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Summarv of Project

The purpose.of this project is to increase the
effectiveness of on-gcing Integrated Rural Development (IRD)
projects and to improve the design and management of future
rural development efforts which combine social services and
income procduction and production support functions in a
single prcject. This twin purpose will lead to the broader
geocal o¢of helping developing countries reduce the number of
rural poor whose basic human needs are not being met. The
purpose of the project shall be met by providing consultant
services tc¢ host ccuniry and missicn personnel charged with
designing, planning, administering ancé evaluating IFD

activitlies. In addiztilon, the precject will cormbine exiszing
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“rewrn Irom the projeci-supported ccnsul-
tant services and make this state of the art information
available to field project officers and others interested in

rurez: cevelcpmernt in the form of z desk=-tcp reference ranual

which will presernt alternative strategies znd suggestione in
rr=ctlicel, operaticnel Illustrations for bet*er rrciect

ov Ing = Lo le! A s R R m - s T £
crganllesicorn ant acnin.sirea<icn. +0€ preject wilil o0Iler cone
Su.Tants IC work with approximézely 1.2 to 18 IKD activities
suppcrIes oy LID fundsz. These prcjects will inciude iarge,
MLu-Ti~SEC g., regional zctivities such as the Eicol prciecs
ir the Phriliprines the river tacin rrejects in West Lfrice,
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ené Inviernc/Region V in Niceragua, as well es the smaller,
village~level elforts which are found in many of the least
developed, poorest countries of the world. Consultants will
assist local personnel in diagnosing organizational and
behavioral problems or shartcoming; in the administration of
IRD precjects, and provide expert assistance in correcting
these deficiencies. While cffering assistance in personneil
management, record and information control, and other
practical administrative fields, the consultants will identify
training needs and resources (schools, consultants, etc.) to
meet training goels, and identify changes that should be made

in the project's m.nagement svstem which will increase its
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rmanagemertT systems' and administration technoleogy frorm btexh

secTor experience, and will transfer this
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rrivete end rub
t:chnclogy to lcce: personnel through a form of inter-persbnal
communications known as 'process ccnsultation." Thus not only
will the present prcject offer much needed direc:i services

tc particular field activities, it will zlso siinulaie the

el

prcelessicnéas griwin and development of locel missicn, rost
gEcvernrent anc exraririate perscnnel by imparting %the process
consulteticon methol ¢f proilen sclving ic <hen, thereby en-
hancing thelir abtilizy tc¢ dizgnesis znd ccrrect Tuture adrin-
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escription of Proiect
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It is widely recognized that breaking the web of
poverty which hclds the mejority of the world's rural
populaticn requires a concerted attack based on a strategy of
mixing income production activities (agricultural exfension,
credit, appropriate technology, cff-farm employment) with
social services (health, education, nutrition, family
planning, and so forth). Increasingly, the Agency and
cther donor organizations are implementing projects which
combine various mixes of these ac*tivities in the form »of

-

integrated rurezl develorment effor<s,

Wnile 1t 1s acceptel that IRD projects consititute a
useful zrrroeach for combeting the fcrces which impoverish
the rurzi mzjerities of most develcping nations, many IRD
grejiects fall to reach trneir goels. In part this mey reflect
the sncrtage ¢f rersonnel, overwhel.rming work Locads, and

abtsence of cther resources at the mission level. It is clear
that better project design, implerentation and administration
could bte cbtained by placing more resources at the missions'

e

dispc

i

e.; rowvever, It is zlsc certain that we can not afferd
Tc welt while tne rnecessary cheanges are made throughout the
fLgency: simply put, wve rmust look for means cf sirengTrening
current prciects andé impreving the chances ¢f nev cnes for

EucCccess.,
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The present project has the twin aims of (1) increasing
the eflectiveness cf on-going IRD efforts and (2) improving the
design and ranagement of new IRD projects by prcviding missions
with teams of consultants wno will work with local personnel to
identify actual or pctential problems and strengthen IﬂD cesign,
rlanning, and implementation support,

Administrative snortcomings have many facets and may
arise from inadegquate assistance and support tc local organiza=
Tions, iraccurate end urtimely project performance data for
meazneagement monitering and evaluation, poor coordinaticn of

multisecteral efforts znéd often rul<idorcr activi*ies ine-

aceguate incentives, insbillity to ottein the participation
¢ veneficiaries, armongst czher factiors. ¥Ycr personneil
Gesigning <RD prcjects, tThe protlern is *o obztain informa<tiun
atoutT prEvicus successes anc mistekes so They can build on
experiencs, fgually iIrportert is rwrowledge c¢f inrnovetive,

LT
- -

rrrcaches which can te tested in & new develcp-
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menta. effcer: Tor missicns with on-going IKD activities,
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Tre prot.er s to mMOVe Guilkiy when oppcrtu

ceivec, anc tc laentify and cocrrect probtlems -- hcpefully,
DEICrE Tney DECCTE SEricuUS == al0ng thne impliemseniaticon Line
Wnich resacies Iron Tn€ MISSICn IRrough nost agencies T the
TETEET I{ST azgenl.es TO the target zrez ani beneficiaries.,

Ve propose tc improve performance ¢f selected ITED
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to missions designing IRD efforts

in rural development processes,

and expert in the design

ural development projects. Membership

wi the nature cf each IRD location,

anc mission and host government

vwill cousist of 3«4 individuals with

.

and expertise who are «xperts at

matters such personnel admine
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an¢ understancding of project purposes (e.g., the need to

r maximum local participation) held by key staff. Once

P
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such an enalysis 1s made, the consultants, working closely

with local personnel, will identify training resources relevant

to the local situation. Resources include both local and foreign

experts, anc consultants who can provide on-going

training tc the IRD cadre.

In completing the first diagnostic stage of the con-
sultation during which consultants work very closely with

local personnel to deterrine *the goals ané purposes of the

projec~ and the foactors which appear to be reducing or pre-

veniing goa. azieinment
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ané¢ planning),

» <he team will prepare a formel analysis
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This will include all
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_emen icn,

bodies (gecvernmen:
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anc

tlonal ministries such as hezlth,

plus beneficiary groups. This

ranegernent system review will concentrete on suggestions for
crgenizetlicnal cnanges or reinforcerents which will, witnirn
tne loctzl context, faciliteate effective and efficient prcject
Tenegemenz.

irrcugnout the analysis ¢f IRD projects, particuiar
erphas.s will be placed oxn securing and retaining the
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greatest possible participation ¢f local beneficiaries.

Tc this end, consultants will lock for ways of opening up

the organization to villege people and to fostering within

the administrative cadre a respect for and desire to achieve
participatory administration. In many situations, the consul-
tants will reinforce the agents of change who seek greater
cself-determination and popular participation in rural develop=-
ment activities. ©Since the administrative systems of most
developing netions are characteristically highly centralized,
and often "elitist" in outlook, the commitment of consultants
enc the present project of structural decentralization and
greater local participaticn in the design, &dministration,

ena evaluation o rel develcpment projects will be a re-
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hopelully powerful stinmulus for democratic
changes In host administrative csystens, While we have rc
iilusicnz about instantly reforrming locel crganizations, we
feel it important to approach *the consulting task with this
ciear, unambigucus commitment to seeking beneficiary involive=-

11 inevitably foster greater leccal interest

[N

ment because i+t w

in the procject, From greater interest will flow greater
-tce. fgentificeaticr, wrnich irn turn will iezd =c¢ 2 ‘higher
Frevebilizy ¢f self-sus<azined grovsr and develcopment once the
Lriiect res run its course, Experience with land reforn and

CIner ceve.cpment programns around the world supperzs +his

Lyfotresis tnat greater locel Invclivement s associated with
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greater chances of project success,

Selection of Consultants

Consultant teams will be led by a core staff member
from the contracting institution and include individuals selected
temporary cuty because c¢f the particular needs of local pro-
ject, The core staff will remain with the prcject through-
out its life. Because of the multiple expertises which
individuals must possess, we consider it necessary that the
head of the project, the "principal investigator," be an
individual with demonstrated excellence in development

n (public adminis<tration, management consulting,
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institutional econcrmics, systems operaticnal research, etc.

ir The context ¢l developing countries), plus previous
administrative experience 2t the prcject or preogram level,
The ¥.I. must prcviie leacership in determining the range

ol managemen< technigues and approcaches needeac within the
ccre stali, and must be fully at ease with the process con-
sultetion form of manazgement assistance.

Aiong with the F.I., the 3-5 core staeff must hLave
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anc .anguzge pius rrevious exrerience with rural GeVELODMERT.

in addition %o this permanent staff, individuals will
e cocntracted for who rhave the desired functionazl and zrea

f
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expertise/experience., Special effort will b~ made toc secure
local andé other LDC personnel.,

In selecting a contractor, particular emphasis will

be placed on institutions which manifest a multidisciplinary
approach to management sciences. MNultidisciplinary means

& record of combining individuals into denartments, schools,
consulting teams, acadenmic progfams. and os ferth from such
disciplines as social psychology, sociology, institutional
economics, political economy, anthropology and comparative
management systems., Individuals who have worked in such an
environment are less likely to be narrow technicians who are

unatle to see the broader picture; they are more likely to be

sencsitive to cultural, pclitical, and social processes and
inztistuticns vhich Irmpinge upon zndé direct the behavior and

ncrms of _coccali personnel,

Seiection of IRD Frcjects to heceive Clcnsulting Services

¥We anticipate providing consultant services to

i2-.8 IRD projectis. The scepe of the project is inter-regioneal
ant selection cof siteg will be made in full collaboration
wiinh regresentatives ¢l regicrel dbureaug, In additicorn *u

the rural Development Steering Commizttee which provides
edvice to the (Ilice of Furel anc Administrative Developmenz
¢r. a.l aspecis of the Office's projects, =he present rrcjecs
wili heve ar interbureau ccmmittee, composed of the rural

(or delegate) from each regiona. bureau
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ceveilopment of
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plus key individuals from PPC and “he Health, Population,
and hgriculture offices of DSB. Working closely with this
project committee, the RAD project manager will coordinate
requests for services from local missions.

Two types of IRD activities will be of special concern
to the present effort: (1) the multi-level, area-focused
interventions which bring together at the district or
province level several service-delivery components (e.g.,
health, nutrition, extension, off-farm employment, labore-
intensive public works, etz.) which require the coordination
and planning of a number of existing programs and agencies;
and (2) smaller IRD projects which focus interventions at
the village level or work with cooperatives and o%ther local
rmultifunciion organizetions which offer combined social
service a2ncé¢ income-=rrofucticon activities., In the former

y The censultants will =Zrive to help local miszcsion and
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host government perconnel identify their goals and recognize
adninistrative opportunities for creative changes which wiil

improve the cocrdina*tion of activities. In the latter case,

consultants will work directly with local agencies and repre=-
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among the rgenizations and leveis of administration

ViIlE promcoiing the participation znd self-ceterminaticn of

penellciaries thrcough -tuilding the social foundaticns fecr IED
arge reglcnal proiects such azs *he Bicecl in the Philippine
the West Alrican river btasin projecis, kArasha in Tanzanie,
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and Invernio/Region V in Nicaragua represent one set of targets.
Special effort will be made to form an association wi<h &
multi-nation, multi-donor project such as those in the Sahel
because these projects offer particular administrative
problems. Morzover, there is good reason to believe that AID
will become Involved with more multi-donor efforts in the near
future; hence it is prudent to begin exploring the similarities
as well as differences in organization and administration
probtlems associated with this type of intervention.

In crder to gein the widest coverage from the available
consultants we shall offer both long-term and shcrt-term

services. The latter are defined z2s consultanci=s of no more

-1

than £ person monthns. Three to four large, regional IRD

gand 2 sirmilar nunter ¢f loczl

f ]

)

rea rrojects will receive long-
term assistance, Short~term assistance will be made availalbe

tc 3-5 regional and 3-5 loczal area projects. Many opportunities
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or small sca’e IRD projects executed through farmers'
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anlzaticens, co-ops, and similar local-level organizations.
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The present project will attempt tc translate the lessons of
both regiocnal and local IRD experience intc *the realities
¢l smeller or less endcwed circumstarnces.

In rreparing fcr work wizth locel snelier Frcjects, an

€xTeéneave review wia_. Te underteiien ¢f prcjecis, boeih IRD
anct cxhers, which are Zelliverinz services Irn -0 ¢r sc of =he

ieast deveioped countries/regions 1o see what experierce teaches,
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This review of AID projects and cther documents will be done
during the first year of the project; and the results of the review

will be quickly available to project officers,

Process Consultation

A distinguishing feature of the present project is
its commitment to using innovative approaches in modern
management sciences and evaluation research to help mission
and host country personnel identify, analyze and correct
problems in IRD projects. Consultant teams sent to the field
by this project will be well versed in the technical aspects
of designing and managing rural development projects. As
needecd, teams will be able to provide direct technical services

such as micre and macro planning, beneficiary identificazion

perscnnel rianagement, and social scoundness analysis. When
corsultaticns identify problems whiech require assistance alrezdy

aveilable within the Agency 2n fields such as health, nutrition,
human resource development or population, missions can con-

tact directly relevant perscnnel in regional or central burezus,
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specialists, trnis prcject will cffer its probierm idenzific

and sciving services through process consultation. Process

differs markedly from other styvies of consultzticn/assistance
which approech hest country institutions and missions wish
the view that the cvonsultant has the "answers'" <c local prob-

iems. <n tradizional modes of expert consultancy, if the
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consultant is a specialist in planning, then planning is
both the problem and the solution. Alternatively, if the
consultant is an anthropologist, then sensitivity to and
working through local culture and institutions is the prescrip-
tion.

In the present project we shall employ a different
style c¢f consultation, one which emphasizes the need for
those in authority to identify opportunities and problemé
and ways of addressing them. The consultant is a facilitator,
not & "know-it-all" healer come to make things right. The
approach we shzll use is based on establishing a process of
communication, znelysis prescription and action with local
organizations., While not every consultation will foliow all cf

hie

m
ct
o
]

eps or stagecs of the process, we expect that the style

¢f prccess consultations will be basically as follows:
Consultarnts will be sent to missions reguesting
assistance for an exploratbry visit of 2 to 4 weeks. This
initial contact will result in a detailed definition of the
prcblerns and the beginnings o¢f negotiations to establish
vwith missiorn ancd rhost government officials the scope cf the

. P
e a1l e
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ct
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crganiceztional envircenment to be znalyzed. During:
visit, =the cdlagnostic phase will be initiated. Unless z<he
problemis) s exceptionaily clear, <he team will work with the
nost courntry and nission personnel tc diagnose the IRD

organizeation's principzl oppcrtunities and prcovlems. This leads

o]

t0 The planning ¢ interventiion stage in which <the consultants
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and the locael personnel agree on a stetement of the task.
Here the purpose and goals cf the change program to be
undertaken will be identified so that they become, in effect,
the criterias against which to measure, later, the success of
the behavioral changes introduced into the target project
systenm., Appropriate techniques for achieving the desired
enas are selected,

£t this pcint, with goals and means decidec upon, it
becomes necessary te decide whether the injitial contact is long
enough TC Tegin the selected interventions. Scheduling
cf interventicns may *take 2 number of forme; for exampie, it

ray be cecidec that a 3ingle interaction of 3-4 months will

gacr. < C¢r 12 menths for 3-4 years rmzy oe seiectecd; or perhzaps

nce aocitional Tcllcecw-up will be needes. Scheculing vill be
wirked cut between the consultants thz rost organizeztions

and the nissicns in light of the particular needs of the

The actual intervention is elsc defined by the local
situation. Typicalily, during tne ini<igl visit, rescurces

from The rresent projec

"resources” will te indivicduazls whcse Ancowv.ecge s nececsary
«C ne.y Tne prclect eatTein lts risciorn but who are npce iocelly
avallable Tc the hert organizations or the nissicn, Scmetimes,
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study reports will be rrepared on each IRD intervention.
From these reportis, the latest Information and treory about
IRD will be connected with lessons of experience to provide
project designers and other interested parties practical,

operaticrnal guidelines for project organization and management.

State c¢cf the Lrt Faper

We recognize that there is a need to assist mission
Froject officers and otrers respcnsible for IRD projects in

kKeeping up to dete with the latest experience from current

IED =zctivities. Such informaztion can be useful to on-going
prcojects s vwe.. as to those designing nevw IFI prcjects. Ffrom
cur presirinery reveiw of prcociect evaluations, published
accounts of IRD, and ciscussions with project officers and
cther practiticoners, we see the utility of a2 state ¢f the art
paper ‘SGAF wrlcern syrninesizes Knowledge about several aspects

~f IRD Z2esc:
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E. Hierarc iggl ve., ggalitarian/nonhierarchical:

The tracditional western model of aaministration stresses

span c¢? control, top-down delegation cf authority, and little
or no direct cliient involvement irn planning, decisione-mzking
or operations. Llternetively, there are worker-manager

forms c¢f industrial organizetion and cooperatives which have
little fermal rniererchy and extencsive input and participation
from members and clients., Wnat is the proper mixture AID
should aim to produce?

C. Centra.ization vs, n: Should

contro. over IFD be held ir. the netional administration, perhaps

~

umbreZla” Or shcould

m

“r.ier +re executive estacllisnmernc

setting pricrities, acministrztive responsibiiities and opera=-

]
3

2zl ccrtrel te cevolived to regicrel bcdies cr local

}o
(8]
.
.

governments? VWhat are tThe strengihs anc wekanesses c¢f each
pcsizicen? the otstacles t¢ decenirz_lzztion?

pianning zgencles? c¢r shculd ZRD egencies be created to develoy

cperatione. and strategic rplanes? How cznt Tergetl pCcpuleaticns par=-

Ticipate rneaningfully in prlenning, selections of alternative
errrcaches, sfeTTing pricritles, rescurce es-icoceticn, cecisicrns,
e<c,

Z. Sce.e of lperaticns: It smea.l reazlly beautiful

lerge areaz operexticn? Vhat are the z.ternatives? Is it
tetter tc cifer orniy & few services inlzially or & wide range
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€. Organizcetione. leve.cpment

~£, How car hcst governments meaximize the
organizetional development potertial capabilities of AID=-
supported IFD rrojects”

E. Are there examples ¢cf successiul rural

develcrment proiects/esgencies which demonstrate useful

LilCing &ns mainteining iinkages anong clients,

lag

essons in

fon

pee€r organiceticns, ciner public and privete sector organiza-
ticns, anc external actors

greater motivation for
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ffective and efficient performance of IRD activities,
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s)

n

state-ccnirc.ied putlic =zector agencies, or semi-public

cr privete corpcreticons which must "shew a preiit" in order

To survive? What are the Important facters Iin deciding
waiceh icrnm To suppcrce vnat have we learned stoutr mixing
Tnhess crgenizaticrn Icrrs in IRD?
2. How do IRT projects obtain optimal Zocal

participeaction (See Tlermrning)

S. fcreign ooncrs in IRD: How can foreign donors
best assist tThe deve.crmernt ¢f sound, vietle adrinistrea<ive
gstructures znd suppcrt systenms to facilizete nogt gevernments
urnderTearing _FRLI eactTivitiecs” et inter-donor sdrinistrative
cclilleccretive mechenlerns ere reguired ¢ do hie? Wrhe ir
Tre host governrerts shculd coorcinate/nanage Irnis mechanisn®

4. Iinence and _ZRI: Most '"develcrment'" studies start
with lerge frcnt-end subsidies TC reach the Targest poor =-
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ractor wishes to mail materials to the subset of individuals

erts on IRL, preaddr
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consultants, metching can b

for censultants specifiecd by
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paper, the mission consultations, and materials published

during the course of the prcject.

Disseminetion ¢f Proiect Findings

As noted above, the first deliverable of the

prcject will be the review IRD and other rural development
projects Iin 10 of the leas* developed countries. This
document will be made available to AID project officers
and otner practitioners, Similarly, the stzte of the art
paper dealing with a range of issues concerning the design
an¢ management of IRD prcjects will be completed during
trhe first year and be made available to Agency personnel

ana cther inter

o

The final Project Report
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will pe wide_y disseminazted both inside and outside the
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)]

rgency. Ff conlererce on '"l'esigning and Managing IRD" will
ce held during the final 3 months of the project to discuss
the first dralt of the froject RKeport and to obtain additional
inputs Zrom acaderics and practitioners, both American and

~

foreign. This conference will be held in Washington, D.C.

het the meaxinum number of relevant participants will be

m
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eTttenc. The ciscussicons ancd addiiticons made 2t this

m
et
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meeting will De incorpcrazsed in the finzl edition of the

T

3 - - -
rcject Tepory.

The prcjiect is designed for 48 months with an
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obiigation of $1,082,000 in FY 1978 and $1,682,000 in FY
198C. Basec on the level of effort summarized above, the
overall cost ¢f the project is $2,764,000. The proposed
expenditures are summarized below.

The empiricel and theoretical results of the;present
project will result in raisingthe returns from IRD projects
through (1) a clearer understanding on the part of local
personnel of the opportunities and problems various organiza=
tional forms and structures offer them; (2) an increaied
familiarity with and confidence in modern mana_ement
diagnostic *tccls and procedures; and (3) know"  edge of lessons
of experience from other IRD e¢“forts which they may apply.
Both the direct consultant services and the indirect but
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never _ess impcrs:
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o mcre ellective and efficient prcjects, &4s
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things stand presently, there is little practical information

about tThe cosis and benefits of using a single, multi-
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functional agencyv 't the cperaticnal leve. to coordinet
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r services,
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similar interagency bodies ic¢ pliean ané evaliuate *he deliverv
¢cf services Ty several zuicnomous _ine organlzetions. Both
epprcacnes ray be uselul gliven certairn conditicns; alternative
neitrner may Pte cost-ellective irn some cases. The present
prciect vwill bring <together +the lessons of experience and

]
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theoretical disvussions so that project officers will have a
convenient reference which offers them discussions of the
strengths ancd weaknesses of various approar:.es tc both large=-
scale regionel and local, small scale IRD activities. Thus
the output of the project will contribute materially to
cost savings thile reducing the negative unanticipated
consequences of anti-poverty activities,

The development of a systematic procedure for AID
cfficers to use in designing ané implementing IRD is a
necessary administrative task, This project will prcvide
this input In a2 sufficiently general and practical form that
AID will be more successful in fine=-tuning IRD interventions

cai oceneficiaries meet their basic human needs.

o

tc help 1

.-

it is reccgnized wicely that IED prcjects are an
effective means for generating the resources required to
improve the access by the rural poor to their basic human

needs: “cod, heelth, education, cul*tural digrity and self

expression, and self-determination. By combining social

A
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re prozuctTlon urneTiores, Lno o CiZer ~Lputs

(&2
i

serrvo.ces bol

(4]

m

ot

reinferce each cther. For example, poor fea.th
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wvhichk nmu
fo0c, inadequate sanitation, inedequate

housing anc so forth; vet poor healixr heeps peorle from ex-
r-citing Jully =their econcric resources,

can e orcken only when eccnomic resources plus socizli service
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package. This is what IRD is designed to provide. Hence the
greatest beneficiaries from sucii projects are often the
most disadvantaged because they suffer from muliiple, even
symbiotic, pathologies. Specifically, it is often women and
yeung chi-drern wno are the must impoverished and disadvantaged
because o7 mores and traditions whizh place their claim on
local and familial resources last in priority. Thus improving
IRD leads to direct benefits to the most needy -- rureal
women and dependent off-spring.

We have already noted that the project is committed
Tc fostering, <hrcugh consultation in the design and imple=-

rentation ¢f IFD projects, the maxximum Feasible participation

in cesign, acaministration and evaluaticn by local bensficiaries.
Thie will be done by werking closely vith .occal perscnnel to
point cut opportunities Iir greater decen<ralizaticn and
increzcseld local involvenernt,

working to increase local participation is only
one aspect of *he project's effort to transfer administrative

skills and meanagementi techniques to hossz gevernment project

cadres as well zf *tc rlssion personne.l. Explicitedly, +the
prcject aims Tc teach by example ang ty werking ccllazbeoratively

ir. parinersiip vith locel personne.. While it Zis nct a

Iraining prciecs Er_se, it It clear that the present efiors
wiil make z consideratle impacT cn recipient sdminis-rative

svsiems, £ince tTne bureaucrazcies and organizations ¢f develop=-
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cenxira. engines of developmenT, the sazlutary



-25-

outcomes of the present project's association with local
administrators are manifold.

By drawing together varied IRD experiences and
working with individuals from many countries, the lessons
learned and procedures demornstrated by the project will be

widely transferred. The project's concept of process con-

[ 1)}

sultation and its technical expertise will become available
throughout the Agency -~ and therefore throughout the

developing worlid, Disseminaticn of the SOAP and Project Report
will wviden the project's impact on the administration and |
crganization ©f rurzl development efforts. Thus the project's

-nfluence will gc vell beyond the prcjects it assisted and

1y o improving the Agency's
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atility =Tco fulfill its mancdate.

fileviaticn of the rardships ztemming from povertiy

)

an

ignorance arcng the majority of the rural pocr has been

accomplished only exceptionally by international technical

and financiel assistance programs. rRecent studies have
revea.el much abcout the reascne for thie failure. L great deel
-8 Uunfdersto0C about noOw to design ¢ cgrams ané¢ choose technologie

but

TC aciress nmcore specifically the rurel poverty rrobler

~ilttle is knowr thus far abouT how <2 irglement these new
progrems. zuli_cding con the accumulated Know.edge base for

rurel end agricultiurel development program desigr and manage=-

n
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ment, this project refines, adapts and applies a technology
for program inplementation improvement to rural development
programs.

The technology chosen to increase the effectivenss

of irtegrated rural development programs is process consulta-

rion. Process consultation will be employed as an instrument
for improving the crganization and management of existing
rural development programs and instituting a devolutionary
approach to the design and implementation of new programs.

It is not possible to design an assuredly successful
rural development organization. The success of programs
within ary crga:izetional stiructure is heavily dependent on
the performance of the staff of the organization. There must
e cempatibility <f struc*ture znd of hurman behavior, This is

on oI structure of behavior

}

accorrlished by zcth modificat
to the peint that effcrt is no%t diverted from the zdveancemens
o prograrn otjectives in the pursuit of other joint cr indivie
duel interests.

Irn the developing countries managerial talent is

scarce. Management c¢cf IRD organizations often will be drawn

from prior existing gcvernmental agencies such as extension,
cocperatives or credit services, in the markets in vhich such
&gscles opeéerete 1L 1s comrnon Ic¢r tThe more advantagsed to

TiC services awvey Irom the leses adventaged. Lhese managers
anc sdrinistraiors will nc* be transformed by some invisible

hanc¢ Zntc lezders cazpable cf implementing programns o reach
the rurel poor or addéress those needs which clder zgencies
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heve long failed to address. Changes in the behavior of
people are reqiired; changes in motivation and in human
releztions,

To comprehend the working relationships among the
members of an organization and to¢ understand the incentive
system which is operative it is necessary to become a close
observer of the organization in action. To change an organi=-
zation, it is essential first to have an intimate knowledge
on whicli to base change strategies. This is the function of
process consultation.

While efforts to formalize knowledge of process
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ot

icn are recent, such interventions have lerng been

conducted by a variety of professional consultants. There are
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eand temporary consultants who work on various assignments
re_.ezted tc the project's <teasks,
The gev-to-dey adrirnistretion ¢f the Frcject sucth

cr.dence vith missions, consultants,
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AID/VW, arnc financiel nmanagement will be vested in a

prc’ect manezger. This ircividuel will be zssisted by a
fulli-time secreiary, Given the magnitude of tasks and
diversity of assignments, it is crucial that tris project

manageér raintein a smooth wcrking releaticnship with beth the

principzl Iinvestigaicr and the project manager in DS/EAD.
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the CIfice ¢l FRural anc Administrative Development

has a number ol projects of the same scope and style which

it cdirects,

mission

done by

Little or no demand on field personnel will be made

EID/W
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the initie. scope of work is determined, There will

dditicnel zdministrative turden on mission personnel

ell-conteined and has adequate resource

~ogistical suppert foundations. Securing visas,

clearernces, tTransportation, znd so forth will be

the contract prciect manager, not by mission or

personnel.,

Eavircenmenztel Concern

€cT neas n¢ direct impact on the physical

€nT; nivever w: expect thet it will have a positive
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personnrel and the trcader community interested in rural

development trrough the disserination of repcrts ard improved

-=r S N .
-nl techrncicgiez.,
rilrezrncizl Tlen
- . : . , . .
-ne Lrcrect s designed for 48 months with ctliigz=icns
f e- - - .- —_ - . s e . -
¢l 31,0¢2,000 in FY 1¢7& and $1,682,000 in TY LoEC. ne
“fla. CcsET ¢l The prolect g £2,764,00C. -he Sumnmary (csx
zS5tamete ang rinesncia’ Fleal as welLl as =—he Exrmencdicure Schedulie



http:envrn,-.en

follow,

.31

Implementation Flan

The project's major milegtones by month and type of

task &are preseried in Tatle 2. The monitoring of these
tasks will bte principally the respcnsitility of the
DE/RAD prciect manager who will receive draft reports,
maintain close contact ith the contractor's prcject manager
and prircipel irvestigator, and wirk closely with thne project's
Steering (ommittee ¢ evaluate feediback ‘ror missions
regarcding the conirzctcr's rLerformance ¢ *he consulting
tagr. The Prcoiect Zommitiee wi review all draft repcris.
Eve_uzzizr flan

Eveluziions a 2 scheduled for each relor preciect
activity az fcllows:

lzth month -- evaluation of the SOAF ty Interbureau
Frocject Committee;

~2Tn month == evaluatiocn of report on rura. development
efferts in 10 leeas developec ccuniries ty Znterburezu
rrceiect Jomnmiztzece;

c3rd rmonin ==~ arn Lne-derth eveluetior LY tThe Inter-
tureesu Freolect limnmittee f the work <¢ da-¢ on NeETWCrring,
missicn ccrnsuliing, and infirmetiorn disseninaticr. VieclliTy
anc utility *o =hre kgerncy ¢f Ine pricess corsulzatilon aprroach
t0 missicn essistence vwill pe ane.vzec. Since the prederinance



-32-

cf consulting fundes will be azllocated in FY 2980, this
reviev ¢f prcgress can pinpcint ané leacd <c¢ the correction
¢f any deficiencies pefore the bulk cof the consulting funds
are spent.

4erd menth == draft of the Project Feport will be
submitted tc DE/RAD &nd the Irterburesu Froject Comnitzee
for review.

48th month «< a final evaluation will be conduc<ed
of a2ll components of the projecs bty DS/RALD to determine

if the yrcject rnas achieved its purposes c¢f (1) increasing

the elfsctiveness ¢f cn-gecing IRD prcjecte, ard (2) improving
tre design and rznagement of IRD effcrts witr whichk it has

7

worked,



Narrative

Goal

Tc reduce

nct been met.

A. To

the number

LOGICAL FRAMEWORK
of rurel

(IRD) progreams.

the design ancd
income production and social

rural cevelopment
E, Tc dimjrcve

which prcvide
rural ccmmunities,
Justputs

poor whose basic needs have

increase the effectiveness of on-going integrated

services to

A, u_ti-levei, arez-~focused in*terverticns
~Zgentificagticr. ¢f cppertunities and cons<raints on
eifectiveness .7 IFD pregrams.
-Process consultaticrn to IRD program management.
-IRD prigrar Zesigr and manzgerernt rezterizls for use
Oy UZAIl:z anc ncst couniry devellfpnent agencies.
E. _occel=-impect, sect.r Tccused irzerventicns
--dentificeticrn of ceonstraints orn delivery of services
< *he pocr
-Consultation services to local agencies and community
Orgernizations {(hezith clinics, Tarmers crganizations,
WatTer usergs asscciaticne
-Prcgram design -né managenent mazterials for host
CounIry CcrganiweTicons cuilling rurszl foundetztions for
e TC=zTery I expertize in IR
_nouTs
it ——————
Comzrect Zervices
JS/RA7 Services
FESSL Services
Lravel/periiern
Zecrnference costs

management of public programs



Measures

Reduc=<iconse
unemploymen

ct

End of Frciec

cneis

=

-increase
develcpm
implenmen

-increase
anc¢ socia

~increasec 1
services re

-.ccel

5

Nagniztude of Cutruts:

A, -Diagnostic/Fro

'y

/

[}

T
el

2}
'3

pr
o o 0O
[

(BN

[
[o8

ct
[ 8
ot
beo by
O o
o
n ¢
o o
O 3 =

1
rt
'

(G & 2 11
el

*$ e W

ot
O
LI
.
'y
f.

(4]
'
b
[\
tn
M
g
[
e
m

&al
fm
y
Vo
[N
]
Y
[l
b4y

m

-
(0]
.
by
O
m
ot
bae
(o]

l

(]
O
m
bor

Al

m

o

e_ine su
agency

"0
O
o Bl
ot
mn

m

[P e}
O o
]
'
| AL

1]

"

"
‘3
™
[l
i
"

|

Vb,

[ ELERS RN A

ttorg

m

o0

o
O

O

m

ot

roblems related to poor sanitetiorn,
poor access tO resources, etc.*

in the otjectives of rural
and coordination In prcgram

tency
rams

ctiverness of income production

¢ rural communities

¢f income production and social
he rural poor

tions in 3 to
ntion to

e

-
.

Consultation inter

Vv
ccmplimentary axt

n
€

a

ZY r.eecs.
stucdy ¢f 3 te 5 on-going multi=-
1 IRL prcgrams
rmateria’s to 40 Missions and 30
al ceve_oprent crganizztions
ged with 10 IZnterna<ticnal corganizations
S/RAED file on IRD expertise

rvey date project eveluations

ecocrds

¢n Ty ccnIracter and ALII steff

T CclunIry agency recordes

cmmunlTy surveys

specilic, based orn the particular IF

technical and sociazl service persons

)


http:regior.al

Essumpticns

of local

€

s
Absence of serious
ec popu-Lation

Host country suppor

and national materiz! z2nd technical

natural o social uphecval
mcvement in the target aree

t for IRD efforts

Mission identification of client IRD programs

Identification and

emplacement of locally appropriate

teams of trained and experienced consultants



CONTREACTOFR TASLES*

1. Work with LID bureau and mission personnel to identcify
existing IRD prcjects which request consultant services to
strengthern .mplementation ané evaluation efforts.

2. Idertify countries which have pilot IRD projects or

are building the foundations for IRD activities and which
request cesign and implementation assistance.,

3. At the request of missions, field teams cf experts in
various aspects of IRD to help host country organizations
identify problems and opportunities snd take appropriate
action., Consultant teams will include individuals with
technical expertise and/or'previous experience in the
area/region of tre prcject.

4. _r ccnsultation with Regioreal EZureaus znd NMissions and

DEB project manager, select 6-=9 rultifunction, area-=-wide

t—

RD prcjiects and 6-9 srmaller local-level integrated projects
T2 receive cconsultant services, Selection sites vwill
Tare intc consideration the desiratilizy of samplirg
Trom & range of socloculturzl regicns, levels of gevelopment

orgenizational and administrative characteristics of

cle anc review descripiive and evaluative dccu-

n ¢l income procducticr and socizl service (but
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differing neatural andé humarn resource endowments. This
review will provide background for assistance *c <he
smal.er, loczl level integratec service projects.

6. Implement long-term process consultations with selected
IRD projects. While the composition of teams and particulars
of consultations will vary, the following tasks generally
will be performed:

-- diagnose principal design or implementation problems
and oppor*tunities in consultations with local personnel;
-~ identify ztraining needs and management systems change
needs ;

~- help local personnel identify goals, purposes, and
imrlementation targeis to be achieved in IRD activities;
-- select sultable supporting services, especially how

nc waat types of preoject supporzed consulzant services

EN
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== identify &and field required personnel;
== supervise the consultations; coordinate with training
activities;

-~ work with locel rersonnel in evaliuating the services

== bkrepare Case sIul) repcris cf eszch irnterventiar oute
siring (&, the sizuaticn, (o) Type of intervenzion/personnel
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and implementation situations,

7. Implerent short-term consultations *o IRD projects as
requestec by missions,

8. Frepare case study reports on short-=term consultations.
9. Prepare a state of the art report reviewing experiences
and problems in the administration and orgznization of IRD.
lMaterieals to be reviewed include pubtlished sources, AID
reports, reports of other donor agencies, and other
"fugitive" documents., This SOAP will be completed and
made availalbe to field missions during first year of the
project.

10. Identify potential consultants tc IRD preojects frem
among US and LDC personnel. These individuals will be nomi-
nated to the ERura: Developrmen< consiltan:t network being
developed by FRLD.

1. Frepare z Project FEnport which cortines the lessons

N

learnec from case stufy reports with relevent r.ateriais

L

s

g-eaned bty the 3CAP from cotiher IED EXpeEriences., This repcrt
will be & "desk-top reference" for missiorn and other

_nterested in the design and implementation of
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incorporatec in the submissicn edition of the Final Report,

*All tesks will not be performed for every interventicn.
Subesets ¢f <these
focused

b = v
- T 4

tasks will bte defined for multi-~level,
T
cions.

area=
ventions and local-impact, sectcr-focused
intervent



Tatle X: Prociect Scheduling
Nonth Task

- 1 Prepare a SOAP reviewing and summarizing
experiences and problems ir the administration
and organization o¢f IRD.

1 2 Lssemble and review descriptive and evaluative
documen<s on IRD and other rurzal development
preciects from 10 of the least developed countries
Describe édifferent management structures anc
proccesses approprizte for IRD efforts in
countries with minimal human rescurces and
economic infrastructure.

1 3 Initiate development of IRD consultant network

4 4 Submit names to AID/W (Report)

8 5 Update network entries (item)

le 6 Update network entries (item)
16 7 Updeate network erntriez (item)
P3e] S Upde<e nezwork esncries (item)
z4 9 Update netwcrk entries (item)
3¢ i Update reTvwcrk entries (itern)
€ Z2 Update network entries {item)
42 12 Update netwcrk entries (item)
4E 13 Update network entries (item)

i i4 IZentify courntries for consulting

< iE Eegir scheduling cconsulitant visits

S i€ Iriztiezte filelc consulztaticorns

12 i7 Surnit SOAP Tc EAT
iZ *E Subr it review ¢ rurel develcpment in iC
izast develcped ccocuntries



Mornth Task
42 l9
44 20
48
48

Submit dreft of Project Report

Hcldé conference on Design and Management of
IRD

Suomit finel draft of Project Report
Coordinate the dissemination of the Project

Report among other donor agencies and interested
LDC parties.



Propozsd Budget by Inpuly

Proposed Budget (3000) Ubes 78 79 Obl, 80 81 TOTAIL
2roposed Bbudgel (3900) dhee 78

H.5. Contract

Principal Investigator @Y% time 10 Ll 11 12 a9
Project Manager full-tLime 25 26 26 27 104

Core Staff @$30,000 average
annual salary 3-5 staff
members Lo be consultant tLeam

leaders 30 150 150 150 480
Research Assistants --

$400 per month (180 pnt) 40 5 6 20 72
Secretary 11 12 12 13 a8
Overhead and fringe @ 100% 116 205 205 222 /748
Consultants @ $3%00 per month (30) (50) (24)

for 104 pm - 10% 17% 84 364
Travel and per diem 30 135 219 112 49¢

Other costs; workshops and

materials 9 18 13 20 60
Totatr Annual Contractl 271 668 817 660 2416
HRSSA 49 51 54 56 210
Inflation (6% per year) - 43 52 43 138
Total Annual Budgel 320 762 923 759 2764

(*pm=person month:s)



Proposed Budgelt by Oulpuls

78 79 80 81 _l_g}_gl
Consulting 60 HHhHA 69 505 1,814
bLtate of Art Paper 100 - - - 10O
Heview of 1RD Projects 45 - - - a4y
Network bDevelupment 10 10 10 10 a0
Disseminalion of HReports 5 10 0 20 35
Project Management 100 L45 166 181 592
Inflation (6% per year) - a3 Ho 43 138
Total 320 762 93 759 2,764
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PROJECT AUTHORIZATION AND REQUEST
FOR ALLOTMENT OF FUNDS

PART 1I
ENTITY: Develzpment Support Bureau
PROJECT: Administration and Organization of IRD
PROJECT NUMBER: 936-53C0

Funding in the amount of $2, 764, 000 is approved to conduct a new
DSB project, managed by DS/RAD entitled Administration and Organi-
zation of Integrated Rural Development. Amounts requested include
$1,082, 000 for authorization in the fourth quarter of FY 1978. The
remaining amounts of $923, 000 and $759, 000 are requested for FY
1980 and FY 1981 respectively. The project is to be funded over a
four-year period running from calendar year 1978 into calendar year

1981,
Approved.§-\“\‘&'w Q&Adﬁ%
Sander Leviny, ¢ »\
Assistant A inistrator for
Development Support
Date: r’\"‘f" 1 E
R Lo
Attachments:

Project Paper dated April 27, 1978



June 27, 1978

ACIION MEMORANDUM

TO: AA/DSEB, Mr. Sander Levin

THRU: DS/PCG, Mr. Robert Simpso

FROM: DS/RAD, ‘#m‘g:g

’
Hob

Problem: Requested approval for funding new DS/RAD
project on "Administration and Organization of Integrated
Rural Development."

Discussion: DS/RAD's proposed project on "Administration
and Organization of Integrated Rural Development'" was
reviewed and approved by the Research and Develupment
Committee chaired by Mr. Sander Levin, Assistant Administrator
for the Development Support Bureau. Project costs are
estimated at $2,764,000, The project will be carried out
over a four year period with the first amount proposed

to be obligated during the fourth quarter of FY 1978

for $1,082,000. The remaining amounts of $923,000 and
$759,000 are planned to be obligated in FY 1980 and

FY 1981 respectively.

The project authorization provides funds for the
following: (1) a four year contract for total costs of
$2,234,000; (2) a four year RSSA for a total cost of
$210,000; and (3) $320,000 to provide for higher costs due
to inflation.

Recommendation: That you approve this project and
authorize furding for it in the amount of $2,764,000

with the first obligation of funds in the fourth quarter
of FY 1978 and the remainder in FY 1980 and FY 1981.

Approved:%\’\}“ﬁa-%ak*x.‘

Disapproved:

Date: ‘j![‘i i"s




