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Freliminary Project Proposal

REINFORCING INSTITUTIONAL DEVELOPMENT

L. SUMMARY DESCRIPTION:

The project provides funding to reinforce US-Pakistani institutional relationships
and to further strengthen USAID-sponsored institutions following contract
termination. Funding ($70, 000 and Rs. 350,000 each year) jointly administered
by the US and Pakistani institutions over a thrze-year period (FY 71 .- FY 73) will
belf to meet needs for books and periodicals, research funds, fellowships and
visiting professor exchanges until a more permanent arrangement is developec...

Funds are to be allocated among the following institutions to be included in
this project as partners:

1) - University of Daceca, IER; and Colcrado State College

- 2) F.P, University of Engineering, Faculty
of Architecture; and Texas A&M University

3}  University of Panjab, IER; and Indiana University

4) Trades Training Center, Karachi; and University of Hawail

5) Tryxades Training Ceater, Dacca; and University of Hawait

6) University of Peshawar, Cellege of Education; and Oklahoma, AM
7)  University of Peshawar, College of Engineering; and Okiahoma, A&Q‘

1 is tirue that A.X, D, cannot be expected to suppozt sponsored institutions , ,
indefinitely, but there has been inadequate comcern for what bappens whea assistance
is terminated. Typically for a year or so after peroject termination a few pusemmie
personal leiters are exchanged betueen US and Pakistasi counterparts, but
profeasional contacts may be nil. The Pakistani institution loses the momeatum
provided by outside stimulation, Young returmed participarts find themselvns ia
competition with clder, established,but less well-trained staff and could well uee
the support of senior advisors from the U.S, Without such backing individual and
institutional horizons close in as traditional Pressures must be faced witheut
ameliorating influences.
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The problema of institutionsl development lie not 80 much with inadequate funding
as with inefficient utilization of funds: i.e. expensive prestigous reference books
are purchased in preference to current professional journals. : When assistance
terminates {n new institutions where the research tradition is not yet ingrained, the
volume 2nd quality of research suffexs as interests and funds are diverted into
more ¢raditional chanoelas. Thie project aims to reduce such "slippage" by allowing
partner institutions time to marshal what resources they can to strengthen the ‘
Pakistani imgtitution. This will perhaps take the form of four teacher-exchanges a
year for each pair of schools, some financial support for applied research and
funda for hoels and periodicals as mutually determined in plans to be approved by
USAID, '

U.S, and Pakistani
Dusing the life of this project, the concerned Anstitutions,
are 80 increasao their contributions of staff and funds gradually so that project
texmination aftes three years will not g again disrupt cooperative institutional v
relationships, Planning and subsequent g@lf-help performance for maintaining
relations'iips mnat be demonstratéd by all partner institutions as a condition for
initizting tkis project in FY 1971 and implementing it through FY 1973,

#. PROJECT SETTING AND ENVIRONMENT;

This project addreseee itaelf to a problem inherent in our technical assistance:
institution-building projects, particularly in the education sector. It is not a
problem uniqes to Lakistan,

‘Historically, USAN2e have taken the view that the termination of an institution-~ -
building project also meant termination of any coatinuing relationship with the people
o the institniion with whick the project was involved. Customarily there has been
little chuice but to sever relations since cufting project support means removal of -

. the US advisors, the end of participant programs and of any provision of commadities.

- The U.5. contractor withdraws to his US homebase and except for sporadic perscnal
correspondence is in no way prepared financially or by staffing to maintain any
relationship with the sponsored institution. A USAID direct-hire advisor may
continue to visit the local inatitution to advise and console, but with his departuie
{after two yesra or less) the last threads are broken. :

Since each institution-building effort is undertaken to meet a specific need, it is chl'tzj_?
that unless the institution matures it will not fulfill ite goal. On contract termination,
USAID's overall support may end but that does not necessarily mean that all U, S, :

relationships must be severed,

UNCLASSIFIED
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First: oven though progress had been made in some aspects of institutional
development, none of the institutions had achieved the kiad of overall N
maturity that was essential for them to sustain a dynamic, self-generative
level of performance. I was questionable whethey they would be able to
make meaningful contributions to the ecomomic, social apd political growth
of the counfry in which they were located;

Second: the criteria used to determine institotional maturity were clearly
inadeyuate, The decisions to terminate projects were made on the basis
of achizvement in physical characteristics such 2s numbers of buildings,
faculty and students, but they did not take into account the spirit, tradition
and ingtitutional role which had beeu established.

Third: each of the institutions experienced a traumatic interinde aftey the
28sisiance contract was terminated that wag characterised by periods of
retrogression and loss of competence rather than continned gzowth,

Fourgn: there was muck evidence that neither the US nor the host country weuld |
‘realige the pntentially significant dividends from the investments of measy,
manpower and professional skills which were spent in the institutional :
building program unless additicanal inputs could be made in key areas whezre
little gzowib had cccurred,

Fifth: theze were many valid reasons which suggested that it was not in the best
: Interest of the US to terminate the contracts at a time whea many aspects of
the institution were atill in the early stages of maturity, In mest cases, this:
left A residue of bitterness and disappointment rather thas the desirved .
attitudes ot appreciation and confident internal initiative,

Staff members of il the institutions included im this Project bave exvrvesed ¢ el
loss they feel at the departure of the last comtract American, They mave amgantis
expressed theix desire to maintain the continuing professional relationships witheut
wiich they tend 25 sMp back into academic isclation. This preject should help ench
participating Pakistani institution to develop to a dysamic, self-gencrating level a.
Achievement in serviag the country's developmental goals. Thet is the measuve

of a matuge institution,

UNCLASSIFIED
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IX. STRATEGY:

This project wil? help aolve a long -neglected problem by making it possible to graiit ‘
fund selective aappoxt £o further institotional development of US-sponsared institu-
tions following termination of USAID contract assistance,

Both US and Paristant lzadership have come to recognise the need for more pre-
contract-tzrmination preparation, Future institution building projests must take
thin need fully info acccunt, meanwhile this project is planned to reinforce
insritntione that arxe rorériouting 8o a variety of professions and skilla required for
Ealdstapi dovelspment, In every educational institution there le continuing need for
hooks and preicdizats, resecazch funde, fellowships and visiting profesaor exchanges,
Without thers 29 other inatitutions ~kuilding activities, the quality of education
canpol ha mzintainad, The advantace of gtrengthening the institutions idantiﬂcﬁ in
this project will be both immediate and long-range across various segments. of
manpower yooniremania,

Alexnate Approachiss: Jo the long-run Fakistani institutions muat seek.support
from multiple sovrces and primarily their own government, In the case of USAID-
spemeanred schooly, the associotion is usually so exclurive and often so lengthy that
the host gaverronent and other potential donors view the institution as the respon-
sibilfey of fns U503, This ig net altogether an unfortunate situation in the eavly days
of inatifutional development, but some years before contract termination an effort
must bagin to adjuet the institution's image. Regular and adequate budgetary support
is bmperativs an in oxira sseistance frov; a variety of donors. This project is not
planned to coptinue U, 8, involvement indefinitely, but rather to reduce the initial
shoek of U, 3, withdrawal and allow the institutions time to make the necessary
Adjuatmenta, Huch sdjustments should include, on behalf of both partners, the
ceeking of grants and endowments from foundations and other donors; seeking
Ancome fxorn razearch and other sexvice zmifx activities; and arranging annual budgets
to take inia Accinnt the responsibilities the partners bave to themselves and to each.
“he?o

IV, PROIECT GOALS AND TARGETS:

This project will meet limited and urgent needs cver a thres-year period (FY71 -
EFY 73) for strengthening institntional relationships. Unique pla.m are to be workeu
out between each pair of U, S, and Pakistani partner-institutions to suit their
Individual meedn. This project will reduce the "shock' of contract termination and
allow time for the Fakistani institution to adjust its staffing and budget and for the U§:
iratitution to miake whatover staffing and funding arrangements it can to continue ,

iss constructive inntitution-building relationship,
‘ ) UNCLASSIFIED
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Thes, the Priistant institation will be assured of support for continned growth
daring the fxw vitel years it takes to become strong emough to stand as an egeal
partoer in thy zamblis hed relationship. It will also be assured of permanent
prefaraionnl confacws Abread on a contiing basis.

The majcr 2ad unsquivocal requivcment for project success is that as USAID
project sappont iz phased cat cver thrge years, there must be a correspondiag
fpcrmans i tho contributicne (steff and funds) of the cooperating institations.,

In FY 197G, in preparation for implomentation of this project it will be necessary

to keve fermzl 2onfirmation that the 2even Pakistani and the five U. 8. parteer-
institutlonn sTe Avforevied in renewing 2ad streagthening mutual relstionships. It

is ponribia thnt additions) parteer-inetitutions will be cousidered,i. . Karachi
University Ingtitite of Businers Administration and University of Scuthern Califorsia,
Thess that reply nifirmatvely will be raked to propose a plana to be reviewed by
UBAID, fnr onch pair of featitutions, The poesibility that some Pakistani institations
may prefzr 9 he identified with 2 U7, 8. university consortiom rather than with a
siagle U. 2. duslinton, has boed taken into account and is worthy of pesitive
eongidarmiics,

The ceopsmilan of the Teelmical Aesistaace Bureeu and the AID/W University

Relatlons OMiosr w11 be reemuived 15 determine U, 8. University sttitudes towards the

&RE arrangemaedn pre posed a Hhis project. The TAB may wish to apply recommen~

datlone contzived on pign 54 of the Wovember 1969 Institutional Development Agree~

ment Repoett, io thia p roject propossl (see R:‘fort o” the Joint Committee of the Naticmal
Associaticn of Siate Universities and Land Grant Colleges and AID),

In the flalil, USAND will continue discussions with Pakistani institutions and costrect

fald 22077 te dewelon o cosplable emtiming relationship arsangements.

Oa the 'eala of '+ arpraved plans, a PROP will be prepared for FY 71 funding,
Rupaos furds 74l e ¢ 2quauted from US-owned rupess sources,

Ia FY 1975, pvsfect hin plementation will begin based upoa the agreed-to plans,
Requatrements 2.nd inte regte will vary {rom school to scheol, but it is expected that
perbeca half of tha Sanding will be expeaded for books and periodicals to close the

gap that davelsped in the gaveral years since project assistance terminated. Peshaps
the other kal! of the furds may be used for fellowskips and professor exchangs.
Depending uraz hoy much eech lastitition is willing to abeorb in its own budgst fn the
firat yeur of impiementation, from 2 to 4 perscas within each partaership might be
exchanged. It is net likely that much in the way of ressarch fanding will be requived
umti] Brculty exchange hme stimalated new ressarch ideas.

UNCLASRIFIED
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USAID will reqiest rogular quarterly raports from the partner institutions on implementation
of thelr plama, T the third quarter of FY 197), USAID will evaluate the activity and prepare
recowmendatinag for sabsoment yoars,

Im FY 1972 pad 57 293, the baoie patiorn will remaln the same, though there will be
variations in emphsois 2nd gcepe as the institutions devote an increasing amount of their
own resturces to sirengthaning relaticnehips.

Finally, URAID will undartake an evalustion late in FY 1978 to determine project success
baged upen changes in aitiinde of faculties, institational participation, and the degree of

- sell-balp ¢in plece of projact funds) that bas been generated. The conclusions may include,
~ for Migalens nrd institationg other than those in Pakisten, suggestions as to how all
concanmed Ay realise raxinum benefits from paet US assistance by assuring continuing
Inotitutionii wirongthening throngh international relaticazhipe.

Vo COUHBE OF ACTION;
FY 2970

Step l: Rk of fiva U1, 8, Ingtitutions will be asked to indicate its interest in
adminiatenizy cup ov more U.SA, 1, D, grants. Each of the seven proposed partnership
rpmggamna (Ren page 2) 6 not to exceed $10, 000 plus Rs, 50, 000 & year for three
yonra, The funde ars to bo uned for relnforcing institution<butlding relationships.

Step %;  Savei 1T -wponsered Pakistant institutions will be asked to participate in the
profect. Virnl srlection of participants will depend upon mutual agreement of three

partier coupatned, SLEA LD, . the Pakistan and the US institutions;

Step o« PRrtining ey inettivtions will be required jolntly to prepare and submit to
ALL 2 flac: niaa fnr TY 71 end projected plans through FY 1973,

() oz moaphs i@ 18 expected to be on the purchase of books and periodiocels,
rezgarch, fsllowships and visiting professor exchanges, and participation
fa fmder-institntional eeminara within the limitations of the project fanding.
Ofher prtieent lngtitutional-building activities will, of course, be acoeptable;

o) ths rertrers will be oxpscted to make contributions of required staff-time
fr the first year of this project. In subsequent years, contributions must
incrensge both fn texme of stafi-time and funds. For instance, at one school
the projz et saluht eover the ahort - vielt per diem costs of three Pakistani
profagaors in the '

UNCLASSIFIED
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U.S. io FY 71, By FY 72 or FY 73, however, the U.o, inoummres
will be expected to have set up a fellowship for Pakistuni visltears

fo% 32 leant one perscn on a permanent basis;

Ancthier example; Booky and pexiodicals may be purchagsed witl
prajeit faads during FY 71 or FY 72, There must be 2 clear andez-
elaadizg; however, that this is & grace period during which the
Paldaros) institution willi deasn to budget its own foreign suchangs
yracuvees {or racst of suzh purchases,

Ag for mroeirch fuade: This sroject will have funds to stimulate resesrch
on hoih carmpnnes but the intention is that othey funding sources, particulayly
inkages thwogh veyricos to sommunity and government, will be sought ‘
&6 rasidis an cogaiblee

Step 4:  Apvezments will he reached Among the partuer fnstitutions and USAID
S etel veatts program: docurments prepared and the funds disbursed
pRioF 27 230l year of Project iinplementation, :

Step 5: fpnropriste semi-anneal reports will be prepared by the partners. N

i wisdl ronsduc? aa evalvation at the end of the first year to determiae

$he efic vuoof fae praject {atfitude changes of participants) and the degzes
of w2l heln nncomplished, Recommendations will be made to the partaet

1

RESLE T F Y T2 and Y 73 pPrograms,

Implementatic: ~% i Projeet will be accomplished by grant of the fonds to the ,
concerced U, 3, ins4ituiion, with the undersiasding that they will be expended fuy Sy
Purpogen sxeciting in g plan to be jointly prepared by each pair of partuers, '
and approved by G5410, It is intended that most staff time at both institutions will
be donasen, 2u:l ¢hag no project funds will be used for administrative salaries. "
These limitaticnz are imposed 8o that the partners will make contributions to.the.
€ooperative =fintt frorn the very beginning. By FY 73 they should be in a positien
to continnc so yoinforce the institution-building relationship and nog depead

upon USAID gr=n? {pasg,
N
FAREAND

UNCLASSIFIED
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Original:
o Project No. 391-11-660-366
Project Title: REINFORCING INSTITUTIONAL DEVELOPMENT
i1 I i 1/ ¥ Personnel | Participants } Commodities ] Othe» Costs
Fiscal WMpL/G I'otaljCont” | Services i C.S. I Con- | Dir. &f Con- ] Dir. k[ Con-
Year § 1} [AID [PASA jCont ] Ag. | tract} US Ag.] tract | US Ag. | tract
a - ; ! :
o Prior thru z
Act. FY
Oper. ‘ l
O FY 1970 S - - - - a
z , : ' <
5 Budget =]
FY1971 [T G | 70 70 15 - 20 35 ;
B + 1 - ' §
FY1972 |TC G | 70 70 15 - 25 30 5
B+ - g
Y 1973 )~ - 70 70 20 - 25 25
B+3FY |- - - - - - - . -
All Subs. - | - |- - - - - -
& Total ‘
Life - - 21¢ 210 ; 5¢ - 70 ¢c
f g ;
i i k & 1 £ k J § £

_i/ Memec {nonadd} colums:
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ADDENDUM
SUBJECT: Reinforcing Institutional Development - Suggested Actioms.

1. Mission suggests AID/W enlist cooperation University Relations Officer and
Tcchnical Assistance Bureau in determining U.S. university attitudes toward
arrangements proposed in attached PPP 'Reinforcing Institutional Development. "
See proposals, pp 36, para 12.c¢. of Report on a New Operational Framework
for AID and the Urniveresities, Institutional Developmeut Agreement,

November, 1969,

. Misgion continuing discussions with Pakistan universities and AID Contractors
" in accordance with criteria noted in annex C, of Report cited above.

3. Upon satisfactory evaluation these findings, Mission will develop PROP.

4. Meanwhile, request AID/W review preliminary proposal and discuss project
aspects with Technical Assistance Bureau.

5. Migsion seeks NESA/TAB assessment this project as & possible candidate
for pilot implementation as described in AIDTO Circ. A-241.
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