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f«)J)ERJfIZOO MANAGEMENT FOR DEVELOPMENT 

This proj ect is intended to help the LDCs increas"e management 

capacity for development, especially the capacity to plan, tmplement, 

and evaluate sectoral programs. 

The lack of managerial capacity to meet progranunatic needs 

(often stated as failure in plan implementation) has been widely 

documented in program analysis by AID Missionfj',t~':! IBRD, and other 

international assistance entities. Managerial skills rate very high 

on the "manpower needs" agenda of the developing nations and will 

continue to do so for the foreseeable future. 

Management capacity can be strengthened by expanding the knowledge 

of managerial principles and improving skills and attitudes, by better 

selection and utilization of managerial talent, by introduction of better 

techniques, and by changes in organization. The United states can play 

a very useful role in helping the developing countries achieve these improve-

ments by working through management service institutions in the developing 

countries. These include institutions with educational, research, 

consultative, and professional exchaPge functions. Selected schools of 

business and public administration, development administration, and the 

development professions (health, education, etc.) are of greatest interest. 

This project will provide a means t.o collect, appraise, and transmit 
+ .... -. - ---.-.- ---

knowledge, techniques, and experience to LDC management service insti-

" tutions, and to foster adaptation and app~"ication of impro,!~~ .. ~~agement 

• ~ystems. By strengthening training, consultative, and research functions 

of LDC insti tutions th~ proj"'Ct will have an impact on the continuing 

need of the developing countries to strengthen the management capacity 
" . 

of organizations implementing de~ela,pment"progr .... 
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Major outputs will be. (1) a handbook on management ot - -
development progr~~, and training materials packages, including' ......... . __ .- --"--•. ---

(a) program and proje~t management 

(b) resource allocation and budg~ting 

(c) information management for program decisions 

(d) networks of organizations in continuing develop:nent programs 

(e) managing technological campaigns 

(f) others, as needs aro determined; 

(2) a materials utilization program to help assure \-Tide distribution 

and use of the materials in the developing countries, (3) a management .. _ ... -----. 

educati0n/consultati.on program for intensive "field lab" work with 

solected LDC institutions, and (4) an "institutional growth" program 
.--" ._---.- . -------

t~ help selected management service institutions share experience 

in obtaining support, strengthening linkages with other institutions, 

and serving clients. 

To help assure the relevance of project outputs and the 

adaptation and utilization of materials in LDC training, the project 

will be carried out in close collaboration with LOC institutions and 

with TC field operations of AID or other donors. The project will be 

administered by TA/DA in close collaboration with the Regional Bureaus 

and interested 11issions. It will be executed by U.S. contractors, and 

will be guided by advice from AID and external experts in public and 

business management, sectoral management, and related disciplines. 

This project is mutually reinforcing with a new FY 11 project, 

r~n?gement Capability for Agricultural Development, planned tor tour 

year irrplementation. 
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We believe more emphasis • • • should be placodon in9ti
tution-building--the designing of oreanizations and managernnt 
methods needed to implement development projects and programs J 

and the training of personpel required to perform the adminis
trative, technical, and professional work involved. ---
Comrni ttee for Economic Development, AssisUng Development ~n 
Low-Income Countries: Priorities for U. S. Govornment Poligy 

As lIIentioned above, the lack of nlDnagerial capacity to meet 

programmatic need.s has been widely documented. There is wide agree-

ment with thE! vio\1 of the UN Secretary General that "deficiendes in 

administration !lave been a major reason for past failureb in the 

implementa tion of na tional development plans." AID/W ha~ identified 

this probJem area as one deserving attention under the TA Bureau's 

key problem process. Deficiencies in the current situation are 

specified in some detail at pp. 5-15 in the TA/llA staff paper J Key 

¥roblems ir: Deve1.opmrmt. Administ.rat.ion. 

Buttressing technical skills 

DeVelopment m'1npower requirements have beon tlx>ught of princi-
.. ------.----------

pally in terms of economists, planners, financiers, and teGhnically -- ~-- _._ .... _---_ .. - ----_. '.'-
qualified sectoral specialists. Recently, careful analysts of the 

development sectors have come to the view that these technical and -- -~.-

professional skills should be .::~~~!~~d by ~~_':l_JSE.~?-_<?i:tli.~~.!_~~o~ of ___ • _____ - ... ~L_~"' __ 

manager~.al skills in sect_oral.programs. As forlOOr Brazilian Planning -.. - -- - .. ----_._- -.... -~-.-.-- -~ 

Minister Roberto Campos put it" lithe scarcest factor of all is the 

abili ty to combine existing factors'." 

A heavy majority among a dozen U.S. uni versi tydirectors of 

internationalprograrna'with whom the problem of participant training 

has been discussed in recent months strongly agree with the views or 
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the D3an of International Programs of the University of Minnesotal 

In general, participants receive an exc9llent education in a 
specific fiold such as plant pathology or medicine. However, 
they return home and within a year very often became director. 
or administrators of a university unit or government ,'1goney. 
What back~ound do they have? All they learned in tho United 
States were very technical things in a specific field. Uni
versity personnel should give serious thought to the current 
curriculum for foreign students. There is a real need to 
expose these students to public administration in general 
and institution building in particular. 

The Office of Intornational Training is responding to this 

problem in one usoful way by establishing an experimental short-term 

management training program for participants in the U.S. It will be 

carried out by one or two U.S. contractors. Individual U.S. Universi-

ties, including U. Cal/Davis and llichigan Sta,te University" have also 

indicated interest in strongthening their on-car ... ,us programs for 

Maj.n impact via mc institutions 

While this project will support U.S.-based education and train-

ing efforts, its major intonded impact is in LOC institutions where 

t.he problem of building man:=tgerial skills for developlW3nt must be 

dealt with on a continuing and expanding basis. 

The large number and variety of well-established LOC and 

~lltilatoral institutions with interest and competence in development 

administration 10 a vital element of the setting in which this project 

is undertaken. High professional standards, commitment to developmental 

change, and international sophistication are now readi~ found. 

This is not to say that the output of these institutions (in 

terms of selection of students, quanti ty an~ qual! t7 or tra1ninl, 
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consultation, research, influence on management processes, etc.) is 

adequate. The concern about the quality and relevance of outputs ot 

educational institutions voi~ed in the U.S. in recent years is 

certainly an appropriate concern as regards management education in 

the developing countries. The consequonces of mediocre outputs in 

the U.S. and other developed countries are mitigated by existing 

large numbers of educated people, a high degree of flexibility and 

adaptability within organizations, and a greater capacity of the 

environment to absorb the costs of managerial deficiencies. In the 

low Incorr~ countries these luxuries are not present. The opportunity 

costf; arising from organizational and managerial inadequacies--l-lhich 

might be ameliorated by better education and institutional ssrvices--

are often enormous. 

If the schools and institutes whose main concern is management 

are not always purveying the best available knowledg0 and techniques, 

it may be expected that technical and professional schools with o~her 

primary interests are lagging still farther behind. The evidence that 

has been examined in the preparation of this paper suggests that this 

is often (but not always) the case. 

U. s. conpetence 

T~e United States has much to contribute to the modernization 

of management in the developing countries. The U. S. comparative 

advantage is the result of at least three interrelated factors: {l} 

the application of enormous resources to the development of relevant 

knm-lledge, both wi thin social sci£;nce fields and in professional 

schools; (2) a vast experienca" base, consisting ot the testi~1 and 
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use ot that knowledge in practical circumstances (plus a continuing 

interchange between generators and users of knowledgo); and (3) 

capacity to adapt experience-tested knowledge to new needs and 

circUl'll.9ta.nces, includin~ those of LDCs. Over the past two decades 

the U. S. has accUJllU~at.'3d many hundreds of man-years of first-hand 

experience \-Ii th both public and pri va te management problems of the 

d~veloping countries. This project can build on that experience. 

STRATEGY 

This project is ultimate~v intended to serve LOC ~ of 

m~nagemont knowledge. It will serve them through intermediary 

products (training matorials, etc.) and institutions. The strategy 

of working \-lith intermediary products and institutions is described 

below. It is important to recognize that the five elements are not 

necessarily sequential. For examols, work with overseas institutions 

can begj.n concurrently with the developmsnt of training materials. 

(1) Cons~lidating Knowledge 

The first element is consolidation of high-quality kno\-lledge 

aboat development-oriunta::i management drawn from experience in both 

the developed and developing countries. The emphasis will be on 

knowledge which has wide utility within different sector~l programs 

and in different countries. A first approximation cf this knowledga 

can be assembled in the United Stat9s rather quickly, but it is 

essenti~l to provide feedback from end-users to test relevance end 

to continuously weed out the less useful to make room for th~ u~re 

useful. 

The pmpose c£ consolidation is to promote econo. at learninJ. 
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Devolopment administration specialists needs a solid core ot the 

most important knowledge upon which to build their competence. 

Specialists in the substantive development sectors (health, education, 

etc.) who havo management responsibilities need to master a substantial 

body of ~nagerial principles in the shortest possible time. Alternative 

demands in preparator,y education and job pressures on those alreaqy in 

managerial positions preclude hea~J expenditures of time in learning 

management. 

The reference above to "high-quality knowledge" does not imply 

esoteric or highly specialized knowledge. The situations in which 

operations research is applicable are important, but relatively few 

in nWllber. Those in which it is important to apply lesa sophisticated 

quantitative approaches are legion. The reoponsible executivA needs 

to appreciate the capabilities and limitations of a variety of manage

ment tools, to know which can be handled by existing staff, which 

require experts, and the approximate costs and benefits of using 

alternative tools. He also needs to understand the organizational 

implications of the use of various lTIal'ngerial approaches. 

(2) Packaging l1aterials 

The second olement is packaging the managerial knowledge 

(trainiug materials) in ways which promote eff~ctive communication 

to the end-user. Basic materials ,,1111 include a readily-grasped 

overview of development management modelled on Arthur T. Mosher'S 

Getting Agriculture Mo\~ng. Each package on a particular subject 

will include essential concepts, readings, and practical cases which 

illustrata inp('~tant principles. Taking full account of c08t8, 
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considoration will alslo be given to use of films and filmstrips, 

microfiche, videotape, or other ad"/aJ'lced Jll8dia. 

Translations and regional adaptations will be arI"anged wherever 

pOflsible at no cost teo the project. A preliminary discussiol! with 

the Director of thu LA. Regional Technical Aids Center ind:'..cated his 

willingness to facili1~t9 Spanish translations. In some countries, 

U. S.-controlled local currency nould be utilized. Tran'lations into 

French and Portuguese might be arranged at the cost of African Regional 

or Brazilian institutions if the materials are seen to have wide 

usefulness. Similarly, one-country translations may be handled 

through indigenuus institutions. 

(3) Distribution, adaptation, utilization 

HOVlever soun1 the managerial kno\-lledgo in pre-packaged training 

matorials, it will require specific adaptation to a given audience in 
• 

a given place. This \rill be accomplished principally by cooperating 

LDC institutions. Neither can it be assumed that the materials will 

be distributed to potential users without well conceived efforts. 

Hence, the third element o~ strategy is to establish a distri

bution and utilization program •. Vel1f wide distribution of materials 

by mail is envisaged after they have been use-tested in ona or mor.e 

overseas locations. Sele~tivo and on-requa~t distribution of particu-

lar items will begin before field testing via the Development Adminis

tration Reference Service (TA/DA). This Service will also be used 

for the large-scale distribution unless it is determined that a 

contractual clearinghouse or alternative arrangement is needed. 
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Ma1.l distribution should serve a minimum of 7,0 institut:Lollal 

and individual clients wi_h complete sots of materials or spec1:tio 

packages as indicated in the Planned Targets section below. 

(4) Field labs 

The utilization concern me.rges into the fourth element Cit 

strategy, name~ a field lab program for recurring intensive work 

with selected LDC institutions to help inprove their inanagemen1i 

training and consultative capacity. This will link to the matorials 

program through (a) monitored use and evaluation of tho materials in 

workshops; (b) adaptation of materials to specific needs of the 

cooperating institutions; (c) continuation of the managerial IIknowledge 

consolidation" effort by the cooperating institution, and (d) exchange 

of ideas, cases, and other materials among cooperating institution&. 

In addition, the field lab program will enphasize work among host 

COW'ltry and U.S. professionals directed to (a) cont.inuing ana~5i8 

of host institution outputs and service to its clients; (b) relevance 

of training programs to the felt needs of development managers; and 

(c) opportunities for indigenous~ supported consultation and research 

to be carried out by the host institution. The major contract to be 

funded under this project will provide overseas workshops and project 

consultations to serve the fielti labs each yoar. 

(5) In8t:l.tutional growth assis+..a.nce 

The fifth a.nd final elszoont of strategy is to provide insti

tutional growth assistance to selected schools, institutes, and 

service centers for development administration. This effort will 

draw on tho institution building methodolofJ" which the Agena;r baa 
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assembled and is increasinglY exporting to overseas institutions. 

The effort under this project will be specifically designed to serve 

manageroont institutions, especially business schools. It will help 

those institutions in such matters as strengthening external linkages. 

reexamining operating doctrine, serving wider client groups through 

consultation or informal eduGation, introducing new cost-offective 

technology, or profiting from innovations introduced by similar 

institutions in other locations. The effort will not involve long

term technical services nor participant training (unless funded from 

othe.r sources). InDtead, it ldll operate via short, intensive work-. 

shops, seminars, evaluation s ~judies, or similar I1U3chanisma. This 

institutional growth effort could utilize the services of managerial 

institution-building and orcanizational design oxperts and A.I.D. 

staff. 

As the principal contractor accumulates knowledge relating to 

different sectoral manaeemant needs in several countries and consulta

tive experience with various overseas institutions it is anticipated 

that there will be a continuing demand for short-term lltask order ll 

services to be funded by AID Missions (or their International Develop

ment Institute equivalent), multilateral TC entities, and the LOGs 

themselves. Thj.s will more likely be the case as the contractor 

gains insights into the partiCUlar problems of applying managerial 

systems to health, family planning, education, and other sectoral 

programs. The contractor will also develop the ability to advise 

on U.S. resources for specialized manageroont consulting or training 
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work in the developing countries. The accwm,lation of the relevant 

knowledge, experience, and insights for multisector applications will 

take time, and is the prime reQson for the eight-year duration ot the' 

project. 

The project wi1l be evaluated arulUally and reviewed in depth 

during the third or fourth year of implementation. At that time (or 

earlier, if the need js apparent) consideration may be given to 

alternative means of carrying out certain ~urposes of the project 

(e.g., thrJugh the establishment or subsidization of an international 

managsment institute, regional service center, or 211(d) grant~ At 

any time during the course of the project research needs may be defined 

and proposed for separate funding. 

From t,he strategy described above, it is evident that close 

to the success of this project. Access to some of these institutions 

(especially regional and interregional institutions) may be arranged 

through mul tila teral agencies. One impor"tant building block for future 

activities under this project was th~ U.N. Seminar on MOdern Management 

Techniques hosted by the U.S. with A .LD. funding last fall. That 

event established a basis for continuing joint work wi "',h -the U.N. 

Public Administration Divison, FAO, ECAFE, and the African Traininr, 

and Research Center in Administration for Development, a.mong o·ther 

institutions. It also produced sound documentation which can be 

used in this project. 

Access to most cooperating LOC institutions must be provided 

in closest consultation with AID Missions and AlD/I'l Regional Bureaus. 
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'lbis can be done in ways that complement ongoing programs, build on 

priclr field project accomplishments, or address problems of concern 

to the Missions. It must be done in ways that impose a minimum of 

"a.dministrative load" on Mission staff. One way to accomplish this 

is to have the field activities of this project function through the 

medium of UDAID contractors already working with appropriate LDC 

insti tutions. Another i6 to have the contractor under this project 

work directly with mature LDG institutic..ns (e.g., "graduates" of 

prior A .LD. insti t.u tion-building contracts) with the bIos sing of 

the Mission and with full reporting, but without direct support b7 

the Mission. This might b~ possible, for example, at any one of a 

dozen business schools which are receiving or haY8 received A.I.D. 

assistance. Consideration will also be given to utilization of 

institutions in "graduate" countries (e.g., Ira~, Taiwan) in 

cooperation with multilateral agencies. 

In any case, the number of LDC institutions participating. in 

moni tored work w.ill be srlJ,?ll--perhaps four during the first two years 

of tho project. Given the interest alrea~y expressed at the U.N. 

Seminar and in suggestions from the Regional Bureaus it appears that 

there will be no difficulty in establishing appropriate arrangements 

with cooperating institutions overseas. Selection of these via the 

Regional Bureaus and USAID Missions can proceed concurrently with 

contract negotiations so that prcject activities can begin in FY 1971. 

PLANNED TARGETS, RESULTS ~ OU'rPUTS 

The ultimate aim of this projeot 1s to strengthrm individual 

and group we capaci ties to manage development proll"ams and. project.. . 
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(including private enterprise ventures). Behavior changes are to be 

induced by learning (acquisition and exercise of managerial knowledge 

and skills) which is relevant to the problem-solving and decision-

~1king needs of the program and project managers. The learning 

opportuni ty is to be pro1idod by short and longer-term courses offered 

by cooperating LOC instit.utions (and U.S. institutions), by distribution 

of rntel'ials (informal education) and through consultations by the 

U.S. contractor (often in cooperation with AID/W personnel) and by 

the cooperating LDC institutions. 

True "results" are attainable only as the outcome of the 

process noted ab0vG~ and individual and group behavior favorably 

affecting develo,pmcmt programs is the ~inal test of success. Progress 

toward this end can be measured by the followin~ intermediate 

accomplishments: 

1. Identification, consolidation, and packaging of managerial 
knmrleuge 

(a) Management of developl1l9nt programs. A handbook will emphasize 

management concepts, analytic and problem-solving approaches, and 

development administration (as distinct from more static administratJ.Y6 

approaches). It "rill treat organizational concepts, especially growth 

strategy in terr~ of resource and service linkages, and introduce the 

user to various management tools (e,g., budgeting, network techniques, 

evaluation). It will advance the latest thinking about public~r~ivate 

roles in devaloprr.:-:.nt from tne management perspective. "Sophisticated 

simplification" will b~'the watchword in this publication; it will be 

designed to boil down a vast amount of knowledge into s~ 200 papa 

of ainply-atated pr~nciplea. Perhaps the best model tor th1a JdDd.,ot 
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work· is Arthur T. Mosher's Getting Agriculture ~nving. 

(b) Program and project'management~ Training materials will 

include principles of planning, quantification and objective-setting, 

systems approachos, network techniques, organizing, management infor~ 

mation systems, and evaluation. 

(c) Resource allocation and budgeting. This package will include 

resource allocation concepts (including the. importance of time), 

capabilities and limitations of program budgeting, project budgeting, 

and linkage of the planning to the budgeting process. 

(d) Information management for program decisions. Topics will 

include concepts of the types of information needed for development. 

decision-making; decision-making under conditions of uncertainty, 

order-of-magnitude concepts in program judgments; functions of 

information in planning, implementation, control, and eva.illation from 

the point of view of managers; and the capabilities, li~ttations, 

and costs (both financial and organizational) of ADP and .~DP support 

systems. 

(e) Networks of organizations in continuing development programs. 

This group of materials will emphasize the need for continual organi

zational adaptation to changing tasks, technology, and environment. 

It will also advance the idea (drawn from systems approachas &ond 

institution building) that development requires contributions by 

netl-lorks of organizations working together to achieve objectives. 

(f) Managing technological campaigns. The idea here is to ga~heI' 

and generalize from conparative experience in achieving exp11.cit 

goals utilizing technological inputs~ Exanp1es are single crop 



- J5 -
production canpaigns. agricultural package canpaigns, smallpox 

vacoination canpaigns, etc. Campaign management techniques JDIJ7 

ha~e great usefulness in spreading new agricultural breakthroughs 

(high lYsine crops, HYV pulses), medical breakthroughs (malaria 

vaccine), or familY planning breakthroughs (prostaglandins), as the,y 

occur. 

(g) Other packages will be developed as priorities are established 

in field work in the developing countries. 

The qnal; ty of the consolidated rna terials can be evaluated 

by AID professionals or consultants, or others experienced in LOG 

development administration. The relevance of the materials may be 

judged by teachers or consultants in the developing countries. The 

utilit!l of the knowled.ge (in its original form or as locally adapted 

and presented) must be judged by LOG managers themselves. All three 

kinds of evaluation ,\-1ill be conducted as the project proceeds. 

2. Distribution and utilization of materials 

The runimum distribution goal is to place 200 complete seta ot 

materials (including handbooks) and 500 additional SUbject-matter 

packages with overseas institutional users, and 50 complete sets and 

100 additional subject-matter packages with U.S. users involved in 

foreign participant tra)ning during the first three years of the 

project. This goal invclves 750 primary clients; reproduction ot 

items for management students themselves should aggregate 150.000 

items per year beginning with the ,third year. 

3. Fiold lab program (management education/consultation)' 
, . '. . 

The field lab ,program (described int.he Stratel1 section) will 

serve overseas cooperating institutions with a totalot tuG wo~~, 
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and one consultation each year beginning with the second year ot the 

oontract. It feasible one workshop will be held during the first 

year. These goals are in addition to field travel by the contractor(s) 

to establish collaborative relations or monitor activitiea not 

arranged through this project. 

4. Institutional growth program 

The target in this categor,y is one session per year. Wherever 

feasible, people from several LDC institutions will be brought in on 

the lvorkshops, seminars, or evalua tiona so that they can gain firsthand 

experience in concepts of institutional growth applicable to their own 

institutions. In addition, appropriate documentation of these activities 

wHl be fed back into the materials program for wide distribution. 

Businoss schools will be given high priority in' this element of the 

In addition to these targets, it is expected that the major 

contractor under this project will begin to provide "task order" 
,',) 

consultations on specific LDC sector management problems by the third 

year of operations. Whenever feasible, personnel of cooperating LDC 

institutions will be invited to participate on a fully collaborative 

basis in such consultations. Funds for'such activities are not 

provided. in this PROP; they \lill be field-funded, or, should central 

funding prove desirable, provided in supplementary funding. 

COURSE OF ACTION 

The principal contract under this' project will be executed in, 

FY 1911 with 18 month funding. One ad~itional contract for work on 

quality approaches to management training is planned for FY 1972~ 
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While negctiation or the main ccntract goes forWard, steps 

will be taken by TA/UA in cooperation with the Regional Bureaus, 

seloctod Missions, tho 1.N. Public Administration Division, ~d other 

assistance ontities, to establish working relations "lith cooperating· 

overscJ.13 institutions. Thus, the contractor will have ready-made 

overseas linkages (in addition to any that it has already developed) 

which can sarve as project field labs. Collegial relationships 

with LDC training institutions and operatine entities will be 

established ear~ and emphasized in the course of contract operational 

This project will be served by the intra-agency steering 

group already established for the management capacity problem area, 

but with the a.da.ition of appropriate specialists to address particular 

sectoral management problems. In addition, contractors, A.I.D. 

re:p:'osentativeti, auti wG ,l"l::lpnH:itlui,Cii,:j:vtlbwill &yoteJi~'uically 6:A:chango 

findings and experience at intorvals as the project proceeds. 

In addition to the activities funded directly by this project 

it is expected that complementar,yfunding arrangements (Regional, 

USAID, host institution, U.N. or other) will make possible the 

holding of several additional training programs, workshops, or related 

activities beginning with the third year of project activity. 

The project is planndd for eight year implementation. It will 

be close~ related to and mutually reinforcing with othor projects 

dealing with management capacity, particular~ Managezoont Capability 

for Agricultural Development. It will also reinforce activities 

dealinS with the ke(problem of capacity for local act·ion. 

TA/DA 3/18/71 




