may be influ

enced by broad directives from New York, a wide 

range of discr~tion remains with him. 

Additionally, the country director has an 

importunt voice in determining the size of the 

client's contribut~~n. Stated lEse policy calls for 

a charge based on tho client's ability ~o pay, with 

sales vo1.ume cited .J.S un indication of financial 

ability. The ~ehuvior pattern appears to vary, 

however. In some countr ies vi sited :- h, ~ operational 

rule appe~rs to be to COV0r dirac: cnsts associated 

10. 



with providing an executive volunteer. 'l'hus, 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 operational 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 pro~ect is 

dependent upon a variety of factors whi;h will be 

discussed in detail later in this secti0n. 

Steering Committee 

The steer~ng committee is composed of a 

variety of proninent local individuals -- local 

businessmen ~~~. occasionally government represen

tatives. Amon(: other functicns of the c:ommittee is 

that of servir.( as a means for the cot'lJt.ry director 

to gain entree to the locGl business conmunity. 

The committee also receives and provide~ local feed

back on the lEse program. In addition, it partici

pates in the process of country program formulation. 

OU)- impression is that, while the com!"!L ~tee meets 

as a group only infrequently, individu21 members 

may provide valuable assistance dnd cO:ltacts to the 

country directors. 

11. 



Country Selection 

The selection by lEse 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 

12. 

the attitude of the host government, partially reflec

ted in questions of taxes which affect IEf~'s opera

tion. Other determinants appear to inclJde the level 

of anticipated In-country costs togethel with an 

assessment of the potential of the country program to 

generate suffic.~ent contributions to cover those costs. 

Important elemellts in covering in-country costs arp. 

the number of p.c-oj ects and the size of thp. contr ibu

tions of c lient;~, as we 11 a 5 the exchan~(l~ rate and 

the domestic pr.ice level.l:/ 

Significani:ly the relative level of development 

of a country up~)ears not to be the critlcal determi

ant in the deci~ion to undertake a councry program. 

For example, SOi'le of the more underdevel'Jped coun

tries and regiols, such as the entire Irdian subcon

tinent and much of Africa, either have ro program or 

have had only i~frequent and sporadic ~~ojects. The 

lack of a program in some of the ~ess d~velcped 

regions of the developing world appears to reflect 

the perceived inability of lESe either to obtain what 

lEse regards as appropl-iate government :i. Iterest or the 

inability to ~enerate a sufficiently la~Je program. 

--------------.-----------------------------------------------
1. One African country has been excluded from pro

ject considerution partly because of an exchange rate 
that makes in-country dollar expenses prohibitively 
high. 



Also, the focus of lESe 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 adva:-.ced of the 

developing conntries. Indicative of this is the 

nature of much of the program in West Africa, which 

has been directed, to a muc~ larger extent than 

elsewhere, toward the public sector. On the other 

hand, it is unclear why Pakistan, for example, is 

not included. 

Generally, lEse does appear in the past to 

have been most active in the relatively advanced 

strata of the ~eveloping world, where a~ active 

rrivate sector is in operation. Countries in this 

group include :olombia, Turkey, Greece, Singapore, 

Korea, Brazil, Mexico, and Iran. In aedition, 

smaller progra~s have been undertaken in wealthy 

countries such as Saudi Arabia, Kuwait, and 

Venezuela. SiMilarly, recent activity 3uggests that 

a large perceni.age of the new projects :ire 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:, lEse status 

statement innl~ated that more than 50 ~srcent of the 

new projects accepted are found in eigh: relatively 

advanced countries -- Brazil, Colombi~, Peru, 

Venezuela, Iran, Turkey, Korea, and Talwan. 

We do not challenge the desi'-abjl ty of an lESe 

effort in sorr.=-' of the more advanced cOilDtries of the 

developing world. As suggested above, the natura of 

13. 



the IESC program may be such that it is most success

ful in generating a pos~tive 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. In fact, our field investigation has 

suggested that: some projects could have been under

taken by groups other than lESC. Certajnly, as the 

development process continues, the abil~ty of firms 

to locdte other sources of technical assistance that 

are not subsid:.zed is enhanced. Some process should 

be devised to ~.etermine when IESC shoull begin or 

discontinue a cou'1try program. 

We do que.=;t:i.on, however, the appropriaten(;ss of 

IESC programs in weal thy countries st~l"!h as Sa 11di 

Arabia, Kuwait, Venezuela, anQ Iran. :ESC's own 

Three Yea.!. Pros'.~ Review stat~s that OtlE:: of the cri

teria governiT'.S· country s2lection is U at "the coun

try needs development assistance beyond that which 

it is able to ~)btain through normal COllV.lerc ial 

channels." Tnf! financial situation of :hese coun

tries obviates the need for a subsidizej source of 

technical and nanagerial assistance. ~n addition, 

even if all projects within these count~ies were to 

require full cost contributions (which they do not at 

present), such assistance would be deeinE.d inappropri

ate, since this assistance could be obtrined through 

normal commercial channels. 

14. 



Programming 

An lESC 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 V:lriOl1S unique in-country circulTI

stances. For example, an lEse stQff of prestigious, 

highly competent locals -- such as now exists in 

Turkey suggests a country project capQcity con-

siderably larger than the worldwide country average. 

lEse pre gram levels vary considecably between 

one region ar.d another, as tables 1 and 2 show. In 

view of the jact that the levels of activity vary 

considerably bet~"'een years and reg ion'';, it may be 

advisable to consider a reallocation af responsibil

ities that w.)uld combine some of the :-:-egions -- that 

is, it appears difficult to justify ~ll of the 

regional uni~s that are operating at present. 

Co un try Prog:' ams 

Al thougn lESe recently undertoo;~ a rather 

extensive p~ogram assessment, which lesulted in the 

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

number of deficiencies in p-rogrammlng still exist. 

In general ic is the opinion of RENA that the country 

programs telld to lack direction. Al though' lESe is 

making an elfort to improve its ability to assist 

small busin(ss, the country programs do not ref12~t 

this concern. Also, for example, dl thm.gh attention 

was paid to the composition of the country program by 

15. 



Table 1. Regional Project Activity 
(as of March 31, 1977) 

New proie8ts Projects 
Region acceplt:!d started 

South America 75 56 

Central America 30 19 

Europe/l>lideas t 26 20 

Africa 20 7 

East Asia 50 22 

16. 

Projects 
completed 

17 

18 

16 

3 

22 

Source: IEse "Status of All Projects" summary. 

Table 2. Regional Project eompl~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: IEse I "ComplE::tion~; by Annua 1 Volume of Orguni
zation," 1972 and 1976. 



industrial sector, the Review contains no estimates 

of the projected number of lEse projects either for 

the global program or by country. ~/ 

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 o~ governmen

tal di~ection, c widely diverse program, lacking a 

central sectoral focus: may well be desirable. Even 

there, however, an effective Illix of privlte and pub

lic projects, as well as concern for secondary 

impacts, requin~s careful program direction. By 

contrast, in an economy such as that of Korea, where 

the private seC1:or ope~-a tcs v'i thin the i:camework of 

economic planning and governmental priorities, it 

might be best to attempt to integrate the priorities 

of an lEse prog ,~am with those of the gO"ernmen t. 

In all cas~s the country director ~hould be 

acutely aware o~ the direction in which social and 

economic develo?ment is proceeding in his country, 

whether that di::ection is being taken hi government 

fiat or otherwiEe. He should formulate his p=ogram 

1. FJr budget-planning purposes a level of project 
activity is assumed. both globally and by country as 
will be seen in the following chapter. ~n the Review 
document, however, which purports to se~ direction 
and give thrust to the lEse effort, no r~ference 1S 

made to the volwne of projec~s of t~ an~ other 
measures of program activity levels. 

17. 



in the conteyt of th~t development, seeking out cri

tical project opportunities wherever he can. lEse 
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 lEse can and should be improved. This need not 

require any additional staff. Rather, it would 

sjmply reflect an articulation of a pro~ram decision

making process that is taking place now, with addi

tional conside}-ation being given to thE.: relation of 

the country pre ·gram to the economy. Tll':~ process we 

envision would look something like this: At about 

the middle of ~he year, lEse headguarcers would 

advise the COlJ;",try dlrectors of the nur,:)er of pro

jects that were: envisioned fo)- the foU owing year 

for each count·cy, giving them some ide]. of the over

all dimensions and structure of the program -- the 

number of small-business projects to b~ included, 

for example -- and some direction as te the portion 

of the entire expenses that local contl'ibutions were 

expected to gererate. The country di~Ector would 

18. 

then prepare a~ assessment of the over,ll operational 

environment in his country, reflecting his understand

ing of governml:nt development policies, bread politi

cal factors affecting activities in the private sec

tor, and the likely thrust of other international 

donor agencief. On the basis of his analysis of 

these broad dE.:velopmental parQmeters, the director 

would make a pt.-ojection of lEse projects by indus

trial sector. In addition, separate small-business 

goals would be developed. Input intc this proce-

dure would corne from the country steering committee 



as well as from the resident staff of international 

organizations, the American Embassy, officials of 

the .1ost government, and of f ic ial documents. A cJr ~u-· 

ment incorporating both the inputs from these sou~ces 

and the country director's view of the country pro

gram of lEse would be preparp.d 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 

19. 

final country ?rogram was acceptable to all concerned. 

The documented country program would then s~rve both 

as a program glJide and as a set of goals against which 

to evaluate thf! performance of the courtry director. 

Obviously, thc:.-e will be events which v;ill make some 

elerr.en ts of tl'e country program inat:pU cable and 

resul t in revi!; ion s in other elerr.en ts of the program. 

As they occur they should be noted. For example, if 

during the year of program implementatjon the govern

ment should unjertake 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 Emphasi~. The new 

emphasi s wouIe: sirrlply be noted in a rr.enorarldum with 

its implicati'm for tJ e country prograJl spelled out. 

Approval by a ~egicnal vice-president would probably 

be required for recJirection of a program. 

Besides p:'oviding guidelines foY." "I. country 

director, the :ountry program would al;o assist in 

smooth trC::i3fe-L"' of the work to .1 new d'rector by pro

viding him wit~ a clear articulation o~ program goals. 

http:implicati.rn


Public Sector Activity vs. 
Private Sector Activi~-

lEse 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 th~t ~bout 3.5 percent of 

the projects of lEse since its inception have been in 

the governmental sector. 

Th~ degree of involvement in nonpr~vate sectors, 

especially the governmental sEctor, apP(',J.rs to vary 

considerably fr':lm country to country. ::t was noted 

that a large ~raction of the projects i1 Africa were 

within the governmental sector. The redson given was 

that the priva~e sector is poorly developed and thus 

offer s severel \. 1 imi ted opportuni ties for proj ects. 

This view is reflected in Exhibit VII cf the Three 

Year Program ~~:view, which projects that almost 50 

percent of tt€ proposed African projects for 1977 
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will be within the governmental sector. Although this 

plan appear s nl)t to have materialized in the form 

envisioned, it is illustrative of the p~sture of lEse 

toward the gov~rnmental sector in African countries. 

The incidence tlf governmental proj ects appears to be 

far less in the other regions than in ~frica. Of 

the more than 50 projects outside Afric~ examined by 

RRNA, only a few y,,'ere directed to the governmental 

sector, and some of these were directed toward the 

publicly owned companies rather than t~~ard minis

tries. It was noted that the proqram ~n Turkey has 

had some public-sector projects in the past; there 

have been ncn~ recently, however. 
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Table 3. International Executive Service Corps 
Projects by Sector 

(Percent) 

Sector 

Agriculture and food 
processing 

Machinery, metal, and 
electrical equ~pmcnt 
and transport ~quirment 

Construction, rEal estate 
development, a~d building 
materials 

Textiles and apparel mam:.
facturing 

CommunicaU.ons, transportation 
services, and utilities 

Wholesale and r~tail merchan
dising 

Chemicals, pharnlaceuticals, 
cosmetics, and petroleum 
products 

Mining, refining, and base 
metal manufacturing 

Banking and f~~ance and 
insurance 

Paper, paper products, print
ing, and publishing 

Health, educat~on, and 
insurance 

Government a6m~nistration 

Miscellaneous :ndustries 
and services 

1972 

14.4 

16.4 

10.5 

9.1 

9.6 

6.5 

6.3 

5.6 

6.2 

5.9 

3.6 

2.0 

3.9 

160.0 

Sources: lESe and AID documc:nts. 

1976 

14.8 

14.5 

12.2 

8.8 

8.3 

4.1 

7.3 

6.7 

6.8 

5.0 

2.,1 

3.4 

6.0 

100.0 

1965-75 

16.1 

11. 2 

11.2 

11. 0 

8.3 

6.4 

5.8 

5.8 

5.7 

5.2 

3.7 

3.5 

6.1 

100.0 



Some activity was also noted in the not-for

profit sector. One project evaluateo in Central 

America was for a charitable organization. Also, one 

current project in Liberia and another proposed pro-. 

j ect were al so not-for-prof it orga ~ ,i za tions. In 

terms over the ove~all IESC program, however, the 

activity in this sector is limited. 

A Note on Programming Ouality 

It is not possible to judge "good" programming 
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a priori. The IESC Policies and Proce(1ures Hanual 

states, and qui.te wisely, t~at "it is ('.ifficult to say 

that any speci fic type of product or g"oup of products 

is patently a more desirable candidate for assistance 

than others." Nevertheless, it rr.ay fa i.rly be said 

that an elcme~t of careful program fo~mulation is th2 

effort to include projects which con~ain some element 

of social val~e in addition to the co~nercial consid

erations whic~ are necessarily involved in private

sector proje=~ 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. In th~ absence of this antici~ated conclusion 

no rational !ntrepreneur would use IEfC. Similarly, 

since all sucl'essful projects will, in the absence of 

extraordinary and most improbable circumstances, yield 

some measure cf secondary impact beyoJld the parochial 

interests of the commercial client. :rom these two 

facts it foll· .ws that all successful ')rojects -- and 

most lESe r>rc'jects ~ successful ilill have both 

primary and ~~condary impacts. 

http:foll'.ws


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. ~o this end, the coun

try director might well ask: Is 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 j t make things or 

do things tt~t really help people? ~'s it endowed 

wi th any thin-I approximating a "social consc ience" 

which might :nake ita more worthy f i:~m or industry 

than others? These questions, which are difficult to 

pose in the 3bstract, would be directed at identify

ing firms or industries which, beca~se of the nature 

of the good or service which they pr0ducc, offer an 

opportunity to lEse to serve the development aspira

tions of th(~ host country directly as well as 

indirectly. 

No absolute criteria are suitable under all 

circumstanc'~s. However, it may be j;lossible to cite 

a few examp~es of choices which, on the face of it, 

would seem 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 ~ill be in the financial intecest 

of the former to expand production in response to 

increased efficiency. A labor-intGrsive industry is 

probably (though not certainly) pr~ferable to a 

capital-intensive industry, as bencrits will be 
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shared by more people; a widely held company is pro

bably a better choice than a closely held one, for 

the same reason. In 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 giveil 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 to a printer of comic bocks; and so it 

goes. 
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These are simplistic examples, and even here the 

choices are not perfectly clear but would have to be 

made on the baf;is of the facts of each case, not of 

some exogenous~.y imposed dictum. The p~int is, coun

try directors s~ould be sensitive to the social values 

of the projects they select. Because pach country 

director is linited in the number of pr':)jects he can 

identify, he r.11lst be selective. \-Jhile exercising 

selectivity he should bear in mind the concept of the 

social benefits which will flow, directly as well 

as indirectly, from the projects he su~ports. lESe 

documents stat2 this case with suf~iciE'nt clarity, 

yet we see the np.ed for a better tran;.lation of the 

concept in the field. 

Project Selection 

The selection of projects is 13r.sely the 

responsibility of the country director. In 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. In a country in which lESe 

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 visi ted by RmlA, recent projects had 

come almost 8xclusively from the publ_c sector. Because 

the overall p~ogram had been proceooirg poorly, however, 

the new country director made a decision to focus most 

of his promotional efforts on the pri\ate sector to 

create a mix I)f public and private-sector projects. The 

director was not refusing acceptable ~rojects from any 

sector, but, \li th the concurrence of t :le New York of f ice, 

was concentrating his promotional effcrts in the private 

sector. Thus. the influx of private-sector projects is 

gradually cha~ging the character of that program. 

In countries with established programs it appears 

that the program and its direction have! developed a 

momentum of t1-J(~ir own. Thus, a new co lntry director 

inht:::.J..-i ts a s1:l>::.ring cornmi ttee and an a~ sortment of pro

jects, client~ and contacts. It is likely that the 

nature and direction of the program wi:l remain unchanged 

in the absence of substantia 1 efforts ')n the purt of 

tho new directcr to generate new conta~ts and a now 

sector emphasi~ for the projects. 

The Thre2 Year ProgrClnl Review states that the New 

York headquart~rs is principally responsible for 



the screening of projects receivec 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 lEse priorities, such as sma~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. 'rhe Three Yea £ Program 

Review 1977-j979 provides the foJlowjllg guid.:lnce as 

to the selection of clients. These a~e: 

1. The client is important to national 

development and the project aimed 

at achieving a lasting improvement 

whi~h will benefit both the client 

and the economy. 

2. Th(! client requests assist,"l!1ce, is 

willing to make a monetary contri

bution governed by its ability to 

pa~ and is not able to obtain help 

at an affordable cos~ from other 

sOI.'rces. 

3. Th" client is cooperative. 
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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 cou~try 

director. 

Client Characteristics 

Very ofien the lESC client is either one of the 

larger firms of the country or one tr.~t is part of a 

large industrial group with limited oi·mership. Frcm 

a promotional point of view, it is useful to have the 

larger, more prestigious firms as clients as well as 

having officers of these firms as melilbers of the IESC 

Steering Corrmittee. In addition, such contacts pro

vide en tree lnto both the business c(,mmun i ty and the 

government. Often, projects undertuxen during early 

stages of the development of the lar~e firm are suc

cessful because the larger firm can rrovide organi

zational and managerial assistance at a cirtical 

point in the growtJ: process. Subsequent proj ects 

are also oiten successful, since the large.r firm h;:J.s 

a well-defired technical task with which it needs 

assistance <1 ild can pre)'! ide the executive volunteer 

with the sup?ort required for a successful project. 

However, such a relationship tends to create a situ

ation in which the client returns ro lESC for addi

tional assistance both within the context of a single 
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firm or for additional firms within its industrial 

group. Accordingly, lEse should be mindful of its 

client mix and should guard against excessive project 

concentration among the industrial and commercial 

elite. 
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In Table 4 the sizes of I~se client firms in 1972 

are compared with the sizes of those in 1976. F~r firms 

for which sales volume is provided, another change is 

found in the incidence of large client3. Projects 

with clients \,ith sales volumes of mor2 than $15 mil

lion made up ~2.5 percent of the total projects for 

clients with ~nown sales in 1976, compired with only 

11. 9 percent ()f that subset of cl j r:mts in 1972. Of 

total proj ect:., with both recorded and unrecorded 

sales volumes, firms with sales of mor..::: than $15 mil

lion made up 17.5 percent of the total, in 1976, com

pared to 8.2 2ercent in 1972. By eith2r measure the 

data suygest a tendency on the part of lEse to devote 

more of its resources to projects with larger clients. 

One cannot deny that assistance t) large firms is 

likely to haVl": substantial posi tive :i.IT.)act upon the 

economy am' a.: so upon lOW-income group.; in the form of 

additional ~m~loyment. On the other hand, substantial 

benefits are accruing to the onwership of the firm, 

and the ownerr are not among the lower-income groups 

wi thin the SOl: iety. In many cases which we oxamined 

in the field, the client was judged to have been able 

to purchase tLcse services elsevJhcre, without reducing 

the overall benefits to the economy. On bcJlance, 

there is good reason to support the ~dvisability of 

limiting the number of projects that a firm, or other 

financial unit, may utilize. 



Table 4. International Executive Service Corps: 

Sales of 
client 
firms 

(millions 
of dollars) 

0.5 or less 

0.5-1.0 

1. 0-3.0 

3.0-5.0 

5.0-7.0 

7.0-9.0 

9.0-11.0 

11.0-15.0 

More than 15.0 

Subtotal 

Not available 

Not applicable 

Total 

Clients by Annual Sales Volume 

1972 

Percent 
of 

<;lassi
Numt:~r~1 f ie'd 

151 

55 

85 

81 

25 

).9 

] 7 

7 

€l 

5:,1 

'.56 

1~5 

742 

29.5 

10.8 

16.6 

15.9 

4.9 

5.7 

3.3 

1.4 

11. 9 

100.0 

Percent 
of 

total 

20.5 

7.4 

11. 5 

10.9 

3.4 

3.9 

2.3 

0.9 

B.2 

7.5 

23.5 

100.0 

1976 

Percent 
of 

classi
Number~/ fied 

170 

" 0 

15 

18 

108 

4 "/9 

32 

1 )5 

(16 

25.1 

10.0 

19.6 

8.4 

5.0 

3.1 

2.5 

3.B 

22.5 

100.0 

29. 

Percent 
of 

total 

19.5 

7.8 

15.3 

6.5 

3.9 

2.4 

2.0 

2.9 

17.5 

77.8 

5.2 

17.0 

100.0 

a. Number of clier ts for which IESC c1ccep':ed projects during the 
year. 

Source: Data provlded by IESC. 



Client Contributions 

The stated policy of IESC is to require contribu

tions from a client that are based upon the client's 

liability 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 30vernment, 

whether the firn has had more than four rrevious IESC 

projects, and sCion. In f0ur of the SeV211 countries 

in vlhich RRNA ulldc rtook field work, hOWE ver, this 

policy ~ppeared to be largely inoperativ~. The 

reasons varied. In Liberia the lEse program has had 
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a checkered pas1., but under the present director the 

program is deve~oping quite successfully. Given the 

fact that the Liberian program was in its early stages 

and tha t Liber ie, is qui te poor, a policy of simply 

covering direct volunteer costs was deem2d appropriate. 

The de facto op~rational rule in Liberja appears to be 

just that: to 1 equire a contributional ,;qual to the 

costs associated with the volunteer's travel and per 

diem regardless of who the client may bp. 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 t)·.an most 

developing coun tries, t.he required clien',: contribution 

appears to be an initial $5, 000 for trci','el and the first 



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 larg8r contributions 

from wealthy clients is the Turkish law which would 

eliminate the tax-free status of lESC for larger 

contributions. Apparently, the clients also would be 

subject to a higher tax. 
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Operatio~~; in Guatemala and Hondura~ do not have 

unique fea ture~; such as the ini tia tion ':)f a new pro

gram or tax co],lplexi ties. Examination Dy RRNA of 

seven recent pl'ojects in Guatemala, hO',-i2ver, rpvealed 

little variation in client contributio~s. The stan

dard contribution was $4,000 the first ~onth and 

$2,000 each mo~th 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 1.10re than $20 million) \vl''Jse contribu

tion was 55,000 for the single month of the project 

rather than th2 standard $4,000. The (.ther five 

clients in GuC'temala wi th sales volum~:i betwoen $2.0 

million and $;,0 million made identical initial and 

monthly contrirutions. 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 prc~i:cts reviewed 

in the fielc, two ','Jere clearly of the !;mall-client, 

low-contributicn type. However, three 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 equiva

lent to about $3,500 a month, prorated over three 

weeks. 

In Malaysia and Singapore, contributions 

generally covered more than the direct:osts asso

ciated with the vol unteer, thus making !.ome return 

to overhead co!: ts. However, there seem(,d to be 

Ii ttle d. t tempt :nade to recover full cos' ~s from even 

the largest clj ents, some of whom, on t;1e basis of 

sales, assets, and profitability, were 0bviously 

able to pay fully for the lEse services received. 

The evalu~tion findings in these c0untries 

suggest that t~e effective contributions policy as 

applied in the field is to establish a .:ontribution, 

presumably bas~d upon the travel and per diem expen

ses of the volunteer with an occasional small 

recovery of oV2rhead, which is someho\] regarded as 

"normal." Deviations from this norm gt?lerally 

occur for small-client projects deemed ·'worthy." 

However, in four of the countries stu~i2d -

Liberia, Turkey, Guatemala, and Hondurds -- we 

observed only :ne example of a client leing charged 

more than that apparent norm, and the j :1crement 

was a rather rr~dest one of $1,000. Only rarely 

... lere differences observed in the cont.ri;)ution 

requl red from governmen t-o ... .;ned industr iLll enter

prises or projects within govornment ministries. 
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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 contriDutions to

taled $3,171,000 while direct volunteer costs 

amoup.~ed to $3,193,000. Those two sums are ~o nearly 

matched -- they are within 1 percent of each other 

as to persuadl' us that clients' contd butions are 

more closely related to volunteer cosvs than to 

clients' abilLty to pay. 

The " Ab iIi t Y _t_o_P_a~: .... '_"_P_o_l_i_c"",-y 

The "ability to pay" policy and its application 

are important for two reasons. First, the ability 
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to lEse to u~dertake a~ditional proje~ts of all types 

depends upon its ability to s~read itf external 

sources of f j nancing over a larger nun.ber of projects. 

Second, lEse is sometime~ criticized for subsidizing 

large, wealthy clients who have the ability to cover 

total project costs including overhead. To the extent 

that lEse does not effectively adjust the required 

contribution to reflect the client's ability to pay, 

this criticism is well founded. 

Small Business Clients 

As is demonstrated in table 4, lise has become 

increasingly removed from small busi~2ss, despite a 

stated interest in initiating project~ that will more 
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effectively reach small business. lEse 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 ~trongly toward 

small business. Since a small-busl~ess client is 

likely to have difficulty making ~ contribution of 

normal size to cover even the direct cost of the vol

unteer executive, these costs must be subsidized 

either by reve~ues form other projects within the 

country or by revenues from other cOilntries. In 

the case of ccuntries where the contri')utions 

typically COVe r only the expenses uf t;1e vol unteer, 

the required ~dditional financing is difficult to 

generate from in-country contributions and requires 

additional firancing from New York. IEse is also 

in the procesr; of ini tialng new types \Jf smull

business projects on a pilot basis in an attempt to 

devise more effective means to address the needs of 

small firms. In the absence of a fund3mentally new 

approach, however, it appears tha t SSlik~ type of fur

ther financidJ assistance or incentive from the New 

York office wjll be required if the pe~centage of 

clients in sm~ll business is to increa3e. 

American Business Image 

Part of the evaluation of individlal projects 

involved an assessment of the imp~~t 0: the lEse pro

gram upon the image of Arneric<:!n busille .. ·s and business-

men. Our a~~roach was not quantitat~ve 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. In all cases 

where an im~ression was gained by one of the three 

RRNA investigators, it was without exception that 

the IESC progrum created favorable impressions. 

Conclusion 

In terms of the purposes and goa13 of AID 

articulated i~ the PROP, our evaluation of the IESC 

program sugge:3ts that it 

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

increases the contribution of 
the private sector to GNP, ;ince 
client firms generally expeyience 
an expansion of productioJl; 

creates a positive image of American 
bu~iness 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~rm and in terms 

of the impac·_ upon the overa 11 econorry, RRNA under

took independen t field in ter') iews in seven countr ies 

in which thej'e are lEse programs. Tr.ese countries 

were Liberia, Turkey, Singapore, Malaysia, Indonesia, 

Guatemala, a'1d lIonduras. 'rhese countries were chosen 

to provide a cross-section of lEse cGuntries. The 

seven are wi'Jely dist.ributed geograp!lically. Six have 

relatively long histories of particioation by lESe, 

while the se'len th is a country wi th c. new, small, and 

struggling program. 1\lso, the levE:l of economic 

development varied between countries. 

The basl.c RRNA methodology was .'~o view the 

success of r. project at three diffen~nt levels: 

1. Did the executive successfully complete the 

technical task for which he was recruited. Was the 

executive q'lalified for the assignment in ,terms of 

his bLlck<jt'ow'),d and exper ience:' Did he address ade

quately the specific task for which the client had 

requested h~5 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 implementod, either while he was active in the 

project or subsequently? Did the project affect the 

firm's operations, productivity, procedures in a 

perceptible manner? 

3. Have the changes that occurred in the firm as 

identified ab0ve had positive impacts upon the economy? 

What are theSE!? 

In gener,ll, the impacts identifieJ at 2 and 3 will 

either both c( 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 imracts upon the 

economy in thf': form 0 f some comb i na t il'n of improved 

productivity, increased production, i,creased employ

ment, increa=2d impacts upon other eccnomic sectors 

via linkages, and the like. The magnitude of these 

impacts th~t is attributable to the IESC project is 

not estimated, however the direction of the impacts 

is traced. Since the work of Solow ~Ild Dennison has 

established !.hat technology is a majc'~ causal factor 

accounting for economic growth, howevEr, the success

ful transfer ~)f technology can be viewed as prima 

facie evidencE! of a positive econom:ic impact.!/ 

------------------------------------------------------------------
1. E. F. D!nnison, Why Growth R~~es Differ 

(Washington, ).C.: TheBroo}~'.;.ngs I'rl5':itution, 1967) i 
Robert Solm~T I "'l'echr.ical Chungc and 1: 'Ie Aggregate 
ProductiuJl r'td1ction, II Review of Econo',dcs and Stability 
39:312-20 (1.157). 



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 perfor~ance of the executive and allowed 
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time fo= the firm to undertake many of the executive's 

recommendations should the firm be so inclined. The 

projects were chosen from country project lists by 

RRNA personnel before their departure for the various 

countries. T0 these lists were added additional pro

jects at the discretion of the evaluator while in the 

country. SOlre of these added proj ect,; represented 

"special cas2s." 

On the tasis of an investigation of approximately 

59 projects ~n the seven countries inJicated, it is 

our judgment that the lESe program is effective in 

accomplishins the individual project tasks. Our 

experience in several of the countrie3 visited is 

sketched bri2fly below. 

'l'urkey 

Of the 20 proj ects reviewed in ~.'urkey, only 1 

was clearly a failure. Of the rem~iling 19, 17 were 

totally succ~ssful 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 follow-cn because of the 

client's de~ision, bnscd upon exter~~l considerations, 

not to procred further in that field, while the other 

project r.ec~ived partiu1 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 i!1 the operation of 

the firm, and in one case these changes wore substan

tial. In botr. cJ.ses the clien ts vol U!1 :eercd the 

opinion that the major share of the bl.lme for the 

fact tha-c the project: was less than cO':1pletely suo·

cessful res tee wi t.hin the finn. 

The discernible impact of the suc~essful 

proj ects of'. the eC0!10my V 2.:::" ics. C:::>r..r:':mly, :'he :!..!li tial 

impact was to improve the efficie!1cy 0= the firm. 'l'hi s 

improved efficiency rarely result.ed in a reduction in 

emploj"utent I h:::>',.,rover I since it a].lo· ... ed .:or an improved 

competitive position which resulted in increased pro

duction and iP2rcased employment withi~ the firm and 

produced sec~~dary impacts upon supply Lng firms. 

Insight i~to this process was provided by 

investigating client projects completed several years 

ago in aclditir)n to the more reco:1tly completed pro

jects. A g, .... n,·'ralization to 1)e dr~l'.m frow this longer

term oxperienc'e is that the initial impact of many 

lEse projects is improvcm~nt in either the efficiency 
• 

or the quali t J· of one of tho ope:ra tions or products 

of the firm. The initial manifestatlon of this impact 



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 th~t supply production inputs fnr the firm 1n 

question. 

Guatemala 'lnd Honduras 

Thirteen frojects were reviewed, s(!ven in 

Guatemala, and six in Honduras. Of the total, one 

failed to sa ti fy the needs of the c 1 ien~'; one was 

considered by the client to have been o.~ rf,arginal or 

modest ~ssistance; two were said to ha~0 been satis

factory but not outstanding; and the renaining nine 

projects were ~escribed by the cli~nts in the most 

laudatory term::. 

The four clients who were unsatisf~ed or only 

partially sati~fied included two public agencies, ~ 

foundation tha:. served poor f~rmers: an-i a hank. The 

nine cUents e, pressing complete satisfaction with 

their projects were all private produc~rs. In each 

case, these nine cli.ents took pains to 0mphas~ze the 

outstanding quality of the advice they had received, 

the dedication of the volunteers, and the broad range 

of assi s lance' given them, cover ing tccl~: :ical and pro

ductive arcas far beyond what they exp(~:ted of the 

volunteer. 

40. 



41. 

The failure was a result of the misreading by 

lESe/NY of the objectives of the project 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 c~ient for his personal characteristics 

but he was not able to help the client in the specific 

problem areas described in the agreement. 

In the p~oject that was considered to have 

been only marginally successfu:, the ~lient felt that 

the volunteer's total contribution \vOl!; the confirma

tion of a dec.i sion which the cl i ~n t hi,d a lready made. 

The c lien t blamed this on the short t r ~rm of the 

project -- 01~12 month -- and the need of the volunL~er 

to spend allr':'Jst the entire period Silll)ly learning 

about the institution and its problem. He also men

tioned the illZlbil i ty of the vol unteer to speak 

Spanish as a barrier thdt kept him from cOIT'municating 

with his COlll.terparts. 

Of th~ two projects considered by the clients 

to have been satisfactory but not outf:tanding, in both 

cases the in~bility to speak Spanish das mentioned as 

an impedjmert, as was the failure to fully understand 

the milieu. 

In each of these four cases, ~hc clients spoke 

highly of the general ability of the volunteers. 

There is evi~ence that the failure or only partial 

success 2f t~ese projects was Zl rcsu1t of deficiensj,es 

in the clh.'n-s' organizations, among other things. 



What the nine totally successful projects had in 

conunon was that they were undertaken for profit

making private businesses seeking the solution of pro

blems thilt 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 
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presidellts or general managers of thp.se companies who 

were interview,~d felt a common bond with these retired 

executives an~ placed a high value on their willif'gness 

to help them without fees for their services. 

Sin~apore. r-.1alaysia, and 
IndoncSla 

Eighteen projects in these three countries were 

examined. With few exceptions, we fOUl~d that the 

Completed Proj2ct Sun®ary for eilch pro~ect was gen

erally correct in its aSS0ss~ent of the project per

formance a s v i.r·wed by the cl ien t and by lEse. Pr iva te 

clients wero, ~or the most part, carofu~ in identifying 

precisely the ~ind of expertise needed from the vol

unteers, ilno E:se displilyed remilrkable: s}:ill in 

recruitinq the "right" ml~n for the joi.J~·. In only one 

instilnce \~'as ,-;'ere a serious problem i:1 matching the 

volunteer to th~ task, and all parties to the project 

-- the client, ~he recruitment officer, and the 

country director -- seem to share respc rlsibili ty for 

that fililure. 

The l\eed~ of clients were usually found to stern 

from a desire to increase silles, to j.mprove organizil

tional efficiency, to create profitilble nGW enter

prises, anel to solve spC'cjfic technical problems. In 
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most cases, the fulfillment of the needs o.{ clients 

resulted primarily in improved efficiency of the enter-

prise and concomitant improvement in profits. It is 

possible in some cases to trace (~t least conceptually, 

if not quantitatively) these benefits through the 

stream of economic activiUes to increased employment, 

increased government tax revenue, and similar broad 

benefits. These effects were not usually at the heart 

of the proj8ct, however. Government projects were 

found to have :-lad a somewhat mOle direct social impact 

than pr iva te f1roj ects, and we deem thell to have been 

no less worth~ ~n respect to the n~ed :0 improve mana

gerial ane:' adrolinistrative skills. 

In gener,)l, we found that direct fHoject success 

was determ:"ned in large measure by th:= ability of the 

client (and Lie CD) to perceive and document his need 

accura te Ii' a~lc1 by -:'~e .= bi 1 i ty of thetESC recruiter 

to select th~ right person to meet that need. The 

broad eCOnOI,!):; impact of a project ... .'a!..~ much more 

difficult to ,1ssess and quite impos!':::":"le 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 of the findings in !he project 

evaluation by RRNA, we feel that 2. nu'nber of condi

tions must be present to ensure th8 S'lccess of a 
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project. Princip~l ~mong thorn 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 identific~tion. To provide the 

recruiter with a clear idea of the type of executive 

required, a pre~ise yet comprehe~~lve description of 

the nature of the client's problem and the type of 

assist~nce expected from the executive ~s absolutely 

essential. Often it is useful to idcnt·.fy by make and 

machine number the equipnlent wi th which the executive 

is expected to be famili~r. In general, this ~rocess 

appears to rcq'lire inputs from both t~e client and 

the CD. 

2. Recruitment. Upon receiving -3. description 

of the nature ~f the project and the type of executive 

capabilities :~quired, the IESC recruiter, using the 

file of some 9:000 volunteers and contacts and recom

mendations frO',l U.S. industry, attempts to locate ar.d 

recruit an cXE2utive ~hose background ~nd training 

match the reqlirements of the assignmci t. Once a can

didate with wh~t appear to be appro~riate qualifica

tions h~ s been iden t if iE'c' and an e:-:prc S5 ion of 

interest on the part of the candi_cJ~tol~S been 

recei ved, (l r"-" ;umc is for'.-larded to the cl ient for hi s 

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 

indispensi1ble to the recruitment process. Another 

critici11 point is reached when the client assesses 

the appropriateness of the qualifications of the 

executive recrlji ted and reconunenJed. The field 

investigation ()f RRNA revealed several cases in 

~hich the suitability of the nominated volunteer to 

th e c 1 i en t 's t. 1 s}: was que s t ion e d by t h l' C 1 i en t )/ In 

some instances the executive was initicllY rejected 

by the client but subsequentlY acceptec i in others 

new nomination3 were made. 

In addition to having a major fur.etion in the 

successful rercuitment of the volunteer, the client 

must be prepared to provide the execut~ve with the 

type of assistance that he must have It he is to 

complete the assignment successfully. This assis

tance Iliay incl udo such things as access to company 

data, un inter?reter if la~guage is a problem, and 

office space. Certainly it includes p:"oviding the 

execu ti ve wi t.11 i1 C lear not iun of the c, ien t 's problem 

and what is ex~ected of the executive as well as 

access to and ~iscussion with relevant company 

officials. 

1. It will lIe noted that in the cur."ent Policies 
and Proceduret:: H,'!nual, p. 9.01.01, n:Si' artIculates 
arevisc'ci~01 j ~~:;--i.~0.:hich the upproval of the clit~nt 
is not requlrtd. Field investigations by RRNA sug
gest th~t luck of appropriate qualific~tions is more 
common than is stL!tcd in the rnLlnt.Ell, and we \-,'ould 
recoIl1locnc1 rna:-:i,IT:linl in 'vol VC.::l1cn t of th('~ cl ien t in the 
selection of a volunteer. 
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4 . Volunteer pe~formance. The executives are 

by and large h<.lro-workinsr and cooperative and their 

involvement in a successful project almost always 

appears to result in crc~ting ~ more positive atti

tude toward American business and businessmen. 

Common Problems 

Encountered in projects 

As noted above, the most critical single factor 

in determinin~ ~lC success of a project is the selec

tion and recLlitment of e111 c;·:cculive \"ith the correct 

qualifications. '1'he IJ::~X cClpabiUtic;: in this opera

tion are quitQ impressivc. The organ~zation has the 

ability to recruit an executive quick:y, often one 

specialized in a rather narrow Jrcinr:lgcrii:i.l or technical 

area. In general, the document0tio~ rrepared by the 

client and the country director conce~ning the nature 

of the a S5 ignrnen t and the qual i fica t i,)n s required on 

the part of the executive dP~ears to };p. quite adeyu2.te. 

Although the' lEse P()l ic-.:..~.::s 0nd T'r!:~~~'~llr-es i-1.J.J1ual states 

that "faj]uH through ICIc}: of guu1.iL.('ation. . has 

been almost n,;gligible" and the rc~cord of lEse projects 

is a highly successful one overall,S projects were 

identified arong the 59 covered in our field investi

ga tion s whorl' Lh0 qua 1 j [icu t ions of the executi'les 

were seen itl rctrospec l to have beC'n c leu r 1 y inuppro

priate to the: projects. In three of these the exeeu-' 

tives chos'?n initillJ.ly 'Nere ;-ep]ilc(~c1 and the proj-

ects were SUbSNjUen tly camp le ted succes sfully. In 

the other tv/O the execu t i ves \'Jere not replLlced, and 
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the projects were terminated unsuccessfully. Diffi

culties that were observed arcso "'hen either the 

documentation was imprecise or otherwise deiicient 

or \...,hen the gualificC1tiorl!3 of ,111 execl,LLvC' recruited 

were deficient in some respect, despite an LlCCUl"cJ.te 

documentation of the requirements. In the 5 proj-

ect.s investigated by RRNI\ in \'Jhich diffjculties 

arose, tr.ere was usuully advance \\'arniI1CJ in th<1t 

either the client or the recruiter or both were 

aware of defic5encies in the qU.:11ificutions of the 

executive and yet these \-:ero ovc'rlookcc ' . In some 

cases lESe cJ.pP:ours to IliJ,vo. per~~l1cJ.rjc:d tl,C' client 

to accept the ,.'01 un teer. In other C,lS(;:; the c 1 ien t 

accepted the v::lluntccr dr::spitc rcsC'rvut.lnns con

cerning his glFllific<1tions. Occasiollc'1: ]y, the cjuuli

fications list·~~c1 in the; resume' appouu: l to be com

patible \"rith the assi':in:nent but c1ifficllties arose 

that fact was :-lot ac1eljul1tely reflected in the r0s11mc 

This si tucJ. tio;-' dppcLlrec1 to be the eXcct'>tion ruther 

than the rule, however. 

Although selection of the oxecuti~e is the single 

most import.:lllt element in the success ()f a project, 

other difficulties do arise. M<1ny of these difficul

ties appear to ))e caused by the lack ':'J proper uS5is

tance and involvement on the paj:t of the: client. In 

general clients do attempt. to pl-ovic1e the execuLives 

with uS much u~-j!:;ist.1nc(: and ~Ul'pOl-t a~' they rc:quil'e. 

The reason i~; probl1bly that dcspi Lc t:l' fact that the 

ex e cut i v (, i ::.; a vol \l n t 0 0 r, hi;.; p n -, :, L' 1: (', c; till rep l' c-

sents a substantial o:·:pcnditurc· on t~lC. [J(I'~t of the 

fjrm. AlsC), the c:-:(~cl1tive is typically invo1vc:c1 irl 

dealing with <1n i!ll:)C)rt,-I:lt pr'ob1cIH [uCCLl by the fjrnl. 
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Thus the expenses of the executive and the urgency of 

the problem typically result in a high degree 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. 

III 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 hap:Jen more often in project::; involving 

the gcvernmenl, perhaps because the decLsion to 

request the as: istance of a volunteer w_~s In:1de for 

pol i tica::' or bl Ireaucru tic reasons or be -:uuse it vlas 

made by a min L; tel' wi ':h only a superf ic 1al invol ve-

ment in t11e project. A similar situat;on was often 

noted in the pr.ivate sector when the de,~ision to 

request the services of the executive ~as ma6e by 

someone other:han the nlunager directly responsible 

for the projec:. Often the manager ap~2arcd to feel 

threa toned by :-.he need fUl" outside ass 1 stance. In 

some cuses the client acknO\",ledged that he hud not 

provided the executive with the support required for 

effective acccnplishmcnt of the desire( tasks. In 

these cases th~ client usually pleade( that the press 

of other unexpected problems prevented his becoming 

involved in the project to the proper degree. 

Difficulties concerning the executives themselves, 

W1rclated to competence, are relativeJ~ few and tend 

to involve ?crson~] i loY conf I icts :~2t'dC';n the executive 

and the country director 0:" the clieilt or his 

http:situat.on


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. 

lEse Internal Evaluation Procedures 

lEse has two principal internal elaluation 

procedures: tr.e tleompleted ['roject SumI1ary, tI and 
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the "Post Project Review. II The principal function of 

the Swrunary i~ to provide a brief factJal account of 

the individuaJ project, such as the lo(~ation of the 

client, the hc·me of the volunteer, the date and dura

tion of the project, a statement of th2 nature of the 

assistance reluested, and so forth. in addition, the 

Summary provi~es a b~ief evaluation of the results 

of the project consisting of elements of statements 

by the volunteer, the client, the country director, 

and the regional vice-president. The Summary is 

drawn up almo3t immediately upon complet.ion of the 

project by 2. nember of the lEse clcricll ~tJ.ff in 

New York, who relies entirely upon information avail

able in the project files. A copy of each Summary 

is forwardcf~o AID and appears to be the principal 

means of kee~ing AID apprised of lESe's project 

activi t.ies. 

As a factual surTUTlery of details of completed 

projects the (:ompleted Project Summary is an adequate 

instrument. As iln evaluative instr1Jment, however, it 



50. 
is superficial and simplistic.. assessment in the 

field by RRNA of the accuracy of the evaluC\t:Lve 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 Swnrnary 

as unqualifieJ 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 actuC\:.ly occurs. 

The commc nly stated lEse success ::-ate of 96 percent 

with 2 percent partial failures appears to reflect the 

SUJlunary evalu~ tion and is t.herefore oV2roptimistic. 

Likewise, the statement that "the inci'.1ence of fail-

ure through lc:ck of qualific2.tio:ls has been almost 

negligible"agilin ap?ears to reflect th2 overoptimistic 

f ' _. f 1 / l.nal.ngs 0 t~e Summary.-

The second eVClluation tool of lEse is the IIpost 

Project Review." Th:'s is a procedure that annually 

selects ut random about 11 percent of the completed 

projects and ~valuates these projects about 2 years 

after their c~mpletion. The evaluatj.cn consists of 

a revisit by', ho country di:rector to t~le client, of 

whom he asks a vuriety of questions designed to 

determine tl10 success of the LJroject after sufficient 

time has pas~cd to allow the client both to act upon 

the sl1gge~;t: .. 0·lS rnude by the volunteer ar.d to reflect 

upon the voJ.unteer's usefulness. In addition, the 

volunteer is interviewed by telephone. 
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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 th~ difficulties. 

A summary of 256 recent Post Proj'~ct Review 

evaluations is given below. The aggresates include 

all projects f)und to be less than completely suc

cessful, whethJr the fault was attribut,ed to the 

volunteer, the client, or uncontrollable economic 

or political c~nditions. The percenta~es of less 

than successfpl correspond in order of magnitude 

to those observed by RRNA in our fiel~ investigations. 

6th Review 
(January 1975) 

7th Review 
(January 1976) 

8th Review 
(January 1977: 

Number of 
projects 
evaluated 

117 

61 

78 

Number lr,ss 
than whofly 
successf,'!l 

28 

10 

12 

Percent less 
thun wholly 
successful 

24 

16 

15 

Nei ther t.ile Summary nor the Review eval ua tions 

seriously attc.;1pt to assess the impacts of the project 

beyond those directly on the client. In our judg

ment, however, this more limited evaluation is 



appropriate, given the empirical and conceptual 

difficulties associated with identifying and 

measuring "sccondilry" impacts. 

On the balance, we view the Post Project 

Review evalu~tion as il useful, objective, and 

accurate ev~lu~tion tool adequate to the require

ments of :LESC. The SUITUna.ry evaluation, however, 

is of limit8d vJ.lue a.nd may be counterproductive 

in that it presents an unjustifiably nptimistic 

view of the success of lESC which migt.t create 

institutional complacency. 
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EVALUATION OF COST EFFECTIVENESS 

The scope of work of this evaluation study osks di

rectly whether the overall IESC purpose is "being accom

plished at [an] appropriate rate Clnd an acceptable cost." 

The question of "iJ.cceptClbility" is not easily established, 

and the acceptability of one project or one progriJ.m c~nnot 

be estClblisheJ i~ iJ. vacuum. Rather, ~t must be studied in 

relation to otler progr~ms so thiJ.t, at the margin, viJ.rious 

progriJ.ms CiJ.n b~ compared one to the otber. For this reason 

our 2sscssment has been focused on the apparent cost "rea

son2blen(~ss" cf lESC in terms of the l(~vel of its globul 

activities. 

It is chdracte~i~tic of all AID General Support Grants 

that the contl ibution of AID is conu:1in l Jled · .... ith the gruntee' s 

other sources of funding. According!.)" no specific project 

accounti ng is required, and accour. ta.bi 1 i ty is 1 imi tr~cl to the 

overnll cost reasona.bleness of the prcgriJ.m. In the AID 

Generc.l SUr)~)'J"t C;riJ.nt to lESC there i:=- a specific proscrip-
, , , (' d f ,,1/ tlon agCl:'r.s~, clslng TdD .,un s or an~' comestlc operJtlons.-

Our Clssessme~: of lEse costs was condu=ted in uccordiJ.nce 

with these grzlnt precepts ar.d was concentrated on the broad 

1. It moj' 0I>pCClr that tl1is proscriiJtion is in direct con
flict "'lith tr: r.::! c.Lient-contribution IlJ"ucticcs noted curlier 
whereby thc llicnt typic~]ly is assessed u fcc which a~proxi
mules the: oi: eeL cosL~; of the '/o]u:-:':ccr. In [iJ.et, .,.;hile 
client cLlntr. butionJ nny rJe rc~Lll:l<; to volunteer C('~jts, c.l1e 
comminql i:lC: of fUI1(b (:nab.lc~;--i;,:~;'c~--Fo use such contributj,)n::.; 
in place 0<: rl.1.D yr,tlll f'c:llc,l,~ fer f'j(·ic1 cxpl::,nrliture:::;. Thi.s 
substi tUtiO:1 in no vhlY '!iclatL:~~ till i\JD L>r~o:;criptio!1, tl!ouqh 
th(~ l~i'-! n: i f "- in '.-:ll j ell til" <: 1 i ('f! t I :'; l'!,,~, ',~~' lb'_lli nn :i ~i 11 ("Jo I',i d ~, ... "J 
nluj' 't-(:-~i(1-t,0 mi,;],,'Cld t.Lc cli.ent in:.:.o dllllkjlllj th.lt. ili:::; :ujl',l~, 
not t:l0~:(; of AID, z:rr' U~:(~(,l co ~;UU!)lJrL LilL' VGL':'LtC,:.'2:". 
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elements of direct proj ect and overhead costs. (This eval-

uation is not an audit.) Specifically, total and unit costs 

(tha t is, costs per pro=i ec t and per man-month) have Deen 

examined, and (1 seriou:.: at temr)t h(1s been nwde in our exami

nations of both field .::lnd New York operations to assess the 

cost effectivencss of the overull program.~/ 

On the basis of these anulyscs, plus an examin(1tion of 

the aUdited financial records of lESC, it is our judgment 

that the overall global opercltion is being carried out at a 

generally apprc;Jriatc level of cost. 'l"le "profile" of the 

country direetcr in the countries visited was in nr case 

extravagant; in some the C(1SCS the fielcl operations were 

found to be po.:itivc:ly austere. The n(~I: York operations 

were judged to be reel sonably ef f ic ion t, thouCjh there appear 

to be opportun.' tics for greatc~r economi,:s at thut location. 

Policies reSju}-,.iing thc~ pel diems, trav(; 1 allowanccs, and 

other per<],-d.~,ites for vOIUlltC~'!l (;;.:(;cuUses <::1~ for country 

directors app~i r to be r~asonClble in p~inciple and s8em~d to 

be ~ollowed in practice. III short, \o;j'1i~.e th(; IESC image is 

of the .n-.mer iear C01"pOra te execu::i ve in l.n overs(;as er,v iron

ment, that image appears to be projectEj at an appropriate 

cost level. 

~. It should also be pointed out thCl~, despite the pro
scription noted in the AID grant to lESe, thE cost aspects of 
the New Yor}: C j)(!rCl tion (1r8 not irrelevClnt to an 2.ssc:ssment 
of over",ll C::O;,'': c:recthrcncss. Gi'Jen the: existing source 
composi tic:! 0.' ;:otlll funds, (\ reduction in Ne\-J Yod: costs 
would enable :' lLlrtjL!l- :"I1:11:-e of the contributions of clients 
to be a.pplic:l to field operations, tlierc:by increusing -that 
port ion of tlH: program und increasing the' impi)ct of lESe 
as well. 
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The Droael r.i.nrlncia1 Picture 

lEse revenues und expenses for 1965 (~he first full 

year of operation) c1J)d f01" the period 197J-76 are presented 

in table 5. That table also shows the total number and 

average duration of lESC projects begun during each of the 

subject yearE;, as \\'c11 (1:;; tltl: toto.l (.:xecutive volunteer man

months of effort e:':pcndcx1 in the e:·:ecution of proje-:.;ts. The 

salient trends in Lho overedl VOltlll1C of lEse opere.tions 

become clear f1"( 1111 c::·:o.mino.tion of thc~ total revenues, which 

increased f.~_-OIi1 Jc.-ss them $1 million in 1~'\65 to $9.0 million 

in 1975, Vlhile the number of projects stc.rted increased from 

42 in 19G5 t07~3 in 1974 Lofore falling to 650 in 1975 and 

down ta 451 in J976. 'rhe totell uni t (pe:- project) costs 

increased only uoc.1e~;tly during the ~j(:vcr,l YC2ars up to and 

includins 1975, though 1976 costs rcpres'~nted a 2-' perc;::nt 

inc rea se over t:10 previous year (in curr ~'nt dollars!/). 

Several as)C'cts of the financial data presented in 

Table 5 bear cc),.l:l1ent and will be examined in turn. First, 

this is a hig~l-cOSt program. With total costs (that is, 

fully a110ca tec1 d i rec t cos ts pI us overhead) of nearl;' 

$7,000 pc:r mon-Tlon~h in 197G. eu: It;-iC 'rclunteer's time costs 

about the same as that of a commercial consultant. In an 

independent seu< y of professional cOI1sul.:ing fees in 1975 it 

was found tho.t f01" long-tc;frn averscClS assignments the man

month rate avera Jed between $4,000 and ~5,500.~/ RRNA's 

1. Because lJ':SC operates in many cou"trics elt present, 
each expor.i.c;.cjn9 it.s own unique rate 01 inflatjon, it is 
not possibl,:; ::0 c1eflate ovc:!"c111 lEse prcgr.::,m CUSLS with any 
degree of pr('c:ision, and no ilttompt h.:13 been ll1C1de to do SCI. 

2. l\C·iE 5:ll:\,0',' elf PrGfc,:::;j()!;,l.l Corl~;111tjnq Fc'C' l\rnll1(Jc;nC'nts, ___ • _. ______ .. 0"._- . ____ . ______ . ____ .. _" _ ... _. _____________________________ . ______ . __________ -- ---

(NOh' York: i\oc;:;oc:ieltic;n or CUII:-;lllt:jrq :L:;,cqCJllCl1t Engi!1cc'r~, 
1 ~7 5) . 



Table 5. International Executive Service Corps: 
Financial Highlights, 1965~, 1971-76 

Item 

Total revenues and ~~nses 

Kcvenues 
Grants from j\ID 

&·.'~nues fr,:m pro~ject clients 
Contributiol1~ from U.S. pri-

vate sponsors 
Contributions from foreign 

sources 
Other 

Total revenues 

T=xl2.enses 
Project 2XP~~sos 

Executive volunteers 
Country directors 

Total project expenses 
Nonproj'cct 0x[.lc:nses 

'l'ransfers of contributions to 
the working capital fund 

Balance (excess of revenues 
over expense's) 

Grants from AID 
Rcw'nucs fro;:] rrGj0ct clien+.s 
Contributi.ons frGm U.S, pri-

va t,-" Spoll=;or ~o 
Contributions from foreig~ 

sources 
Other 

~'Penses 

Projoc':. expenses 
Lxecutivc Volull~('ers 

Country directors 

Total project expenses 
Nonproject expenses 

19G5 

G90 
124 

163 

977 

1971 

3,355 
2,261 

351 

44 

6,011 

n.a. 2,881 
n.a. 1,364 

337 
547 

884 

93 

70.6 
12.7 

16.7 

100.0 

n.a. 
n.a. 

38.1 
61.9 

100.0 

4,245 
1,766 

6,011 

55.8 
37,6 

5.9 

0,7 

100,0 

47.9 
22.7 

70.6 
29.4 

100.0 

1972 1973 1974 

Thousands of dollars 

3,350 
2,219 

334 

41 

5,944 

2,750 
1,422 

4,172 
~,72G 

5,898 

46 

56.4 
37.3 

5.6 

0.7 

100.0 

46.6 
24.1 

70.7 
29.3 

100.0 

3,875 
2,707 

520 

92 

7,194 

3,18G 
1,342 

5 028 
1.%4 

G, ':192 

202 

fercent 

53.9 
37,6 

7.2 

1.3 

100.0 

45.6 
26.3 

71. 9 

28.1 

100.0 

4,715 
3,51G 

392 

84 

8,707 

4,399 
2,274 

G,G73 

?~29 

9,002 

( 295) 

54.2 
40.4 

4.5 

0.9 

100.0 

48.9 
25.2 

74.1 
25.9 

100.0 

:>b. 

1975 

4,800 
3,544 

394 

217 
60 

9,015 

4,340 
2,003 

6,3·13 
2,229 

8,572 

300 

143 

53.2 
39.3 

4.4 

2.4 
0.7 

100.0 

50.6 
23.4 

74.0 
26.0 

100.0 

1976£1 

4,COO 
3,171 

346 

117 
88 

7,722 

3,19-, 

2,l1G 

5,309 
2,238 ---

7,547 

175 

51. 8 
41.1 

1.5 
1.1 

100.0 

42.~ 

7n.O 

~" -
,I ..• .J 

29.7 

100.0 

Cc.:-JU.nuC'd---



Table 5 (continued) 

Item 

Proiect data ----
10tal project starts (number) 
ToUll man-months (number) 
Average project duration 

(months) 

~11~_\~_~~v~~es _ and Expe_~ 

l\;:VCllUC per project 
[rom clier.'i::s 
from a.l1 other sources 

Tot.al revenue 

r~:tJ('nses pcr prOlect ," .• _____ _ ---1 ____ _ ~ ___ .__' ___ _ 

llr'"Jjcct eXr,f-=·!~:.~(~:~: 

Executive volunteers 
Country dir~~turs 

1bLai project exp~nses 
r;:mpro j e c t e X!~_· ns(! s 

rI"·,t.~tl eXD('n~);~s 
.--+----~-----

Pcw'nu(' per man-month 
from project clients 
from all other sources 

; :'::;'.:r;c;e:3 r)i.::r rr,'ln-month 
._-' -- -------_ .. -. ---
I'ro:jcct ezv)n~~('s 

Executive volun~cers 
Country directors 

Total project c:xj',e:I1SCS 

:; d11)rojPct expenses 

1'.)UI1 C'y.Dens(:s ---------_._-

1965 

42 
98 

2.3 

1971 

598 
1,409 

2.4 

1972 

548 
1,268 

2.3 

2,952 3,781 4,049 
~O,310 ~27~ ~_,7'-17 

23,262 10,052 10,846 

n.a. 
n.a. 

8,024 
13,074 

21,OLl8 

1,265 
8,70Ll 

9,969 

n.a. 
n.a. 

3,439 
5,582 

9,021 

4,E318 

~_~81 

7,099 
2,953 ----

10,OS2 

1,605 
2,661 

4,2G(, 

2,O.F. 
9(18 

3,013 
1 ~ r '1 
~ __ H 

4,2 1• 1., 

5,018 
2,S'JS 

] () , 7., 1 

l,lSU 
2,9.18 

~' ,}' f 

1,1:'1 

J,:. ')J 

! , 

.: , t 

1973 

613 
1,372 

2.2 

Do11.lrS 

1974 

743 
1,661 

2.2 

57. 

1975 

650 
1,546 

2.4 

1976!:1 

451 
1,084 

2.4 

---------.-------------
4 , L 1 G 
7, : 2CJ 

11 , - 3(· 

8,: 02 
3, ,; i·l 

--.---

1 1 ," lC 

1,': n 
(,. 70 

1 , .'.~ J 

), {·t. ~ 
, .' ... 0' 

.. , 
-' , 

4,732 
G,'.H7 

ll,71'J 

5,9~1 

3, I",.') 

8,981 
J , 1 J 0, -----.--

1:' , I 1', 

~ , 11 7 
3,1:'5 

.. ,' .: .. 
1 , 3h '.I 

, ," 

, ". .' , ..... 

5,·152 
f3 , ,11 7 ---

13,FJ69 

6,f)Tl 
3, or'] 

9,7:>13 
J , .~ :~ ~ J 

1 :1, 1 ,,7 

2,:.!02 
3,539 

5, n ,1 

"', ',·:.7 
1,296 

~,l03 

1 " ~ .~ . ~ 

c' r II r oJ, J •• J 

7,03} 
10,O'}1 

17,122 

7,Of,O 
4,G'J2 -----

11,772 
4,%; 

16,7:\.1 

2,':J2S 
9,198 

7,123 

2,9~G 

1,952 

4,898 
2, 0.:·1 

----------------------------_._-- ---_._----------
n.a. = Not available. 
a. First full YC2.r of lESe operation. 
ll. Financial data are unaudited. 
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current experience is that full costs, including direct 

costs, overhead 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 lESC, 

despite its char'1ctcrization as a "volunteer" agency, is 

experiencing costs which arc very much in line with those of 

commercial firms. 

A significant element in the lESC schedule of costs is 

the internationcl travel expense of the 'olunteer and his 

wife. This fac: j s dramatically portra~/pd in an examination 

of the monthly lnit costs, which decline sharply if the 

transportation component is spread ovcr:wo or more months. 

f.1on thly costs f( 'r a represen tLl ti ve coun tly, Ha laysia, are 

shown in table 0 and are presented grLlph"cally jn figure 

1. They illust]')te the s~1Vings I·:!~ich ar=:: effected as the 

duration of the ?roject increases; the cost per month of 

a two-month prLj0cc is less than 60 perc~nt of the cost per 

month of a one-l'Ionth project; extendin~l t:hs> project t::l a 

third month redllces the cost per mon th b\' an addi tional 

$1,433.00 to a total of $4,667. 

This sharp.y declining u~it-cost cu~ve brings into 

focus the lEse loli(.:y rL,.j:ll"c:in cj the durLl:ion of projects. 

The policy statc~ent,!/ in fact, has a ~~rtain amount of 

flexibility incorporated into it, but fi2ld application 

appears to be fairly riqid: of the 59 projects we analyzed 

in the 7 countries vi~itcJ, w~ observed no prujects running 

more than 4 months. Th i sis l"l~ flee ted ir. the overa 11 lESC 

1. See lESe, Policil.'~; illi.j Procec!UH'!: l:anual for Country 
Directors, p. 9. cj-';":-o·T-. -"---.-----

http:1,433.00
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Table 6. International Executive Service Corps 
Project Cost Breakdown 

t-1a lays i a, 1976 

(U.S. dollars) 

Item 

Air fares 

Excess baggage, stopovers, etc. 

Per diem 

Subtotal 

Country overhead~/ 

New York office overhead!?/ 

Total 

Initial 
month 

3,100 

650 

1,800 

5,550 

1,3:'0 

3,5CO 

10,400 

a. Assumes 2< project starts in Malaysia. 

Each 
succeeding 

month 

1,800 

1,800 

1,800 

~. Assumes 650 project starts throug~out the world. 



60. 

Figure 1. Int0~n~tionill Executive Servi~c Corp~: a/ 
Total Unit (per ProJect) Costs per ~onth, Mala~sia, 1~76-

Cost per 
month 

(thousands 
of dollilrs) 

, , .. 
! ') 

, 
J 

r 

. . , 

o 2 3 

.------------------

4 5 6 7 9 10 11 12 

Duralion of p!'oject (m'Jnth::) 

I. Tflr'lud(.'~; tnt..'! 1 cliror.t· cr)~;t", cotlntr'! oV('rh",l(J, ilnd N(·· ... · Yory. o'/r·r!-.f>,lc1. 
::.: 11,;,(:(\ on ddtLl [rem t'lblc.: G. 
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Qca n project duration, which has rang ed only narrowly be

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

5) • 

Two basic reasons are advanccd in s upport o f this 

policy, one conceptual, one pragmatic. Philosophically, 

lESe believes that a longer duration tcnds to place ex

cessive dependence and reliance by thc clicnt on the volun

teer; he becomes a fi xture, Ita crutch instcad of a cane. 1I 

practically, lEse feels it would havc (O~ has had ) diffi

culty in recrui ~ ing suitably qualificd v J lun tc c rs for 

proj ects of a (,uration long e r tha n 4 , O :-I~ ~ l S . 

Both these reasons appea r so unJ , iln I Pl:rl ll ~J :'; tiH': Y 

should constitlte a general oper~t in g r u!c . I t ~ould seem , 

however, that t here should b e Ino r t.: 1 :l · .· . . .. l : .. :j· . " ..... !. , . ~iJ i J l i 

Cel tion of such a rule. Acco rd i nr: 1':' I , .. , \ , , ' , , . , • • • ' , .. , ~, 1 h .:tr e 

deemed clearly sui table for con s idc r n tJ 0 :1 

duration in excess of 4 mo nth s (, ~Ol • !Ill -- d 

serious attempt. should be made t o : , ~ I :: " " 

prospective pr,)jects should no t b r , ) ,· , ~ :,, 'd O!J ~ o ~ 

, " . .. , 
hnnd 

simply because reques ted dura t 1 :, I:, : : , ' ', : " 

Dur ing the cou;'s e of our c v ,1 1" .! ~ : " '.,. , . . 

duration (possLbly 12 or C 'Lo' j, : . • 

clients. One of these , a r l: \ : ~:' 

manager ial assi stance to a q r o '. :; ( : ' ',' 

Malaysia, app'=!ared to offer cl t'.lf . . :. ' . : , 

ect of at least 12 months. Th c j . ) , ,· · t : C' 

: :a : ... 

I • It . \ " "" . .. 

" :' ~ ! ! 1\ i n 

,\ . . : ; .. I' ) -

established, the client wa s ..... \.:.1. i" " :' 0 • - . 

.. J '" 

experience, and the pI' ) 
.. . \ ' .:. , 

lESe 
. \ .. 

tive with public 5 ' . . . 
venture I I 

. . . 

processing market f.or a la (qL' .. . 

.\ 

I . ' '' .;. 
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dependent on palm oil production) which fits squarely into . 
lESe's sectoral priorities, yet present policy with respect 

to project duration prevents lEse from undertaking the 

project. 

This limitation of project duration was a source of 

frequent corrunent from clients and others in the field. To 

be sure, some of this may be discounted on the "operational 

cru tch II the-ory, bu t some seems to go beyond tha t and to be 

subs tan ti 'Ie. I t is our recommc!nda tion thLl t thi s pol icy be 

applied morc fle~ibly. lEse should not he deterred from 

respond inCj to t:Le need of deserving prosj ·ec ti ve clients 

simply because uf the duration constraint. 

A second notall~ feature of the bro~d cost picture is 

the relation of fixe:1 or overhe:ld costs ~o t:otal expenses on 

an annual D.:lsis. Tllis point is related 1.0 the first and 

emphasizes t:he n:~ed to maintai:! the <Jlob.~,l progrC1In level at 

some viable min':mun. It also highliqhts the sharp rise in 

unit costs which o;curs whe:! the level f~lls below that 

minirnu;;] f iCj~lrc.. Di5cussion~ with lEse officials in New York 

and in the field, and with AID personr.el, indicate that 

recent and CLllTClt func1in'J levels \,:ore estimated in antic i

p.:d:ion G[ elI; o\·cr.]~l !,rosrc1:!l le\'(":l of G5( project starts per 

yedr. In d ':.c ccl, i nth (; 5 - Y t2 '-:11- pc rio C 1 9 7 1··7 5 s tar t s cJ vcr a l] e d 

630 per year, r0~sonLlbly close to that t~r<Jet. under those 

circum~;lancC'::;, :ntal costs per project in:rcClse:d only 

mode-rately, [rom $10,052 to $13,187, refJ2ctins general 

inflcJtionary pn<'urcs both in the uII] te 1 States and abrocJd. 

The decline! [ror;: ::'974 to 1975 ir; the m:rn,Jcr of project 

stClrts ..... as, to u. I C'xtent, offset by an i!!crecJse in the 

overage Prc)JL'l." duration. 1\5 Cl resc.lt, :.otal project 

expenses on a pc: month basis rose only ~lightly, from 
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$5,419 to $5,545. No such cornpensl.ltion in project durution 

was exper ienced in 1976, hO\,;cver, Llnd Ll much shClrper dec 1 inc 

took place in project starts. Accordingly, total project 

costs incroLlsed by 27 percent on a per projc'ct basis ($16,734 

versus $13,187) or 26 percent on u nlon till y bLlsis ($n,9G2 

versus $5,545) . 

It may be noted that such shLlrp increases in cost are 

not immediutely transluted into operational terms insofar as 

client churges Llre concerned. Projcct costs, prcpLlred for 

the purpose of ]stablishing client contribuliollS, Llr~ deter

mined in rela:ion to lEse prospectivc: ccsts, \,:hich in turn are 

based on thc~ as:-3umption of d tLlrget numi: or of !._'roject~ 1.:1 

each country cJ.l'd throughout. the ','Jorld. Pajlurc of Llll 

anticipated projects to mCltcrializc ~0C(mCS rclcvClnt only ,-

ass e s sin 9 per fer In CI nee i1 ftc I~ the [ Ll C l: . r,(~\'(:rthC'lcss, in ar 

eva 1 ua tion of '.ho lEse cos t c f fcc l: i v ... 'Ill:: sit i'l;COInl:5 C 10.:' 

that, wi th a hiejh fL:cd ovcrh'~Lld (dro\.1!1l~ 52 pc.'rcent of _'tal 

e}:penSC5 for the 2criod l~71-7~'), it is 2bsol1Jt r;ly css0!ltial 

that program 1(=";'1(:15 be: lTIzlincCJincd. In J97G, \,:hen the number 

of project starts fell by jusc over 30 pCrCCJlt, volunteer 

direct co:~ts ucclincu cornJ!l(:!:~;uLltcly, thC':-.-igh both field and 

As a result, total 

overhead as a f,e:rcC:l1t:ac::;',"": elf U,ta1 :T)::-:C lost~; in that year 

jumpou to 57.7 ?erccnt. Tlli,: ':'J,;:' 1)" r"G.)rclC'c! as an unac-

ceptable 1 eve·, .. ~lIld necessC1r'/ steps sh'y,'ld be tCl}~en to 

correct it. 

It is neccssZlry to look DC:li:1U \'):(: nu::"L,-;l'::~ thcIT.selves 

and assess the ::.Juscs cf ~_h(' f'Jl}\;f~ l'~ p:-ojc'ct,; in 1976. 

It appears thot th~lt. dccli:l" ',:!:j i;,1!L1i' thc' r('~;ult of Lhe 

worldv;ide ~:c:r)W):;l.ic rC~:::f~·:-:;~iO:l ;H:~:. in !;CI'(' I'11'tlcuLJr CCJ1.l11-

tries, of cn:',l'c problems t,.;:llC:il )..\) ,; I), ,ll'i:l'; On the lESe 

pl'ograms ( h the l 'lrc"1 (1·.·\·,\11!I.!tj~.I!J '.)f suc. J.~~ .,' , _,t. 

http:cono,.uc
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and incrc~usec1 politicLll instelbility Llnd entrepreneurial 

uncertainty in 'l'huilunc.1). It Illuy ulso be attributable in 

part to the incr~using cmphJsis of IESC on recovery of costs 

from overseLlS clients. i\s notec1 e,1r1 ier, th(~ lEse policy 

concerning contl. i.lJution by the client has aJ\.;ays been 

flex ibJ c, leel vi ng the coun try u in:c tor wi til cons iderable 

discretion in nc:gotiatinq v;hat Iw regards as "fcJir" terms, 

on the bClSis of his usscssment of the desirubility of the 

project and th~ client's nbility La pay. In mid 1975, 

bowcver, incrc:.:l ;sd emphclsis \';']5 Flclcc:d on contribution by 

the client. 'I'ne present policy ~;tatcs I:haL CI client "must 

make a mC(1!lin cjf.!l contr-ibution tC\'::ln3 U.:: toL..-tl cost of the 

IESC program." The enforcell\cn t of thu t )01 icy cun t'e seen 

from table 5, ~hcre client contribution pcr pr-oject increased 

from $,1,732 in 1974 to $5,452 in 1975 aLi on up to $7,031 in 

197 G. 

The extent· to which this increuse [.)5 been a causal 

factor in the r~c.1u:::ti.oll in the nU[l,!)c::- 0: projcct sta.!:Ls in 

thosc J ast two 1'e.:1::-S is impossi bl c to U(·t,,:·r::; i ril hoi th L)n~

cision, and OUl field inquiries did not 8rovide .:1 grc~t deal 

of empiricaJ C\ Lclc:1ce on the 5ubj·_~ct. 'rho question of costs 

consisLently pu'~~;uc,(! in \-irtuCl12.y ;1l1 1>01c1 lnL·_:rvic~h's. The 

cen tr ztl tcndc~r:..:~· in t he rcc~ pon ses u f c J .C' n lS \·:cJ s tha t cos ts 

"' .. ere 9 c: n L' l~ u 11 ~. ; 1 C t soh i (J h u s t 0 I ; Ie ICC I [;~ C S L' r \' icc sin a 

IfIC1rginul po::~it.:.iun in rC'lat.icn to "CCl:·1PCtiti\,O()" sources.'!'! 

It is obvious, hc,',o:ovcr, th:.tt: tht·~ hrO:!l! ,pcctru/;l of E?_~g_ntial 

private clicnt~. bcdng C'ntr(~prcnL· ... :r:-;, r:1.;st bc: be price-

likely that the n::spollS(,3 of 

/\ccord i /llj 1y, it: is 

:lients to these 

0 _________ ._ •• _._ • ____________________ • _______________ _ 

1. "Colll(Jct.it.lV(;" v,\lS Lrt:>z!(ll J' t_~:;r:~;t"r\lcd !J':, the clients as 
r .••.. ~ "-' .... 1 r ~ ( .. r.... ,.. - " - . .• (~ • 1'" •• ' : r'; \. • .), " 1· r i •. ~ r' ~ 1 .... ). ~ 1 C 1 n ~1 " ~_. '_. -.1 1 } '. I' :: ( .! . 1: "., ! ' '" . .' • .: . I. • . . I.,. I 

i'·-tn-!r! i:.1!l, t~t\rII:;~1;'l, .:.;-~d .Jd!' :;~j':,,' I: ',',,!:: ' :;~ ;'" d .• 't';' II d:, 
\...'V.{llllvlC: ld 1. L'{ dVdl JdUj"l~ JL·t·/j\ .. >'._", ~.1 .; .... ~ \.' ,~.~ .... :.; ,.;.1..1 II.\:.IJ~~ ,I. ~.'l.~nL 

con~.;tiJ LiIlS. 
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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 

t-lexico. Our conclusion on this point is that th2 incre.J.scd 

emphasis by lEse on greater contributions from clients has 

been a signifjcant factor in the decline in the number of 

Pi'Oj ect starts. 

Government clients, while they appe2red not to rerceive 

the competitive cost situation as acutel~ as did private 

c 1 ien ts, \.;ere fe-und to be genera 11:.,' more rig id in tJ:eir 

negotiating posture than clients in the Jrivate sector. In 

severC11 cases, C'overnments have estC1blis 1 led ceilin~'::) on the 

payment.s to c;':tJ~·triCltL· ac1':iscrs, and tho~;e ceilir19.: a.pply to 

lEse. This is (.erinitely thc case in ~';2. ;a1'sia and seems to 

be true in Turh:1' as \.;ell. 

other countries also. 

It is doubt10ss the caS0 in 

Composition of Revenues 

IESC has ai\.;a1's relied most heavilv on the supporc of 

AID for its ope1'.J.tions. In fiscal 196~, during the period 

of its organiza:ion, lese was totally ~~pendent on funds 

from AID, ~nJ (J11'ing the fiscal years 19~5-G9, AID provided 

neC1rly 62 pC'rccl t 0: toti1l IESC rC\'Cr1UCS. ~/ In rccent ::'ears 

that source of funds has representcd a slightly dcclining 

share of tota1 ~evenues. As may be noted from table 7, 

AID gr2nts contributed less than 52 pcrcent of total IESC 

revenUJS in 197;. 

1. AID Non-C&pital Project Faper, November 1, 19G9. 



Year 

1971 

1972 

1973 

1974 

1975 

1976 
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TobIe 7. Internationul Executive Servict' COrtJS 

Application of l\ID und Other F'un(~s to (,r.'.',.'r 

Over seus Ex!)enscs, 1971-7 G 

(Thousunds of U.S, dollars) 

--'---
':':) t ,') 1 

AID Other o\'l·r~\.',lS 

funds funds (, .... f • ~-~ ~'. t • S 

-_._----
3,355 890 4,:?~S 

3,350 822 ~,1'72 

3,875 1,153 5,025 

4,715 1,958 6,673 

4,800 1/ S·l J 6, 343 

4,000 1,309 5,309 

Source: T",b1e 5 • 
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The: decline in AID r s ~;harc~ of the toti1l funding of lEse 

has been matchc:cl almost eXLlctly by un increase in the 

contributions [rom thc OVC) seilS clients of lEse. For the 

past 3 years these have rcpre~:cnLc'd around 40 percent of 

total r:2venl.C':;. 

U.S. corrorate contributions, wJlich were an important 

~ourcc of funcls in the C~dl .. ly year:.:; of lESe I s operations, 

have nnt provic":ccl a sigllifjcant :::J-icl2:C o[ its funds during 

the pCI~; t sevcrcll years, ,I nd Ci t 1) rc[;en t tl:ey account for only 

ilrounc1 t/ 1/2 pc 1 cent of total rc'\'cnucs. ~'his is both sur-

irj~;in~i Clncl UIILc'rt'.mat(', .iii V:L(:\'; of the :~!ct th:J.t a primary 

goa 1 of the ent: n' n:·::-.(' (>!J~:rCl t.i on is to . l!,pJ:ove the imaqe of 

!\~; noL·.L'G ea'l.1cr, our survey of 

fClct bci)HJ :Jell), v~J and th;,t the ill1ac;c: 0: U.:·~. busi!1c~sS is 

Thus, 

American corpor.:te entc:q))".ise i" a prime beneficiary of the 

lEse prOSl"l1ln, ,11,0 it '.-lOLdc1 Cii)L")i..:Zlr ClPPJ"op.!'iatc for it to 

support lEse t·o Cl gn!at~r (~:·:tcnt tlla!) it docs at prescnt. 

A finCtl ~·;(.YlrcC! or funds l.:.11r,; cc.Jltributions vlhich come 

from corpora to . nt0l"est~; ovc!.-se:a;:;. 'rhos.; do not represent a 

1 a rqc share (> f ·.,ota 1 rc\'c!,ue s, bu t thoy c;rc s 1.g11 i f i cLm t in 

relati.on tc th·.: J:CSOLlrCt·~; eVclilaJ.,:.,c frelT, the: still l1Llrrow 

corporate baSt' hhich c:-:j~,;Ls in flIosl dc\'c1.0i)iTl<j countries, 

uncl tlloy reflect the :lclvorc::blc rr.:::=;ponsc ~.f clients (und 

other donor s) to the ll';~:C con tr ibu tion . 'l'his is u fur more 

i.mprc~;~ive sLIm than thClt subscribed by U.S. business in

terests. 
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Application of Revenues 

As noted earlier, the re is a proscription in the AID 

General Support Grant to lEse against using AID funds to 

support any domestic costs of the lEse operation. 'l'his 

nc~ ns 'that all AID funds must be applied to overseas activ

ities. To the extent that there is a shortfall in AID 

I. nics to cover the operating expenses of volunteers and the 

country directors, supplemental sources (client contri

~utlons or donations from business in the United States and 

ov c rsc~s) are applied. In fact there has been a shortfall 

in e~c h recent year, ranging from $822, 1)00 to $1,958,000. 

This situation is shown in table 7. 

Because all funds are comming led, }owe ver , and because 

the Il: Se progr am is a program in that the various pieces are 

interr lated, J t makes little sense to ~ook only at a 

singl e part o f the entire lEse activity. Accordingly . AID 

c annot be indi f fe rent to the contributions from other 

sources. At present AID is contributi n~ roughly hal f of the 

total costs of lEse and about three fourths of its overseas 

expenses. Ii c ontribution from other sources could be 

increased, the AID contribution could be r ed uced without 

r es trj ctin C] t Il(' si zC' of th e pro Cj l"um; or. more desirably, at 

a cons t,1nt l c v1. l of f lIHjin C] by /\lD thL .; iz e of the program 

could be expCl:1:1ed. As previ ously shO\.Jn, fb:ed costs (that 

is, overhead) are high. As a result, any increase in total 

funding should be reflected in all incrc0sed level of project 

activity. 

o 0/ e r s e use 0 s t E f [ L ' e li ... L' n I. ; S 

'l'wo cost-l .. ~ lated aspects o f the Ul.'ld activities of 

lEse emerged prominl:!ntly fr om our (".' i.l ll .1t l o n. One of these 

'.-
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has to do with the contributions of clients, the other with 

the activities of the COllntr\' direcLors und their stcJ.ffs. 

Since an increase In the contributions of clients could 

serve uS a mean,,; for e:·:punc1ing lhe: entire procJrcJ.m, while 

increased .::fficienc,/ in the oper3tions of country c1irectors 

would reduce unit costs, both these mcJ.tters were eXcJ.mined 

with some care. 

ContributLons of Cli.::::nts 

On the avc~cJ.ge, clients contribute around 40 percent of 

a project's full.y allocated cost. ,""..5 Il()t.cd earlier, IEse 
provides count:-;, dircctol.s \"lith i1 sot 01 qu';"c1clincs far 

client contributions. T h C) S e 9 u i C1 0 1 inc sin c f [ ~ c t r e 1 ate the 

In adc:ition 

to the cJ lc:nt-c_)!it!~jbuL1on CjL!lccl j;1C,;, 1 !It:~rc' l~-; an C:·:!,-Jc·cta

t ion t hat t h C V) II !1 try eli n.: c: tor \.: i 11 j c1 C· J. t i i Y d n c.1 s C' n d toN e \>l 

each year -- a C:llotc!, in (·ffcr.:t. Our 08s(:rViJt:i.ons in the 

field lC':Ic1 us t-~, conclude tha'.:. thc~se c.1~c 1 cO;l"tro.inU; on 

the co II n try d i ~~ _. c: t 0 ~ ten c! to c rca 'c. C Cl b i a sa\\' a ': fro:n an 

optiJilctl proj e~t wi:-:. The country cliroct c:>r 2.S :}Cl;:10nl shed t.o 

fulfiJl his quo~a of proj('c:ts on t.he one hend ;:111J, on tho 

other, to have '_'Cich i~~-~j~;_c:..!:. con;.:riLctc: is much dS possible 

towa 1'0 to till C(';:'; t S • j i.i. s u u i 1:'0 n,-' L ur.cd . C; ndcncy u nucr the se 

cOiloitions is v) go to tho Jargcst cwo 1 inancially stroJVjc;st 

corporilt('~ ins1~i' utions 1n his country an~1 to r.(:CJotL~tc; with 

them projc'cts '.d:l'.::h cover only Cl iJ();~tl'):. or total costs. 

This phc:nor;lcr:on \·:as obsc~rvcc1 in l~ nUIl~bc~r- ():~ Cd:Sl.~~ in KLich 

the client C011J( h:!\'e (anJ \-Jould ".;illln l.:ly h"vc) I)aid more 

than he was III ~act chilrgc~ci for the: Sc..l"jC("~S of tl1f: lEse 
voluntoer. 

that Now York ~ystcmuticCilly or critically examines each 
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project to siltisfy itself that tho client's ~ctual contri

bution bco.rs a proper rvlilt.ion to the client's ilbility to 

pily. Rathe']", the practice sC'erns lo be to accc'pl the country 

director's explanation cl.t filc(~ villuc i:lnd to Cll-'jJrove the 

pro j ec t tl S r c:coll1111cncl eel . 

Incident.J.lly, in cl. numDcr of rro:jccts the Project 

A 9 r e e III e n l cl c' c 1 i n est 0 rev c.) 1 the c 1 j e 11 t f i rill'S ~; (lIe s, not i n 9 

thilt they arc "confidt:clltLI1." T his '1-.' i.l S cl. P ,1 r tj cuI il r 1 y 

interestin\i co;nrncnl in one project \'.'hi eh W'::15 f·;·:Cllllincc.1 wi th 

some carc, 

fin an c j Cl 1 a 11 al \" S t tot h C~ c~ a 111 C C l.i c' n t fir;:., 

in filct pn~pClnd fin~l!1cja.l sldte[;1(:ntc; f)t· Llw finn, cories 

of which 'I-.'(:1:e .n the: JLSC country di re'e _())"' S f.j] c,..; (and 

finn's sclle:s,·:)(Jl..'tJ1(:r wjtli d l('qll('~;t. fJr.) c('!ltriLuLion 

from the clic:nt i:IInounU!lC] to onLy a fril.'tion of fulJ. costs, 

allhouCjIJ tiv' c'.i.cnt'r; s~dcs ',,;u.-e \':0]1 it, cxcc;=;:; of $10,000,000 

annually. 

For t h c; s (: n: a son S, W (' que s t i 0 r; t h l' des i :- a b i J. i t l' 0 f 

having proje:ct-~y-projoct contribution requiroments at 0.11. 

Ins t C il d , i t III i, h l lJC~ 1J U' f ~ r;l b 1. c: t. G P j' 0 \" c1 c l. hoc 0 U n try 

director 'diLll (,no ovc'r,llJ. ~:ollIJLry proc)! lTn Cjui(;(:J.inc, thcroby 

a 110 win CJ h i I II L1_ ~; (> 1.: his 0 \om p rio r i tic s i. s tot: d r CJ (: tel i ( . n t s 

and indiv.i<1ll,:-!l :nntriLutions. 

dirocLor would lhc·n be ;,~;:~,,:):~,"d ])':" ::"'.': "'Ik on the DClSi.S of 

his ostab1..i:;hil1<J atld i.ll'!)I(~III(~lILjll'; :.rj(Il"!t.i(.':, v.'!licil comport 

with the :)vi'ra~ :,odl:-; of Jl·;SC and 'l1.'C ,Jso hal"lIonious vlith 

the; develop(n(~n~ Cjoals and ~)]an~:; (a:3 c:st.:blishcu D:/ tll'.:! host 

governrncrll ar.L:, p()ssibly, olhl~!~ donor <.!cjc!I1cic;s sllch as the 
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World Bank, UNDP, AID, c1nd tho Asic1n Development Bank) in 

the subject country. The one guideline for the country 

director would bc: a kind of "bottom lillL'" constrclint, thc1t 

he generate cJ minimulll number of projects (SCly twcnty-:ivc) 

and t hat h 0 0 I ) t.:.t i 11 tot: Lll c () Il t r j but ion S [ l' ()!1l the eli e 11 t s 

sufficient to cover not less thdn a certain pcrccntuye (say 

50 percent) of his totLll, fully allocaLL:d costs duriny the 

year. T his \ . .'0 U 1 d v a ~~ tl Y i II C r C tJ set h e co U n try c1 i r r.: c to.'.:" ' S 

programmlll(J flr.::-:ibility, would permit lJii:l to develop c:md 

em p loy a set 0 f 1-) rio r i t j (' S \ol hie II ,I C cur CI L' 1 Y ref 1 0 c t the 

sitUCltioll .L11 hi~ PC:ll~tjc\llar CO'llltry, rille' \oJould pJacc a 

burc1en of OJLl~/ L1 tot.:d contribution on i i:--.: act:.ivit.ies. It 

woulc1 place i.1 c:. )mewhC:1 t hL'avi or IJurc1cn 0; New York in per-

fonnance ~:villu:l'.:..i()Tl, for each count1"y d' rector's dnnual 

time. 

to thi.s princi[.,2.c. Its ul--,p]:icLltion migl:'.: rC'sult in a 

greater recover/ of costs and \",:Jll1.d prn'),:lbJy lead Lo an 

improved project mix in any given country. 

It must DC crnphC!~;jzed, hO',:c'./C?t", thl't. \·;hcthcr the clicnt

contribution guic1el:inr.::-o <1re Pl()v i ch:d on a 1)]"ojecL-by-project 

busis or OLlJcCtlLSC', lhc~ country dlr'_~clo.· l:lll~;~ t..';':l:rci~~L' careful 

discrimination in (ls~;(~~;sjn~l c:lj(>nt·~;, Sf I i\'iIH] "l\·.'dJ'S to 

obtain the fllll:dl1\uIl1 ('unLributiC:ln \·:hich tn~ rlil~nt is willing 

to pa.y. 

basis of clic>nt sdle~:;, but on \oJhdL(~\/l-'r other tl,ltil, insight, 

or PC,t-ccption tIll! COUllt!~J' dirl'eUH" r:uy 11\'(> with respect to 

the ability of the client to pay. 

On u related point, lEse stnt~~Scs :::s cJ.:lim tIlClt it does 

not compete \'J1LL priva~e consul LlnU; ",,.:lJ(·thC'r thcy do op0.r-
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ating independently or under contruct to u u.s. government 
] / 

agency. " __ , Yet, In the: Ll!J~;l:nC(; of d c.)reful clic~nt-se10clion 

proce~s in the: field, tile pos~~ibility of such competition is 

very rca]. To be pc·r[ecU',.' consistent vlith its stutcd policy 

on thjf; point H:~;C should rc·ject all cJ ie:nt.s who, in the 

judgnwnt of the country director, arc .::li:JJc unc1 \-.'illin9 to 

procure: cOIl\Il\e:rcjLlllj' Clv.)ila!)lc~ services; to ucccpt them is 

to cOl11!l('lc' v:ith private COI1~_~ult<)lltS. Further, to accept such 

clienLo; ,It 1C:5::; thdIl full cost recovery is to undercut such 

competition. The ri~k of such an event CCln be avoided by 

a skilJ ful scrc:cnin'-i of Clll prospective .::licnts by the 

coun try c1 j rec to· .. - . 

It \'JetS not ~cl earlier in this chapU r thAt the activi

ties 0 f COlln try directors v;ere observed ':0 be generally 

rCc1sonaLle in Clst, thouc;h no dct()i.leu cost study \-.'us 

conduct.ex:. 'I'y~~J1CClIJi', .) cOllnt:-:: dire,_-:tcr I s office is 

convenient]",' 10("Cltccl ()ncJ. of: l:IOcJ.Cst s.i~·? Ty . .)icCll staff 

In sorne of the 

countl'ir;::: visited, but not in all, the ~;ountry di;:-ector has 

a profc:~;;:;ionLll. ,,~;::~j stant who cJc:\'elops !:J! ojects and acts as 

an intc:q.ll-(;Lc~r ,:hc;~l ~;uch services ()r<::: n·quircd. Tho country 

director s;)'·rH.!~~ cor:s.iclerablc time idcnL fying vivi)le proj

ects, nC~CJoti,=ttij;(! \'iit.h cl.i.cIlts, mair:ta.ining Cl visible 

"prcscLcc," dnu c1 i 50cussin fJ pl'ofc~-;sion.:ll Llnd loqistical 

probl ('r-:'.:~ ',.1 i i-.h ,,~) 1 ulll'_~~ r: s. 

are ~lso hC3viJ~' involved in Llctivitics with the wives of 

the voluntcc:rs. I n E,; i. t u Zit i 0 :1 S i. n \.; h i c h Cl co u n try d ire c tor 

1. JESC, PolicicB and Proc~uuros M~nu~l, p. 9.07.03. 
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Jnust cover,- a large country (o.s in Inc1onesiCl) or several 

countri(!:, (ClS in Sin(Japorc, ;·10.1Cl1'si.:.l, anc1 -- at least 

temporClrily -- '[lhaiLlnd) cOI1:jiderable time is (or should be) 

spent traveling. 

country director 

All things considcled, 

is a demo.nding one. 

the job of a 

Despite o.ppClrent efficiency, the operations of a 

country c1jr~ctor, t.Jken as Cl whole, Clre costly. In 1976 

there \olLiS o.n avcrClCll! cost per office of i)t"ound $70,000. One 

wo.y to reduce thcs(' e:·:tJens·~~:, \·;oulc1 be to rely more hC!Clvily 

on coulltry It.:prcsc·ntcltiv<..;:s, local-hire cllployccs who could 

devclol' )!l'ojC.'CL'3 ,l!lcl O).JCl"C1t.:e tiE) cnti!"L' in-country proqram, 

enablllH.,l the' !':':S('l!l counLry djl'ecLor~; t':l Llssurnc i) region0.1 

respon~;ihiljt~·, '.-.rith sever-Il countrics L'nc1or their purvi.ew. 

'1'0 i) clcc]n:c.: th~:-31::; hei:1c; clnll'~~ nO'.·: it! :'ic,luysi.Ll and ThaiJi)l'd: 

The projc:ct.s i:-, t.:hu~;c' cOl.!~lLril:~; u!'C' bL'.i:':; DlLlI1:!'Jcc.l by OIW 

That particular 

If this 

in Central '\!l,,~rjc~'l, ',,,h,'r,' di:,~.::IC·:: .11'1,,' :,-;hort and trLlvel 

requir(:IiH'nt~; ","\'ij(l n():" L~: I':-:l~":;~"~':':) lL :;;l'..;i1L rC~-;lllt In a 

more efficient l~iC: of the :-I:'.('ric·(l:': (.':·:i)'JI:ril:lc's ~~imc v:ithout 

ny rxtension, Q greater 

reliance 011 il :')'.l!1L)'y-I'(·l))(·:;l·L~<\ll\·'~! :~l',';LC!ll Il1HJLt bring 

about a n·ducc. ,on ill Lhc '.-Jor}; lU.Ie: in ~:,"v/ Yor}; by reducing 

the n tlllll.W r cd, r. I) u n L l' Y d i. l' f • l' L u r~, ' .... 1 L Ii · .... 11 U I: i I: d C h r l! y ion a 1 

vic e - p r r: :d c1 e f' t : nus t d C' _1 1 . 
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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 question~ in substance, if not di~ectly. It may 

' herefore be hel ~ful in conclusion to restate those ques-

tions and to provide concise answers to them. 

1. Is the overall purpos e , state d in the original 

project paper, b a ing accomplished at [an ~ appropriate rate 

and an acceptabl . cost? 

Answer: Th ~ stated IESC purpose is to improve the 

managemen t and produc~ion of primarily plivate enterprises 

by an amount in ~xcess of the cost of such improvement. 

This purpose is ~t present being achi eved at a generally 

reasonable cost. The rate of achieveme nt., as measured by 

the numb e r of pr:)jects und0rtaken each yvar, was not appro

priate in 1976. At present cost levels ~50 project starts 

should be regarded as a minimum acceptabh! number. (In 1976 

only 451 projects were begun, a decreas~ of nearly 40 per

cent from the 743 projects started in 1974.) Rates below 

650 should be accompanied by a pp ropriate ;tructural and 

organizational changes to reduce ove rh e a1 costs in New York 

and in the field. A country director ::: . (lu1d be expected to 

handle 30 to 35 projects a yc~r if he C0~\ . rs one country. 
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This produces a n avera g e wor k loa d of a r ound 7 proj e cts at 

anyone time per dir e c to r, wh i ch should not be e xc e ssive. 

In cases in which a c o un tr y di rector dea ls with two or more 

countries, the "sate l l it e " coun tries should be staffed with 

country r e presentativ . s who c ~ n develop 20 or so proj~cts 

each year. 

2. Ar e the stated purpos e s of individual lESe projects 

being accomplished ? 

Answer: with f e H exc ep t i ons, the purposes of indi'

vidual proj ects are s u c c e ss f ull y a ch i e\!( d. In th e large 

majority of c a::e s the cl ient, o f tc n \\' it h assistance a nd 

guidance from the count r y di r ecto r, p r c!ares a n accurate 

descr iption of his prob l e m a nd co r r cct 1: i.de n t i f i es t he 

particular sk ill or c ombi n ati n o f s kil' c requir ed for its 

solution. The lEse displays a quitc >: rao r d ina r y r ec ruit

ing capabili t y a nd in the la r Jc Jil.:l ) o rit':' of c S !S is a tl e 

swiftly t o tur n up t!1e " rig h t " \' o lu n t <.:cr f o r th'2 job. 

Matching the volunte e r to th ), C"\1 t.) ~.; k j 5 t he hC8 1: t of 

proj e ct s ucc e ss, and l ESe 11 as a ( ood r ~c ord i n th i s r egard. 

3. Ar e tl :e s e inc1ivi c'lu tll l rrd(,('t ~ ; h;lV i nn a cl (:~ velopmen-

tal impact bey·)nd t h' ir i t ' '' ' '~ : '" : 

me n t crea tion, inC OI;1C. 1 ; f ' 
, \ 

Answer: ') '0 the e :.;t L'Il L L! .. I'. : : 

they virtually all htl \' 

though in most c ases tl . , 

, " ( t h .l t i s , ': III p loy-

., ' .. : l.' ! . ' t:~ L' s ~ [ ul, 

\. : t .. ' : " i . ~ , : . t 1 r \ J) c1 C t I 

T ' : \ . :. 

.. . . . , , , : 1,,' \: o nt ri-Most fr eg le nti l' , d ' , , ' , 

butes to illl }-J ,n : ved e ([ il. i , 'r c.:y <. :' 

lower unit cos ~, s Cl nd I I; ; ! "" 

t . f " t ' : . ..: ~ r \ ~I (\ ( I I I t l' c' '" , 
. .. ; , .... ~ : . ~ c 

may l e ad to e xpa nd c! ..; , It ' :; '.: , " , 
, " 

, . 

. "'-"""411'" ~-..-. , ..... 
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employment. Even in cases where this docs not happen, 

incrCZl~;cd prof i ts arc 0 [ten employee! .i n other ente rpr i ses , 

contributing to the gener-cltion of C!11l,loyment Llnd income. 

ConcC'!,tllally, til(~ onlv in~:~tZlnce~. in which Cl ;~ucCC'SSfll1 

project \·:i11 not have SOIC1C' sl'illovc1r effect Lin: tho~:e in 

..... hich increased pY.-ofits LlI-C either hoarc1ed or transferred 

abroac: . Tn L~ICL, neither of the::·;·-: ;:;ituclt.ion:..; seems likely, 

and it nul' be: concluc1e;! th:lt ~~omc clevclop-:ll':lt irnpuct accom

panies Zl ~)ucCC!~:;;Cully cCI:lj,lcted [Jroj(~ct. 

The distri,)uti'!c' cff·~cts of such .:ll, impact are morc 

obscure. ;·jany Jrojects an· carrie,: out,:i th large, pr05-

perous, close·l:: Lell} [:1I:1i1'1' i~·nter;_,~·is('s, \·.'hcre the develop-

Pro j c c t::; ',.: i t 11 

- , c ',-~ !:~: ,:~ n ,_~ j 11 C. 1 o.l.!or -il":' tcn~;i V(: 

The e:·:V:n~ of the impact is not po~:sible to measure in 

most c~ses, bc:c~usc usually is not pcssiblc to isolcJ.te 

the con t l- i but i C 1 0':' t :1 c: vol u n tt.:~ c r [" rom ~ he 0 the r i n de p c~ n den t 

P Cl r tic 'd 1" r 1 yin ins tan c e ~) \.,' her e t 11 e C 1. i e n t 

is an in~;i·:idLl.:;j t,lic;ir:r.·:-:,.::I':H!, his O'.,:n cntrc:';J1-clh'urshir; clI1d 

businc:c::,~ C1CUIIIl':1 lllU!:;t surely be: i) factor in determining the 

behi)vior of hi~ firm. 

4. l .. rc :;:;>;C Pl~Ojccts defined and documented Wl th 

s u f [ i c i e n t c :.: p 1.1 c: 1 t n c sst 0 p e: r mit con c: 1 us ion s to bed r a VI n 

concerning 1-3 dbove? 
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Answer: Each project result is documented in a Com-

pIe ted Project Summary form. Many projects--around 11 

percent--receive a more careful examination 2 years follow

ing their completion, in t~e form of a Post Project Review. 

Both these docuw "~~ arc potentially useful for project 

assessment, though in time both tend to become stereotyped 

unles s they Lh011tsc~1 ves art.: S ubj ec ted to occas iona 1 care ful 

scrutin~'. Our overall judgment is that tho technique 

employed in the Post Project Rc\'iew is adequate for assess

ing the direct impact of a project. It is not designed to 

assess seCOn(:2 cy benef its. The Comple ~ed l'rojec~ Summary is 

a generally dt..?Cicic'nt dOCUlilc,nt in an'::l1j"ticaJ tc!rrns. It may 

serve some public r.::~lations purposes, hut should be over

hauled if it is to ("eCOille an effective evalullting tool. 

In additi~n, it should prove help:"ul both to AID and to 

IESC to have 2:1 outside c!valuation of I:ho ovc:rall operation. 

Because I2SC o~)C~ratL's vlith a good LlC'd::' '.)[ alJ.LOnOI,lj", especiaLLY 

in its c1a J'-to-Jay activitic;o;, there mo.:" be' a tcndency to 

become ins u I a r in as SI"; S S i n~J pr-oj c!c t. pc ," f orm'1I1c.::; or c'v'en 

program direction. i\ c cor d i Ii lJ I :/, a n 0 C (" C1 s ion a 1 a !3 :-~ (! s s;n en t 

of global acti"/ities, [Jreferc,bly 0':' a j!erson or agency 

a henl thy unJ"'rta};ins. 

5. \-Jhat arc the cal1~;ative [<lctors which (.lenerally 

affect the SVC8ess <lnd/or failure of lESC projects and in 

what way do t"12se factors operdte? 

An s',o,er : The key to the success of an individual pro-

ject is the n'<ltching of t!J~ '.'olur~:"L'(;r to the l(t~;}: he is to 

undertake. TLere are sevC'F...:J.l ] in}:uq..:!~~ in this process. 
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First, there is the doternlinQtion that the task ns specified 

(by the cl lent) is th(~ true tQsk nnd that it Llccurately 

des c rib e S (l S Ll b s t CI n t i v C In an.::! q L~ m C' n tor t co c h n i c ,1 I pro b 1 e III ( as 

distinct from rC[)rc~;l'nting SiI~\pl:; () nunifcstal.ion of <1 

problem) . This is Uw rcsp0r1c3ibility of the c()ulltry director. 

rrhere is ilJ.~;O the mCltching of that t.J;';}: to a S(~t. of personal 

gualific,ll iOI,:: Clnd t;IC findinq of the person who has thoso 

g u ali fie <J t.i 0 IE; • Tlli;3 i~; the role of the rocruitinCj scaff in 

Fin.)ll]" t:.J1C'1'C is tho actual ~~):ecution oI the 

task b J' the: voILIntcL~r. On balance, it j s tho interClction of 

t[10se lin}:d~:l::; ·:hie:l ',,:ill cll-t:-.:r;'lin(: ti1C ')OOdIlCc;;'; or the "fit" 

bet wee nth 1.:.' t as: Cl ~; i tis 0 r i CJ i ~1 a 11 y PC! C c i v c d by the c 1 ion t 

and the: succC'~~s ,,\'itl, v!hic!1 th:il tClS); is c;.:ccuted. 

In c1c1c1iLi r.) 1 to tll('sc' projc:ct-spC'C1iic lin}:Cl~Jcs, Q 

number 01 (,:,:(),.].~: 10US '-'l(:rlk:nt~; (tl"(,' at pIa>" incluc11.l1q ()tti-

t u des 0 f t i1 c h 0 ,; t ~1 0 '.' C l' nm (: Tl tan ~1 the CJ C ~ 1 ,~ r Cll in 'J (' S tm e n t 

climate. CUl(:] :tlly, hO'.'.'C:\·l'l~, these [C1CtO~.'s \,:ill have a more 

importilnt. :Jt::i:iJ'.1nq 011 tlw clc\'('lo!.Jn~e:r1t ";'i,'; confic]lll'ation of 

the countr J' pr:O(.jrclm than on tlE': succc::~~; of an individual 

project. 

6 . Do the i n rJl v i c1 u alp r 0 j c~ c t: sag ~'J ega t e to d coherent 

program in (1 gilen country or functicn~l sector? Should 

they? Is thc·re COll:jOnance between thl: over<111 institutionai 

obj'-'CLivcs of IESC ant': it!'; jn(livic1uZl] r)roj(~ct clcLivitics? 

Arc both U:('~;(: !cvcl:-: :3ufficlcntly c:.:pJicit tc? permit an 

evaludti'.'·::· jud(jT!,-,nt in this <1rc:a? 

AnsHer: Cc"unlry progrumming is uneven. 

up whole [Jr(Y]ra,!:s in SOIne countries but not in others. To 

some extent this diversity is due to differences betwcen the 
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sonse' of [-,rc.1I.J1'dl1l1lll.nCj of one country diroctor and that of 

another. I t i r; Lll S 0 a t t rib L1 t i1 b 1 0 to d iff e ron cos i nth e 

extent of cC'lltr"dl planninCj or dovolopmentLll thrust wLich may 

e x i ~; t: i n t ill' \' d 1." i 0 U ~) C 0 U 11 t r i e sin \\' h i chI Ese has pro 9 ram s • 

rr;.e ~JloL);l1 lESe operation is very smi111 in terms of 

total r(~SOurCl.'~;, ilJ1d it lllust continuLllly :-:icr!l: out opport.:uni

ties \,:llerc, .i.t~~ contl-ibution can have: Irli1xiT1ul11 leverage. 

Other l.h.i.ll~l:; bl'inq equal, a rational prog1"ClJll is prefer.:..lble 

to « rlllldol!1 C'o] h'ction of projects, c::;pec iLllly since the 

liltl-I')' \'ii,lJ tc']).! to cO:tle from a lcLltivL:ly n:u:1"O','; segr:K'nt of 

the Llc\·I.,lu!'l::,: ,'( II1lU:y';; ('cunoITlj', That ~-.:!S]:lC'nt consists of 

1 t is the C'a:~ic~; t ~;~~lment for Ll 

country diu.'ctc)]' to ~;o.llcit projec'c!:: from, bt:t it is also 

the ;';L'~I;:'II,'nt Ll :,;L :lb}(' to procure such so: '.'icc:,: '.'lit~"IOUt 

In the absence of i1 CI)un try p Ian and 

thru,';l, the'n-- l~· d:'.l~) Ll tc:tc~cncy [or the lEse effort. to 

beCOilLL: di~;:;jl":ih'c unci ob:;CUJ"C',·: in the: amc~'phous private 

sector \\'hich '2>; i.e: Ls in InZlny dcvelopin9 n(~ '::ions. 

In ge nc' r dl ll1c~ re is ac1cqua te conS')llCtJ ice be tween the 

overall obj C'C l.i ,,'r ,; Clnc.1 the ind j v ic1uCll pro j ect acti v i ties of 

IEse. r:c:ccnUy : l"ticulCl[Cc! intorcst bj I~se in gO'lernmcnt 

and 0 t 11 c' r no l -" r 0 r -pro fit pro j e c t s It a s n C L C c! In P 10. tel y \'; 0 r ked 

its \'lilY thrOLl':JII tIl" form\llation of progrc;i"s anc1 the composi

t';"on of projecL::;, but t1lc'l'e i!::; reCl~;on to believe that these 

t Y,' 0 tic n; 0 f Zl C' l i v i t Y ','.' i 11 9 c: n era 11 Y Cl 'J r e c . The Three Year 

Pr~qJ=(~I!~l,.x:(:-,.,~~~~'-:,: !\l"ovicics Cl sound IJrograrnmir 9 base I Clnu no 

overall rcc1esiqn is \'/ClrrClnted at this tin,(. 
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AID Work Order (Excerpt) 

Objective 

The objective of this work order is to evaluate the 

performance effect.iven(>~;s and ck'vc,lopmC'nt impact of thc~ 

lEse. Second, 1:'0 ic1c'IlLify the .lntc'rnal l:lHl external factors 

on lEse proj..::ct.3 \:hich contriuutv to the· succ('~;~'; or fuilure 

of volunteer Cl:::~-Ji..qnm(!Tlts. Thirc!, to c.1r:l-(>nnine v:llt::Lher 0:-

SCOpl~ 0 [ \'Jo rk - ---~-----.---.-

In accolllp.l ishmc!1t of the auovc th!:, contraccor shall: 

(i) \\IithJ.n I'.WO P) weeks fc'Uowin' receipt of the wor1-' 

order, subm.i t t'J 1\10/\':, rllA/PVe, (] prop(\~JL'c1 cvalua Lion study 

design for the cOll1prcl)()n~:;ivc C'\'i.\1uation of lEse. 
will include c. sLatom.:·nL cf: 

(a) Trl(! originul PROP logical framework 

The design 

(b) Proposed \'lOrk plan for ex.·cut.ing <'111 cvuluation. 

The study dl!siq,l \.;ill bc~ rcvic\';c'c! \.;ith lEse prior to sub

mission Lo 1\ID for apl)l'ol.".ll inclllc1il1fj the lIlodus LlIJl'T:undi unci 

noti I1g (1 ny poi n L s of c] i ;Jt1Lj n:'c·l1l .. -' I 1 t i r. dc., _: il..Jll. 

(ii) \"rith"n five (S) .... /or}:Jng (lay:.> of receipt of the 

eVu]uutior: ':"\1(1,/ c1c~oi~!n, j\[D/i'; \·;i11 for' ':ll~d a w~-it.ten accep

tance t.o the Clqtructor who will then p~oC'c'(~d with the 

eVrlluc1t.ion ul~ __ 'i~;cry ~>cr'!iccs \'/11ich :1._!1C1 uc1c : 
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(il) An aSSCSS;llcnt of the' prorJH'SS 1:owllrd achieving 

the pur!?oscs of the originul Pl,()!' \-lith considerdUon of 

Government Clnc1/or n:sc r)olic~' cllLIl1<]es. This ilSS(":-;~~l1lcnt will 

include impClct, such as incrca~;c'cl profit cln,-l production, 

employment cre'lltion, rt'c!uction of cost:~, incrc,l~;e of quality 

and sociill impllct. 

(b) Examine, rcconfirrn ilnc1 if appropriilte, develop 

optional rech~~;i':ln plans for the lEse proljrarn de~)i~lns for 

consid(~rJtiun by IUD .:1ncl lESe. Thes(' \,'; 11 include ic1entifyir,1j 

any new actioll~ deemed appropriate at LljS time [or either 

AID or lESe. 

(c) Prcp.:1l"C' a final lC!port (J:'tc~r completion of 

dorn(~stic Jnd j,!tc'rnationctl tL1V('l to in~ludc the conclusions 

by tJ-w conu:ac, 01.' n~~c;ardinCJ (a) Clnd (I)) ilbove. 

recorrullcndJtioJ1;; [01" a rC'dC'~;i(Jnc'd PHOP J.i' I1ccessClry, Uixlatinq 

for consiclcratlon by IUD ancl 

the contractol and lEse will 

lEse. Djf;'c;ring 

be noted. 

v i (~ ... n:; be twc:en 



ANNEX B 

PERSONNEL CONTACTED 

SINGAPORE 

Mr. John C. Chandler 
Director of OperJ.tion 
IESC 

Mr. E. E. K2hl~nbcrg 

Cha i nnLl!1 
Selco (Sing~?oro) Pte. Ltd. 

[.1 r. i\ r t h II r .' \ '1 SJ 
Head, Safc~~ council 
Nationz:l IrO~l i', Steol i-iills, Ltd. 

toll'. Li II EO'.::JrI ;~hocn 
S cJ. :: 0 t Y C' ': ~~ i c ': r 
NaUollcd Iro:l t.. Steel rlills Ltd, 

Hr. Jop:i 0 II. E. Ong 
~la!1.:::gi:l; ::;':"'-cc~or 

Metro liolc:i:1::~; Ltd. 

Mr. Charlo:: ,;. lIIllgren 
Commore i (1} :'.;~ t.:::cne 
Arnc r :i.can Lr:',!:J.l~';~; y 

Mr. Morris P.per 
Ass j ~; tel !1 L S, ' ,) i c r I n 'l est i gat 0 r 
P I ann j n <J D j \" ~: i () n 
Registry of \chicles 

l1r. Philip Gon 
Assi~~tdnt Traffic Coordjnator 
RegisLry of Vi:::hicle 

Hr. i:v:d: LC'l1(j Dong 
NancJ.ging Uirector 
Hong Lcony FincJ.!1cc: Ltd. 

Hr. Yeo Scng Teck 
Director 
Singapore fconomic 

Deve lop!~\cn t BOJ.rd 



Mr. Zain~l Abidin 
Managing Director 
P. T. Tlbc1 i (P. T. 'l'ungga l) 

1'1r. f'.loch. ~'lZlCh j II 

Jlead, lJivj~:~jol1 for Proclucti-,'ity Information 
NationaJ Productivity Center 
DepcHtlllcn t of ;·~:llll--'O\·;cr, 'l'rans-

mi9ral:ion unci Coopcr2.tives 

i'lr. H. ~;. jvlocrcJjni 
Director 
p • '1'. J lIdus tr j t-l:11lIilcr Indones ia Tul ungagung 

Dr. SOllllj !J\·:i l!llrsond 
J\ssistclnt ))i rector 
P . T . J I l' lu ~ L' j C' :'.: ,n' IT: c r I n don e s i a T u 1 U. 1 gag un 9 

tlr. 1111. ~<OCl janto r·loordani 
Ploduct i (!II <,1,1<.1 Tc'chnical Director 
P.T. Jlldu,;U i j·jal'!11C:r Indonesia 'l'ulup..,ragung 

LIBERIl\ 

Mr. Henry Winogrond 
Country Director 
IESC 

i'lr. Jal1l(!~~ 11. ;'.shic1a 
CounscdoJ fer Embassy for 

Economjc and CC:;;;Hl1ercial Affairs 
American LJ1L~d~j::-.y, ;·lonrovia 

r'lr . Jacob j-'()! S tad 
UNDO Project Manllgcr 
Lilx:rian !k~\'( loplw:nt Corporation 

Ms. ~'lilrn('LLc: [)c'nnis 
l\cting Ill-de] 
Liberied! 'i'ouri5t Office 

1·1r. r·iarvin Dole 
Gene:ral Viar1l.1ycr 
Libcri.:-tn '!'rc\ctor & ECjuipment COl'lf.Jtl.,-:,y 
l·jonrovia 

83. 

i'1r. Ch(lrl(~:~ /I,. Gr,::!on (member lESC ste0ring committee) 
Governor 
Liij(-L~ClI~ L'cntr-al Bank 

http:Tnust.je
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Mr. Hillary Dennis (member IESC steering committee) 
President 
Denco Shipping Ling 
Monrovia, Liberia 

Mrs. Sherman, Owncr/Hanaqcr 
Leigh-Sherman Secretarial School 
Monrovia, Liberia 

Mr. Edward Harten 
lESe E:,:ccLltive 
Honrovia, Liberia 

TURKEY 

Mr. Wiley R2ynolds 
Country Dir~ctor, lEse 
1st a n b L: l, '1", I r }: e y 

General Su~ik Akay 
lEse Ropres< ll~~tive 
I zmir , 'l'UJ~J:oy 

Adn,iral rah~r }~araz~l 
lEse f(epr,-> 5':'n ta t i ve 
Istanbul, 1 l ukey 

l>1r. Ayclin }~,!yrna.k, O'.·;ner/chairman 
Suras Su ~r~mlen A/S 
I zmir, Turk :':/ 

~r. SabahQt~in Reyer, Manager 
Beser Balot.~silik A.S. 
I zmi L, Tuu:, :':y 

Mr. Engin B~rey, ~anager 
1·1ak tos Tl\S 
Izmir, Turkey 

Mr. Eihan Crcr, Project Manager 
Tekfen Cans' ruction Company 
Is tanbul, '1' .lrkey 

Mr. Neca~~ lrikan, Asst. General Marager 
'l'urk Dl.'mir Dol:urn Fabr U:alar i A. 5 • 
Istanbul, Turkey 



Mr. Kemal Aygum, President 
urI 
Istanbul, 'l'urkey 

Mr. Jak Borkl, President 
Kadife ve Polos Fakrikasi A.S. 
Istanbul, Turkey 

t-lr. Melik E. SrJ.rter, President (member lEse 
steering committce) 

Atalar De~artncnt Store 
Istanbul, Turkcy 

Mr. Uzeyir :rJ.rih, President (member 
I ESC s tc:(_~ '_' i nCj co:mi t tee) 

Alarko J~. S:::'!';3.'.'l ViC'. Tic. A.S. 
1st <1 n b u 1, '1' \ : r }: (: j' 

t-lr. ;·luri La',', Tc:chnic<1l :·l<1nClger 
Eczacibasi, S.:',. 
Is tanbu 1, ';';~ r i:c.: y 

r.1r. S\JrC~l i'~(1 z 1 u!iI,/<1n 
r·1clek Sd:2rl~:nC' 

Istanbul, 'l",lrkey 
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Ml\ Ll\ Y S Ii\ 

Datuk Tan Seng Teck 
Genera 1 r·ianagc r 
Unitoc1 r-;al.:ly~;ian Banking Corp. Bhd. 

Mr. !·johd llrc1hir:; 1-1ohe1. Zain 
t-1(1TJa~jCr .:; :\rLhur 
Jntcrn~tional Sdn. Bhd. 

Mr. DiH-/son S. r,,'ilson 
Counsellor for Economic and 

Co mIn 0 r cia 1 ,-d: ~. air S 

Amedcall ErnbLlssy 

r-lr. !),:vid J.; C. C}10\o,' 
lJirecLor 
JeluntolF] He lcJins Sdn. Dhd. 

Mr. E. M. A~ias 
Director Gcr.oral 
Federal LatH' Dt.:vcloprnent Authority 

r.1 r. T 11 0 mas \- 0 n e,l 

r.1anz\9 i llCJ D i J'oc tor 
AssOCl.ate:cl P1Llstics Industries Bhd. 

;VI r. D j a j a c1 i \';0 n g S 0 

GeneJ:dl ;·1("111(1 :j(>r 

KerCl:niJ:Ll In(()l1csia i\ssociasi, P.T. 

r-Ir. Pandjj \-i.~.;ahLl~~ana 

Pres ic1cnt 
Pioneer Plasc~csr Co., Ltd., P.T. 

r.1r. Lu u is: I. r: lJ 11 n 
Ass.i:;Ludt DI "/c.lopm-2nt Officer 
VOll1!:L:!r~' t. Jiu:Ldn:tClrian Programs 
U.S. IH.!e·nc:/ C~Jl" Intc:rnational Dcvelopment 

t-lr. 1>] be 1 t C. ~·;O'.·:ak 

Director o~ Op0rations 
lESe 

Mr. lie n ry nll n1C\ch 
COUl1';r'llur :'or r.c:onomic E, Commcrcial i'\ffiJ.irs 
Arn('!"ir:d!l Lr:lbas~~y 
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GUAT E~·Il\L;,\ 

Hr. i\rthllT Ruston 
Country Director 
lESC 
Guaternal.J 

Lie. N0ry Aldana M. 
t-lan (1 Cjc; 1." 

LaPrudera, S.:\". 

Lie. JU(1n J~se Palla 
Diroet()r 01: d (;(,11or(11 ;'lClI1Clgcr 
B(1neo de] hJro, S.A. 

Sr. ,T 0 S c F r ,d1 C i :', c'-> r".. 1 va r c :? 

General :'l:i:~ -~'~;':.:-, :\ 1. ir!F:ntos 
Kern de Cua ':c:'r,:i J c~ ~~.:\. 

Coronc J j-' r (' i C j ~~ co /\ rc10n J-'l' rna rdc z 
Man a CJ (; r, 0. : . '. 

lng. ,1()~"c F. Cdllcc;os J. 
Advisor to ::h(· ,"ic::nac;cr 
FerrOCit!' r i J. -.:s de eua terl~l J.a (FEGUA) 

t-lr. Hernan 'J:Jan H. 
t-la n 0. ~W ~-, a! 'c' 
l'-lr. PoL'r', lich':lrd 
Adv i :5C;: 

Funclo. C i 0:1 c1 c: 1 Ct~ n ta 1'0 

Mr. Julio l~. licITcra 
Genc'ral :·;;i:': .. 'i'~r Clnu Partner, 
Puntah:rm, ~.i\. 

Ing. l\dolfo r'~jo.c; S. 
Pres idc!ll: 
lnuuslri(j 1,1:1(::era 
Las QU('LrdcLls, ~~.l~. (a1.[.;o in his c<:'p-lcity as 
Pr(;siclcL~', C( il:;C:jO ell': Func1aeiones un,'ricanus de 
Des~;a rruJ ~ ,,:.) 

Mr. Jll] in p. ticl Lhc:u 
Chair;1)~n I):: the Bo.::u.-d of the 

IEse of C~1:1te!rala. 
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HONDUR1\S 

Mr. Ed Astle 
Country Director 
lESC 
Hondurus 

t-lr. Hario Garda 
General Manager und Partner 
lndu~.trics :<c·in.1.c1i 

t-lr. r·l. Efllln '\(lr:;u~1 
General !·la::i:l,·-:::r 
AJ coholcs ,,~,_. 

Centroa::'l'l- COl S.ll. de C.V. 

Ing. Fj eLi rc:c F.c:y·,.::s 
General :':~l:1i:.H'2r 

Coq)orc ion Ii,' :1--: c: ~: .. :: na 
de DcsClrr~~l,o forestal 
(COIlDEl-'OP) 

!oiL D. 1-~ipps 
Gene'Yeil :·:anag;r 
La ECJuj La ti '::.. 
S • 1\. rJ c C. V . 

[·ir. P':'d re· SC;j'lid 
Presi.dent 
TapLls de 

Centroamerica S.A. 
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