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13 "Summary; 'This .project wa desi~gned to 1'prvide AID an easily 
~ accessi~ble supply of expertiseo to serve Mssion and Ronal~ BUrOeau-geflated
requests for assistnce in'm'anagement improvement.~ (FfyJconulting team8 
m taini.ng and consulting -~assisted third wrld pramsu which are'angeent 

ndi'rfinng
devlopng oneptal ndmethodological basea'fripoeeto
manaemet
o 	Idvelpmet prgras, The' technical assacefot
 
Sprovided 	the basis.-oapplied research which' had two~focii manaemen
 

training-and 'o'rgaiz.ation 1elpmient indvlpn countriesiandN'the
I 

;maiC~~naaentionof socJial developet Lean;4r~ 
 fr i~hproject helped
proideth bais~~rfir'th~er', more ~fccsed of forts in the'advancement~ of both

research and' fi'eld services)i and3) synthesize and dissemnate and exchange~
~~,the results'of lessons'learned fromi field-service and applied research within'~ ~ 

~.. the U.O8. and third world countries. 
" 

~i~ 

framework f or learning and i~nnovation in manlagement improvement than ~a~7;
discretel easily disernabe~prjc# hsteeauto eiw h 
learning as well as,'the tech ical a'sitance-proide4d bytepoe 

Technical resources were-provided the project through a~PASA ith'ithe 
Development PoetMngment center of the USDA (6years), and a cooperative
agreement with teNational Associatin of Schools of 'Public Affairs and 

" 1 

Administration, (3years)., .. 

14. Evaluation' mathodology: The evaluation couuittee, composed of 
rpresentatives of1 each regional bureau# PPC and, DSP reviewed available,


project reports and conducted interviews with' PM! project participants7 from
 
'NASPMA and DPMC'and with regional bureau mmbers who had first hand kcnowledge

of field service activities, They analyzed individually 1and in df %usionthe, 

metodloy ndstrategy employed, ' 

generation (including ST/MD which coordinates*) 2~) Central funding' for most 
* activities in early years, project funded research, core activities anddissemination 3) USAID Missions funded technical assistance. . 

17. Ougus Assistance with management developmzent aspects of mission 
projects in 18 countries. Aside from' reports on these separate activities, 

., 

learnings have been recorded and shared inpapers and seminars particularly in 
regard to management of social development and management training issues. 

IS. Goal/6ubgoals "16 LDCs design and implement development projects that 
~ ~ (a) serve priority needs of their people and (b) fall in the categories

specified in the U.S. Foreign Aistance Act, Sub-goal: 16 LOCs increase
their capability to design and implement development projects of the kind
specified," This goal can be judged'to be accomplished# if this can be
assumed w'ithout measuring the lasting impact of each intervention. The latter 
was not done. 

' 

http:taini.ng
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20: Beneficiaries: The direct beneficiaries of this project have been
 
development managers seeking the improved performance of the programs with
 
which they work. The indirect beneficiaries have been the beneficiaries of
 
these programs which have been, in the main, rural populations.
 

22. Lessons learned: The chief lesson is the need to have a learning
 
approach coupled with a "technical assistance" one when cooperatively
 
developing management improvement interventions. Associated with this is the
 
value of a project which learns from experience and concentrates on the
 
significance of this learning.
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1. -EEUTV 'SUMNIARY 

~ 	 This~ evaluation of the~ Pr'oject Maniagemnent Effectiv'eness~Project (#31006 

(PMIEP) Isless an end-of-project evaluation than areview and aayi fwa a 
~beenV learned and promulgated In4the area of major concern to development 

practitioners with which PMBEP deals, namely, the, Improvement ofprjc 
otneenn
 

management. Underlying the~evaluation is teconcept taacu ltinof such 
knowledge Isan evolutionary process. Thus PMEPonrstitutes moeo "hmtic
 

framework for' learning 'and Innovation than. adiscrete, readily discernible project.
 
Lessons learned from, PMEP help provide bases for further, more focused efforts K
 
in the advancement, of both research and field services which attempt to generate
 
and utilize new approaches to problems and Issues In project management. Two
 

organizations received support from -and collaborated with S T under this
 

project, the Development Project Management Center (DPMC) of the Department"
 

of Agriculture, and the National AssociAtion of Schools of Public Aff(airs and
 
Administration (NASPAA). The technical applied research assistance which they*
 
have provided has been built upon analyses and methods which relater particularly
 
to their ow'n previous operational experience, as well as to that of their peers. 
 .-

Thus both organizations, with the overall project supervision of S&TIMD, are In
 
the midst of building on (especially recent) past experience with a view both
 
toward concentrating applied research efforts and toward developing still more
 

+ + +++++++ 	 ++++ ++P+ 
++1 	+ + 5 + ? 4+:: +++++ .. -5+ i A-++data and analyses directed to the purpose of the project. 

The focus of PMEP activity was and IsInkeeping with a renewed concern for
 
management Improvement which began to surface within AID during the mid 70~s.
 

The Agency Increasingly relies on host government management of development
 
projects for both pragmatic and analytical reasons. The stage was ready for the
 
S '/MD management development strategy and the PMEP approach-one which
 

sought means for: (a)Improvig operations performance; (b)devising contextually
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-

~:appropriatenanagement 'trategies; and (0) tying~ institution-building~to specific& 

outputs. PNIEP's thrust Is~characterized also by an emiphasison comprehensive, 

- multilevel Interventions directed at performance~ unit flexibility and adaptation, 

and continuous- commitment and Involvement of key host countryprga an 

spotstaff. It inoprtsbtheong ingIterventions based on these princile 

and applied research to advance testate of 'the, art. 

-

PMEP Itself was Initiated in 1976 Inrespons6' to the noted renewed concern with 
host country management performance as an1 obstacle to project success. The 
project -currently represents a' revised extension of ~a Project M4anagement 

Applications project Ineffect from' 1976 to 1978. The 1978 revision called for 

channeling services and research provisions through both DPMC and NASPAA, 

with ST/MD as the central managing entity. 

-' 

VI, 

- Each of the Implementing organizations has had stipulated types of activities to 

carry out under PM HP. NASPAA's responsibilities included consulting on country 

- development programs and projects, applied research, development of training 
methods and materials, and preparation of professional roosers and exchange. 

During early stages# NASPAA's activities Involved a number of start-up actions. 
Second-stage activities have embraced a wider range of operational activities'

necessary to establish project viability and visability-which admittedy were 
experimental and lIss selective than wili be desirable In the future. During the 
third stage-planned for activation under the Performance Management project
-NASP&A Intends to focus Its activities on "selected areas of concern." 

-

- -be 

lIASPAA's Intended focus and efforts to build on it3 accumulated knowledge Is to 
aided by an expansion of personnel with long-term overeas assignments. In 
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the past, some fifty consulting teamshavepovided assistance which~ responded~ 
to igheeo rgioalbureau rqetranging nlssomisio fo 

managemfent constraint to developm~ent or strengthening of management trainng 
programs1. On the applied research side, which recognizedly Isonly thinly divided 

the service areas, two major efforts are underway, one focusing on social 

development 'Issues and~ the other on assessment of age.entringn 

development countries. In the first of these, through a series of applied research~ 

projects (centered largely around activity IntePipinsa social development 
management techiu Isbeing, further, articulated. This~builds on the concept of 

V~ project 'design and Implementation 'as'a' 'sociaF learning process, In-whichr ~ 

participation of goenent sponsors, clientls and facilitators creates new sets of 

Institutional relationships and patterns of Interaction. The definition of s1uch, 

methodology and strategy has not' progressed as rapidly as has Its application. 

NASPAA's second concentration, assessment of management training prograis, 

has been part of NASPAA's agenda for some time. Based on that experience, 

future research Inthis area should focus on five aspects: training needs analysis, 

linkages between training and performance, program versus Individual training, 

Sfrom 

'. . . Incentives and networking. 

These two hreas of concentration, together with ongoing testing of training 

materials and methods, and development and utilization of rosters and pro

fesuional exchange In management training, comprise NASPAA's main efforts 

currently and should do so for the Immediately foreseeable future.. 

DPMC was established In1976 specifically for the purpose of undertaking applied 

research and providing short and long-term service to the field for Improvement 

Inproject management. The small size of the staff limited DPMC's early efforts 
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,t~' 4 4 , 4, 

tQ PrOvlslo fshort-term onsultancle organization o a documentation center,~ 
spnosi an oioigand one long-term mnagemoent project (inJamaica).~: 

More recently, with acquisition of adlditional professional staff, DPMC has > 

reached a takeo-off~point whr field lervices aire' attaining a dimension capable 

o~f supplying the kind of learning and applied research opporuiliined, 

DPMC also is,evolving an approach to management Improvement based on 

M~ehodlO3 orcolabratvegoal setting, and 'collaborative adatto of 

available technologies to the goal sought. This approach relates traiSning to the 

definition of systems and- their modification which" are'required to'aocomplIsh'the 
desired goal. This "performance approach to management development" is 

characterized by: (a)multilevel Interventions, (b)mobilization of Informial and 

formal structures, (c)group and Individual change, focusing on (d)process and 
*output, through targeted Improvement In (e)performance and capacity by~(f) 

accelerated learning, embodied In(g)action training, which develops management 

skills through addressing actual ongoing problems and/or projects. 'The: various 

short-term and long-term experiences of DPMC, while amply deserving high 
marks, also point up the need for development of still longer range organizational;i.f 

frameworks for DPMC c4 a service and research Institution. 

In additioni to specifics Concerning DPMC and NABPAA the evaluation em-

PhIsZed: 1)'no need to clearly articulate management Improvement technologies 

Inan evolutionar'y fashion under the planned Performance Management project, 2) 

the flexible mods oerandi of both organizations has served well Inproviding 
rapid response to the need for highquality field service, lnfoemed by applied 
research. That flexibility should be retained In the continuation of activities, 3) 
the applied research agenda of both inctitutions should be more selectively 
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focused and clarified, tobuild systernaticoiy .on Iui..pt knowledge bases In th 
s
~everal Idniidmngmn oan.Fnly dissemination~,Identiiaio n 

outreachi to specificN target audiences In LDCs and~within the -development 
practitioner community (including AID) 3hould be empha,3iecd witii materials andi 

methodologies tailored to, their needs., 

Kf~~.IL PROJECT MANAGEMENT: A THEMATIC FRAMEWORK FOR, LEARNING 
AND INNOVATION'+ 

The scope of work for this evaluation differs* markedly from the typical end of 
project evaluation for a road construction effort or for the development of an 
agricultural research station. Inmany ways the Project Management Effective
nesw Project Isnot a project, but, as referred to earlier, constitutes a thematic 
"framework for learning and Innovation." 

ST/MD collaboration with DPMC and NASPAA Isdesigned to: 1)provide AID 
with an easily accessible supply of excpertise to service mission and bureu
generated requests for assistance In++++;managment++++J Improvement;?++ 2)I undertakce-+++ ++i++++++ i:: +: ++ ++ I 

applied research Indeveloping and refining conceptual and methodologicall base 
for imprcvlng project management; and 3)analyze, synthesize and disseminate the 
results of lessons. learned from field service and applied research In order to 
advance the state of the art In development management science within the 
United States and Third World countries. 

The kcnowledge base on which the project builds Includes development and 
application of: 1) methodologies for Improving project management, organ' 
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~~ 

* I~zational str'ucture and mabdg e. tsystem~s; an' 2), mer/ologioh 

IN 

RC 

fo tcnclassacInmngmnImprovement and methodologies for the-, 
training of trainer/di'sultants In management. Both DPMC and~NASPAA 
address these concerns, lthough with somewhat different emphasis and per-
spectives. -

j j~ 

The evaluationtask therefore, was to review, the' Interrelated field sevc n 
applied research udertaken by these two separate Implementors. Field service 
was comprised of various kinds3 of management Improvement elements for a 
number of dIfferent projects In a number or different countries. yThe applied 
research wasusimilarly divergs, 

<-

Insummary, the PMEP projet has combined Inone efttort'a rang. of concerns: 
service to missions of short or long-term duration, the accomplishment of which, 
can be only measured Inmore evolutionary terms; and Institution-building efforts 
which requires a long-term time horizon. The nature of this multifaceted activity 
requires that ST/MD Investments be sustained well Into the 1980s. 

Inconducting this evaluation, the lnterbureau evaluation committee reviewed all 
available reports on project activity, Including previous evaluations. :In adtilon, 
the committee conducted a number of Interviews with personnel from both 
IIAPA and DPMCO as well as the project managing office, Ropreentatives of 
the reglinal bureaus serving on the committee also conferred with appiwpiate, 
personnel Intheir respective bureaus concerning activities which had taken place 
or were underway Intheiv respectiv, regins Reports on the more significant of 
thwe were channieled to the committee members who drafted the central portions 
of thsport. 

' 



ueaQW5Oloted I 
npdsusson among all partie 

cQUegli fashon thrughutQ 
In light, of the relative 

w 
ra 

frank'd 

informaPtionl and cooperation of all concerned, It was determined that no field 

v~'isits would be reureand~thtbthdta collectionad anaysis wod be 
conducted inhouse. However, fI Isrcgie hteauto ftettlIpc 
at project, activity in any given site would require much~ more profound, on-scene~ 

'~ *.v".' and 4~-(beforeafter) examinjation. lInaddition, the evaluation was undertaken with 

thniiato htprelimninary documentation fo olwonpoet(e-

formance Management, #931-5317) was then being-prepareg,and that results of -
-es'valuationr -would contribute-to develpmentof-thatproject-ThsInto-ok

place 

.Thecommntsfininp nd rcomendaionswhih folow eflct te eicum 

4n t ofLmanme sindinsandts AecomeIdatins whichenalwitrelect tenabcles< ' « 
tatceorgnztindaostenghe Its prora ofcnttt evc b rvdn 

ithsofar aADaminitrt arancemeInt aronerind, 1TMD hasthadpas yar 
~an arr a agmlt wdith SA tf aciiio nstheor owted projet' mogeatans ia'ml 

subnitiafaaem spc adtsaple roopercth agredA wuitoNASPAAbe 

bhegat tIn s00;aeroolatimeethaAD s ee ortecqnical asstaoN Pand appliedt 



teru n ntaesw~ebagi tlvdthiheores ofh s tan Prjet: 

his offot,Whl eo~ 	 n ealasaeso 

NAPA hl amr ee participan~t Intifot assd through thei 
~start-uip stage and having comrpletedoan Itialsequence of field service activities, 

~ 	 Is In,the midst of building on this eperience to strengthen and focu~s Its applied 
research effort. Thus, thiis evaluatin may be viewed as an eal ortmstmd 
,term concept review. Overali activity requires another three or four yearsfo 
emergence ofmajor Impact and therefore this evaluation Isdesign~d to__determIne 
If DPMC and NASPAA are moving Inan appopriate drction and whether mi~d

L2WWU. course corrections should be~undertaken In relieving constraints and pursuing V 
opportunities for expediting activity progress. 

4 

D. AID ST/MD Perspectives on ProJect Management 

1., Background 
Under one title or another, development of management resources in host 

countries has been aconstant theme of AID efforts since the Agency's beginnings. 
Definition of the nature of, the problem, and the majo thrust of proposed 
solutions have varied considerably over timo Inresponse to a number of factors 
both 	Internal and external to the Agency. Internal factok': Include changes Inthe 
wider 	definition of development objectives, shlits In major program emphasis, 
variations In the level of Agency meources, and changes in country and target 
group 	 emphases. External factors include a variety of political, social and 
economic changes In the host countries themselves, and not Incidentally, some 
major shifts In the state of the art In development administration, psblc 
administration, and management. 



"'4'r';h:Aeny' ealis efrtsto tackle the proble characterizedby a 
Semphasi onadinistrative rfmMjrcomponents Included the4 proposed 

wnolesale transformation~of national bureaucracies, the Introductionofweten 

Ized' civil service systems,' and establishment o( local 1Institutes ofpbi 
administration. There was also a major emphasis on foreig natona training' -'~ 

through aseries 'o programs which brought participants to' he UieStesfor 
44'th stdy programs. 'These' programs were mototn In technical areas.. 

although management or puDUGo administration courses alspay0 part~. -

._yte_ *dI90,dsluiomn-hti--pproach,-at- east_In-Its adminIstrative 
reform component, led to asubstantial cutback Inefforts. Three considerations ' 

were fundamental to this decisiona First, many of the programs had proved 
difficult, sensitive and unweildy to Implement. Second, there had been few clear 

4payoffs In term. of Improved performance. Finally, It was argued that the 
strategy of Importing westernized administrative techniques and models failed to 
take Into account differences In the cultural and social environment and so was 
doomed to failure. Inresponse to these and other considerations, the Agency In 
the early 1960s abolished Its central technical Office of Public Administration. 
By the end of the decade most field technicians Inpublic administration had gone 
as well. Anew Development Administration Division was placed InPPC, but It 
was small Insize and lacked operational or program responsibility. 

AID'# shift In the late 1960s and Into the 1970s to agreater emphasis on sectoral 
analysis and progamming had a further Impact on the management Issue. In 
1169, the office of Development Administration was relocated In the new 
Technical Assistance Bureau (TAB) where It was charge with "key problems" 

rewaah.Local action programs were also stressed and the office began to 

2 
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c-~-ollabort In this area'-withv the: Rural Development Office ,when thb4:'Itr was 

Disillusionment w~vith the In-country rform, programs did not produce comparable~ 
- -cutbacks in the area of 'training, however. The emphasis on 'he latter continued 

on severa fronts, and while the mantrs ftaiigcniudand continues i7I 

-- ,<-i-'~: ~ to be In tehia ils aaeetwas not ignored.- Important programs her~e 
inlddtoechanneled truhheUSDA/ITD (ohstcountry employees) and 

,a number of courses (eventually~housed in AID's Training Division) fort in-house 1 

___---trining. -Two -points-,should -be~made -about tra.'aing -activities -directed a~t- host 4~24Z 

country: officials, First, training tended tobe seen as a4separate-'function, n 
,that could be carried out 'with little coordination with other management 

- , development efforts. Second,: training efforts, whether, in technical areas or In 
management, v re aimed at those destined to fill the top levels of host country 
public or private, bureaucracies.' In both cases, the underlying assumption was[that a concerted effort to upgrade -humnan resources at the top-most admInistra

tive levels would InItself produce Improvements Inbureaucratic performnance and, 
output. While It can bo argued that, this assumption was borne out Insome cases, 
It.now appears that areliance on trainfng alone Is a very Inefficient and uncertain 

-way of producing these oute' Most 

-concernBy the mid-1O70s a renewed with management emerged within the 

Agency. its roots lay Inpart inadissatisfaction with past achievements and with' 
Identification of management shortcomings as a major obstacle to sector program 
goals. Asecond source of this concern arose Inchanges within the Agency itself. 
Cutbacks In field personnel forced a greater reliance on host country oqga
izations for program Implementation and at consequent procupation with the-M
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latter's adminisrtv and manaement capabilties,, Inaddition ,anewi emphasis 

onariciaton and local level development Introduced new Tcriteria for~ 
managemet effectiveness. Finaly hngsIeh state of the art in public and 

'0regards 

devlopen adinstrtin teoy, ndin aricuara new focus "on problems of ~f'2 

management, Impeetto and policy, redirected thinking, as to, how these 
Issues ouh ob prahd Evidence of. this 'renewed and redefinedcoer 

are. found In early studies and working papers leadin up to the Hall T'askFoc 

Report, of -1975 "and Policy Determination No. '69 of1977, both of which 
emphasized 'the Importance 'of; LDC' management 'devlpet The more recent 

empass-n .Insttktin,.,uidig-and -private. -ector. nltiatives--espeolaUy-as-.---

the~desirability of establishing an appropriate environment for private 

,sector development) demonstrate a continuation of this concern for upgrading' 
management capability In both the public a'nd, private sectors. 

* 2. Mlision Demand for Services 

The emphasis on management development extends far beyond AID/W. There are 
a number of Indicators of an existing and growing concern with this Issue at' the 

mission level and of resultant demand for services provided by ST/MD and other 
en;tities Evidence cited In the 1981 strateg paper on managmet development 

* 

Includes a review of FY 81 and' FY 82 projections of project starts which shows 
management Improvement efforts to be a "major area of ongoing and projected 
assistance funding." 'The paper's authors go on to note that: 4 

During the two year periodo sixty-Were projects have been proposed In
which management Improvement Iseither an area of prime focus or a
principal component. The total AID resources associated with these
projets Is$453,000,000. Thirty-four of thes projects have trainingas the major Input and over half are within the agriculture and rural
development sectors. 

12 
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In regard to services provided by ST/MD in particular, during the period of June 

1980 to June 1981, thirty-six field service requests were made by twenty-six 

missions. 

A survey of mission demand made in conjunction with the strategy paper and two 

informal cable surveys run by the Near East and Africa Bureaus provide further 

evidence of field concern with improved management as an essential determinant 

of project success and with the need for increased technical assistance to that 

end. These surveys arid other reports from the field indicate a general 

satisfaction with the quality of service so far provided and, significantly, a good 

deal on concurrence (much of it apparently spontaneously generated) with many 

of the new strategy themes. 

3. Constraints on Current Objectives 

The decision to stress management development and the mission demand for 

services met an immeoiate obstacle in the form of human resource constraints. 

As noted, earlier cuts hiad eliminated management or administration uis a sectoral 

program and with it many in-hoase staff experts. By 1980 AID hid the equivalent 

of four full-time direct-hire management specialists in the Development Support 

Bureau ,ind four others in various missions. There were none in the regional 

bureaus )ind no positions reserved for them. The sta ffing situation clerly posed 

problems for i renewed e.iphitsis on mnmiigement development. It hIa:; hind it 

major irnpict on the ohoi(e rinddesign of strntCfics subsvqu:entlv mnounted and for 

sonic of the problh is envoiunt ered. 

The per:;onnel only A hemptbility of ceritral!,,; nohorniot dntrairntho support 

serviees, but nk,o ,ontributed to problenis of voordi ntiton -mdi nforlnlt tion sharirng 



with th~efed.~ The mrany fronts on which te anageme@nt Issue Isapproached 
~pose further problems of coordination and conitinuity of efforts. Theedifiulie 

~ iareT compounded by the fact that management and maaeettrainin exist as 

components of progr'ams rather than as sectors In their own right. There 
currently seems~to be little demand to change that status adInideed the 

prevailing consensus-that managemeant-should be seen as a means rather than an 
end-argues against~any such move. It does. not, however, eliminate the 

desirability, of facilitating further. contact 'among those who appoc h 
management issue on several fronts and of providing for more systematic means 

oInformation exhag bohaog nd.btentem andc ,theioeta 

clients, the misson, regiona and support bureaus. While, as wiU be elaborated 
belowO some progiess has already been made In that direction, a good deal 
remains to be done. 

4. State of the Art In Project Management Development 

While later sections of this evaluation focus more specifically on directions taken 

and methodologies developed, the shifts in emphasis referred to above are 

summarized briefly here, as they relate specifically to AID ST/MD efforts. As 
<. noted, a part of the shift comes from state of the art changes Inthe disciplines 

of public and development administration and dissatisfaction with the 'previous 
focus on Institution and capacity building In the abstract-that Is a focus on 
macro-level changes, blue-pdnt designs and other efforts to upgrade performance 
Independent of consideration of the task at hand or the task environment. 
Criticism was also leveled at the apparent preference for a top-down approach to 
reform, both because It tended to affect only those levels and hence had a limited 
or even counterproductive Impact on total organluational performance, and 
because, Inlight of the programmatic emphasis on service delivery, local ;mpact, 



and clent Involvem~ent, It seemed to be starting at the wrongedo the problem
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prncpls ndapplied research to advane th state of, the at, It N~te 
S4 emphasizes the expansion of the, group ofIvlvd practitioners within the Untu 

States and I the ghost countriesa ndJ facililtation of knowledge exchiange and 
disemi atinong he and their poecieclients In m~issions and foreign 

governments. KCnowledge dissemination 1s clearly essential. It clients are tomake 

use of, the 'services' available but it~Isalso' seen as cucial to feurther development 

Sperformanestrategy$, 1981 trategy 

#management assistance efrswill need to, be, streamlined. and ~ u 
' rapidly disseminated due to' accelerating pressures, on resources, an~d 

pressures for Improved results. The task of testing and renping the'performance approach# thus becomes a high riority along with theapplication and dissemination of such methodlogy to ongoing -field 

C. ST/MD Support to and Management of Project 0096 
This project (931-0096, Project Management Effectiveness) was Initiated In 1976 
In response to the renew ,id concern with host country management performance 
as an obstacle to project success. It was one of a variety of such efforts " 

undertaken throughout the Agency, but unlike the others, It began with the " 

potential for a more comprehensive focus (i.e. not limited to a specific region, 

sector or project). It also offered the potential for resolving two problems 
confronting these activities: the shortage of direct hire experts Inmanagement 
and the lack of coordination of efforts and Information among the ongoing 
programs. Thus 'from the start, and Increasingly over time, the objective of the 
project was not only to help ririolve Immediately idntifiable management 
problems but to generate, collect, build on and disseminate knowedge and'' 
experience for the benefit of future efforts. 



Given these addltiona4 objectives It comie'sa osrrs that the projects course~ 
hKtas~been an evolutionary one. Th~e earlier experience and lessons learned hiave~ 

prdue changes In structure, strategies, and tactics.The current projetIs a 
revised extension of the initial.Projoot Management Applications in effect from ' 

FY 78 to FY 78. Both the original and currunt versions aimed at the general 

objective of management Improvmn and both weemnioe by, the Offifee of 
Muliseto'alDevelopment (fIrst .as DSB/RAD/DA, then DS/RAD andy S&T/RADs, 

and now ST/MD/DA). Both versions were funded through 'a core budget and ~ 

through mission add-on; for field consultancies, The Initial project,, Project 
Manage-nent Applications, emphasized two'lines of attack~: the development of ~~;; 

regional management institutions and assistance to host country programs. For 
the latter, the snain vehicle was the RSSA-supported Development Project 
Management Center (DPMC) established InUSDA/OICD InApril 1976. Support of 
regional management and training Institutions was' realized through a series of 
grants some of which predated the project. 

When the project was extended In 1978 and FY 79 to FY 83, both Its 
organizational components and specific objectives underwent some revision, While 
RAD maintained Its central role Inmanaging the provision of services, the latter 
were now channeled tough two participating Institutions, DPMC (under a PASA) 
and the National Association of Schools of Public Affairs and Administration 
(HASPAA-through a cooperative agreement). 'lb management training Institute 
component of the Initial projet was incorporated as one of NASPAA's 
responsibilities although with a somewhat more open-ended set of objectives 
i-eoas one possible chutnnl for training activities and also asa focus of networking 
efforts. 



Provisioun for funding thr~ough a core bu~dget and mission addons remained as 

before, but the lines of action Included under the project were~more specifically K; 

defined and equiitably divided among three principal areas: field support, applied 
research, and professional exchange and development. i realizing these 
activities, both cooperating< agencies were expected- to develop and utilie a;§i: 

network of support and research personnel Who~could provide Immediate 1 

assistance to aid projects while helping tdevelop more general change 

strategies. 

The speiffio resources and orientations, brought to the project by DPMC and 

NA5PAA resulted Insome, differences In the precise responsibUities assigned to 
each. DPMC's activities were to emphasize "projec t management training and 
administrative systems." Its Immediate professional network was composed of 
trainer-consultants skilled In these areas. NASPAA, with Its university aftil
latlons, focused Its networking activities and draw Its field staff from members 
of these Institutions. Its assumption of the responsibility for strengthenIng the 
capacity of management education and training Institutions, and for developing 
training materials also arose from these professional linkcages. Aside froir, these 
relatively minor differences the agreements with each agency fundamentally 
stressed the same types of output: 

- Direct minsion support In the form of short term consulting inter 
ventions 

Applied research 

go" Expert network formation and the development of a specalist 
consultant roster 

-W State of the art papers 

- Information dissemination, Including the former, as weli as other 
publications, workshops, seminars, etc. 



Proectmangemen~t responsibilities have been and conftinue to belodged I 
tST/MD9 Since that maenageme~nt covors coordination of the activities of botli~ 
NASPAA and DPMQ, a brief summary of that OffiCe'3 responi billtIe3 In the 
-PMEP project. -Is In order. >« 

-

I. BVIID hasov:al responsibility for development of the projectresources,, 
bh f f auisiio f c petn stflfl and for, 

developing Agency backing and -funding for their work. A~ 

< ,resources, 

2. ST/MD also bears major responuibility for drcinof the use of these 

as to purpose, quality and scope. This, requires decisions 
regarding -use -of the Iniplementor's time and staff for rsuc n 

development work vis-a-vis ficld service, Including decisions as to whether 
to respond to targets of opportunity and spontaneous field requests, rather 
than promoting a deliberately planned strategy of (1.1d service. -Tits 

Includes both vetting applied research products and directing responses to 
field needs and Initiatives, 

1 

L 

3. ST/MD also has responsibility for providing guidance and support to 

operational development administration programs -managed by7 regional

bureaus and USAID Missions to help guide development of project strategy 
responsive to Agency needs. (Thus responsibilities are exercised collabor
atively.) Either ST/MD or the Implementing organization may exercise-

Initiative In meeting some of these responsibilities but, because of Its 
ultimate oversight responsibility, - T/MD must participate and approve
where It does not initiate. 

-

-
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ADPMQ 

1. Overview at Staff and Activity Development' j." 

'~DPMC Is a unit in the Office of International Cooperation and Development 
within the USDA., It was established with fundIng from HAD Inlate 1976,, for the 
primary purpose of undertaking applied research and providing short and long term 
field service to AID mnissionufor Improving project ~management. In the early 

r years of Its operation attention was focused on provision of short-terms 
r-~~ consultancies, organization of a document center for4 dtssomination of training 

*-mtrias . o7h -Wol -Itiu Ions, -ad-spot o- ngmln-er 

Improvement project In Jamaica (1976-79). Expansion of these, activities was 
somewhat constrained by Its limited staff, which until 1981, consisted of no more 
and sometimes lIss than two professionals, and by the fact that as a new 
organization, considerable energy had to be devoted'to establishing, Its visibilIty 
and credibility with missions and AID/Washington staff. Inseveral casm where. , 

long term field service opportunities did arise, staff turnover or fluctuating 
political and economic conditions in the field served to out short DPMC,. 
involvement In these efforts. 

DPMC began to come more Into Its own in early 1981 when It acquired two 
additional professional staff, thus making a cor total of four professionals. This 
gave the DPMC the kind of critical mean which It never had before. As a 
consequence It Isreaching a take-off point wherN field service activities, both of 
short and long term character, are attaining a level of scale sufficient for 
providing DPMC with the kind of learning and applied research opportunities 
originally envisaged by RAE) In Its support for activities In this area. 



P -0 

The rapid Inres lnDPN Qshr an~*d longer term QlX5ultanole Is1reflecd In 

the fac that DPM9 a ile fifty technical isactem.Treh bn 

lontem oncentratioon three USAID projects,~ Some other consultancies have 
enaie th sino to mission cotat of fome DPMQ consultants. 

Approxim l 'four-fifths of DPM C's: operating budget Is-now derived from 
misnion funded services. Inthe past year andashalf all field service was fundo 

bAID miin.Prior tothat tecentral poetfunded str-pactivities, 
Thi, gowt,fildservice to highlight the need for examining futureI serves 

7staff*needs. Further discussion of this Issue and related topics concerning the 
7future direction of DPMQ growth will be discussed In the-final section of this 

2. Applied Research 

Methodologies for Project Management 

The ST/RAD "Management Development Strategy Paper," 1981t takes the position, 

that the. " greatest short-term gains InLDC management development are to 

be made by concerted application of known and prlven management development -

technologies rather than heavy expenditures for more knowledge-building and R 

and D)efforts." DPMC -priorities -reflect thul concern as relatively little of Its
attention Isbeing devoted to breaking new ground in the development of project 

-. 

management methodologies. Rather, Its major focus has been on design and 

application of Intervention or process methodologies -for transfer, -adaptation 

and absorption of management lechnologles within existing organizational con

tets The emphasis on process or Intervention methodology Issignificant, since 

the record Indicates approaches which attempt to a single

-~~ - - -the 

-that -introducow 

management model or fined technology In a client organization- - - - -prede -have 

frequently counterproductive because of Inattention to significant var-- - -- -proven 



IabII~t10In4letned n goals. Emphasis o n thdevelopment of Ineventio 

~methiodologies Ispredicated on thle fact, that locaatanipecItIa variabilite15with~ 
~respec o culure golsan tsk are such~ that processes mWust be sot In'motion : 

which allow for~ tailoring management technologies to meet thes..codtos 

- I ugltto 
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en~tied "Managemen Development Strategy Pap' r, AID13 Responsq to the 
Implementation~ nee of th 1980'3," unef 1981. 

T~~lhe Initial 1975 statement articulated a trainting process which seeks to Im~prove 
project management.' InJamaica this approach was appled 'In conjunioIn with Y
design of-a national system for project Identification, planning and approval. In 

effect, the Jamaican experience witnessed the evolution of the "action training"
 
approach from one'of Identifying project management as the target of change, to,;~"
 
one Including a concern for changing 'organizational systems and behavior In~
 
conformance with Improved processes for project development. 

noheeience accumulated by cmpletion ofthe Jmaow pr ject (in1979) and' , 
the addition to the core staff of, two seasoned professionals has put DPM4C *ina 

pition of being able to more fully articulate, from both a conceptual and 
experimental perspective, an Intervention methodology which underlies Its 
approach to management Improvement. 'Me distinctive characteristics of this 

.* 	 methodology, commonly referred to as a "performance approach to management 
development," or "performance management," perhaps can best be olarifled and 
conveyed through the polarities outlined below. 

-Multi-level Interventions 

Ite DPMC approach seeas to Involve both executive level, middle 
management and project level staff Inashared commitment to menagement 

Improvement. 7be superimposition of a more top-diown approach for 
Improved management performance --, oschewed because of an anticipated 
lack of support and sustainability at lower levels In the administrative 

hierarchy. 
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Informal and formal structure 

with the Intent of stimiulating change from within as well a3 directly 

choanging eisting structural cosrans Stutrl'osransaentse 

as an obstacle to change Ifan opportuiyestfoenangraizinl 

priia iIn a process of self-uintiated change. <1 

~< 
Groupd Idvda chanire 
Group norms are viewed as. a ma*o determinant .f managmen 

:.1s 

andr 

~T aiI~itrath -ibevg'-d tIerefore, the prac seks towInvolve 
prjetgrupo tmsI a prcu'fsloele hnrtwta 

focusing on changng Individual behavior Independent, of a larger soia 

~jj.sense, 

:- -. 

Orocess and-output 

Achieving results, Ie., Improvement Inmanagmeant performance, Isdomtv 
related to the manner or proem by which such results are achieved. It bs 

*assumed that target group participation Indefining and guiding the change 

process Will serve to geneate rapid and sustained Improvement. In this 
an emphasis on Improved Management output should not take 

precedence over the manner Inwhich such achievemeto awe attaineod. 

' 

C~5C 

~7~I7-. -. 

Performance andcawait 

Engaging participants Insktill application opportunities and prcblemmeovIng 
Plocwse within the actual jo contexct, and tworey aevetapng espmus 
In the proces of tac performanc, Isacosdeed ore effective then 
developing capacities independent of actual job situations. capacty 



buidin aoneprovlC3 o romsethat now skills wIU be translated Into r 

-- 'Accelerated learning 

f:~<'~ , Participants In management improvement are guided through a structured 

and Itelescoped procan ofLlearning In which they seek agreement on a 
number ofnei managemnt functions. The pace and direction of this 

acivt 16 no lf:t random. or Indeterminate evolution o ru 

Action tu"OK 

Trasining Isnot undertaken as an activity Independent of actual management 
and Implementing conditions. Rather, project management teams are 
engage Ina procs of Identifying existing needs, and then prod to 

develop akIlis by addressing actual oiioing problems andor projects within 
the organivAtlon, ki brief, project managers acquire new capaities In 

actual managemont actiofs through a taskcoriented medium addressing 
management and project conditi within the organisatlon. 

The above ocets capture Inrelatively simplified form the major eleme Ints of 
the DPNC approach to improvin project management. Important differences do 
ditlag&bi the DPMC effort from approaches utilise,' by other management 
tralnWs/mwltants. The DPMC staff Nas developed thi methodology through an 
Inductive aW deductive synthihiung of hesights from a wide range of disciplines, 
ftawing W~on [eMons learneod from Its field servic experiene. 

cUal practie theIn M DPMC intervetion methodology includes efipsing an 



XI 

;rganization~ In a series Intensive and consultations 

wihthey seek to Involve participants hIndrsigIetfe generic functions, 

~with subsequent collaboration In the diagnosis of current organizational manage-) 

o of workshops follow-on In 

.44ment problems and follow-on actions In the- design and implemnutation of newV~ii 
moe'L-Iprvn project effectiveness, The full application of this 

metodoogyis4 deally unmdertaken In more long-term consultative staina 

opposed to its mreHmIted use under time-cns trained conditions. Unerloge 

time 'conditions, DPMC can focus. on a wider range ofconcerns Including the 

Introduction of entirely new management and Implementation systenms. The 

Thailand, Portugal and the Sahel region reveal In greater detail the manner In 
which DPMC seeks to Improve project management in a context of a long-term 

field service endeavor. 

Training Methodology for Trainers and Consultants . 

Following on the training of Jamaican trainers/consultants In the Jamaica 

management Improvement project DPMC recently has begun to focus sustained 

attention on Issues concerning the training of trainers/consul tan ts. Such attention 

Is warranted as the performance management approach depends upon sustaining 
management Improvements through training Indigenous trainers/consultants to 

carry on the process of organizational change after DPMC consultants depart. 

Therefore, the role of the Indigenous trainers/consultants and ways by which their 

contributions to management Improvement can be maximized will need to remain 

as major components of DPMC applied research agenda. 

Inaddition to the training of host country trainers/consultants, DPMC Isbeginning 

to devote attention to the training of expatriate trainer/consultant cadres. A 



projected DPMO activitly for' FY 1982 Includes organization of two workshops; 

one sponsored by~DPMC to Improve the skills of consultant cadres, and' another ~ 

sponsored jointly by DPMO and NABPAA to epoethe effectiveness at different ~ 

.~ 21 consultant Intervention strategies for management Improvem~ent. ~,7 

A'Finally, DPMO Is,seeking to draw lessons from its short-term consultancy 
A "experience In ,order~ to Improve the effectiveness of expatriate vconsultant temsu~>~> 

who undertake such assignments. Initial attention Isbeing devoted to the conduct 
of Intensive two to five day pre-departure sessions whereby DPMC staff Assists 

~7171'.: consultant tfeamfs in' iifffing' how the terms of reference-fo thir asignment 

relate to broader project or program objectives, and the, extent to which client c" 

perceptions may diverge from or reflect a wider set of Issues from those 

contained In the prescribed scope of work. These sessions are also designed to 
A engage teams In a process whereby they can more precisely formulate the 

objectives and strategies they will pursue In the assignment. This effort Includes 
* the design of a work plan which Involves team agreement on Individual member 

4 assignments and the process by which the team will review and evaluate Its work. 

The contribution of these pre-departure sessions in building a common frame of 
reference and understanding Isparticularly important In tOs situations where 

team members represent diverse technical and disciplinary specializations, and 
where the work assignment Includes a difficult and complex task environment. A 
properly structured presdeparture orientation can greatly enhance team senitiv
itY and awareness of the kinds of Issues which will need to be prepared for In 
undertaking Its work. 
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3.~~4FildSrvc 

.DPMC has undertaken fifty short-term field consultancies In twenty-one coun-

Y> tries. A list. of these conslace since 1980 is shown In Table 1. One of these 

efforts, the technical asitne supplied to USAID/Kenya, and four longer term 

field serice efotswr reiee by the evaluation :cmmteewth Regional 

Bureau personnel who hay. monitored the work. A brief comment4 on' the Kenya 

wokwill serve to IllustraegnrlIpesos 

Kenya Agricultural Systems Supeort Project I', 

oqct-the -USAID/Kenya-MissIon -DPM C-organized -a--fIve manteamn 

2which worked, In Kenya over a five week period (February-March, 1982) to " 
evaluate the Kenya Agricultural Systems Support Project.1 A 95-page draft 

evaluation report was completed In March and is presently being reviewed by 

USAID/Kenya, AI/W the GOKC and project' contractrs. Both the Mission and 

APR/DR believe the team was a strong one and the evaluation well done, and 

support DPMC findings. 

'4'- Long-term field service 

Jamaica 

- .In 1976, a DPMC consultant began a four year AID funded field assignment In 

Jamaica to assist the aoJ In the planning and conduct of development projects 

with the Intention of Increasing the flow of development capital from Inter

national donor agencies and, Ingeneral, to Improve capital utilization from both 

Internal and external sources. 'he basic focus of this effort Involved an Intensive 

use of .the DPMC action-training and performance management approaches In 

training Jamaican officials, and InImproving UOJ systems for project design and 
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approval,5 
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Inearly 1981 a DPMC consultantserved as amme famngmn emsn 

to',th W~eio short-term sigmn for th u~eof~formnulating a set o~f 

strategies and Implementation procedures Ini addressing majoeficienies Inhiost-~ 
country financial management at the AID sponsored Sahel Developme ,nt Program. ~ 

As a consequence of this activity DPMC undertookc some Immediate onite 
activities to assist In Improving host-co'untry financial accuntng It Is now 
undertaking the design of.a second and larger foliownon effort Involvifg the use 
of financial accoutingf Instruments for Improving project Implementation- and 
management performanc..e 

In the first activity, which addressed the Ort-term need for bringing about 
immedate Improvements In financial accountings DPMC helped design an 
accounting system along with an applications manual and training materials for 
use Intraining host country accountants to use the system. DPMC has pretested 
the manual and training materials and aserie of orientations and workshops are 
being orgnized In the Sahel, whereby the proposed accounting system will be 
adapted to host..oountry nee&e DPMC Isassisting Inmpgnhftn thes activities 
Ina maimr consistent with Its emphasis on action training and performance 
managemento' Thus, host country project managers, adiitmos an aco 

tents mre Idmntifying teir accounting needs and are participating In a proem of 
tailoring proposed now systems to address these uneeds through aplcations In 
actual project activiies 

The secn activity will be a more long-term effort, with DPMC functioning a 
a contractor and providng general direction over thoe activities undertaken by 
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It as wlIasreated su -nrto.Thfcu of this endeavor will be to use 

financial accounting to Imnprove project management,- with finanicial data being 

utilled to monitor and evaluate th@ progression of ,project activities. The Sahel 

<'1financial management effort constitutes a major opportunity for DPMO "to 

Improve management practices wtian eight country region. It will also 

provide a challenging testing ground for refining and developing Its methodology 
and approach to project management Improvement. As of this date, DPMC has 

received very positive feedback about Its -contribution to the Sahel effort from 
both host-country part.Apants USAIDIMREDSO 'and AIDIW. 

DPMC Is providing the public management development component of the 
Portugal Program for Agricultural Production (PAP). This project, begun In FY 

1961o has as Its major thrust Increasing the limestone and agricultural output of 

Portugal. Another sttdobjective Isto providv public management development 
for Involved Institutions (basically the Ministry of Agriculture). The project has 

L2 ' 2'4' U>' 4*[approximately U.S. $200 million of funding Including host country and PL.480 
contributions and a direct AID grant of U.S. $10 millon. nhe diret AID money 

is designed primarily to employ U.S. consultants for agricultural, technology and 
Institution building. 

The PAP Isbeing coordinated by USDA under a PASA agreement. DPMC, as the 
USDA In-house Institution-bxuding agency, was brought Into the project from the 
beginning as the public management consultant. The DPMC role Isto provide 

projet management training for the Ministry of Agriculture with significant 
effort being aimed toward diverse regional offices. Three workshops were held 
during the summer of 1001 to Introduce project Implementation concepts and 
team processes to 30 regional planners from various regional offices. These 

>< 

' 
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wokhpswere also used~ to dibcern the needs of mnagmn~g t,h An ongoing 
functio hich DPMC has assumed is Imnproving communication within the~ 

Ministry of Agriculture by being a liaison between the national and regional 

offices, a contribution which the AID country desk feels IsImportant .and useful. 
Finally$ DPMC Is seeking to Introduce management, tools Into the Ministry 

planning and Implementation process for agricultural projects. 
ji:':
 

ed DPortugl. beseot AI 
atdthsDe prsaff idthedat ad tperfotranne tha bieetlgonAtroet 
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-,conducte .... 19,,;+t+ Ion -was+++ -In lebrary 8 2....+and though _doumn has +?+ 
agricultural output goals of the project, rather than providing a wide range of 

management training for the Ministry. Apparently the evaluation team Is 
* concerned that the DPMC's efforts may be dissipated If not focused more 

- - -. carefully. Thus DPMC's management training In this project will serve as a pilot
been rleasedyet, i willcal..fr.a.moe.focued.efor..bythe...C. Thfor the Ministry of Agriculture. If this work Issuccessful the potential exists for 

broadening the training to the entire Ministry. The GlOP has given Its approval 
to the management development approach. The DPMC role Isplanned for the 

du-ration of the project, which has about four more years to go. 

Thailand 
Inthe Fall of 1981 two DPNIC consultants on short-term asignment worked with 

the AID T1hailand mission and RTO officials in the design of a project 
management Information system (PMIS) for applicaton to the mission project 

portfolio. This activity Isto be followed by a one year assignment (in1082) of 
ont; DPMC consultant to assist the mission and counterpart RTO agencies In 

+++i~,+i+i++,++++++'+ + p- ; ,,, ?+ + t+++i;i +? ++ +++++++++!
:+++p -pm.i~m 
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adapting and utilizing the PMIS. The introduction of the PMI is proisd on'to 

assumption that an effective reporting systOm should be built around realistic and 

detailed project im~plementation plans. Thus the PMIS i3linked to formulation of 
sound prjc mleetto planso with Implementation -milestones. and Indi-

I~ 

cators cosiuigthe baselinesfoprjcmnirng 

_____documentation,_ 

-- -- -. 

Once established as acomponent of mission procedures. MIS w Obeuiizdt 

bridge the often encountered gap between the completion of project papers (PP) 

and project Imlmnainatos While not specified In the project 

this presumabl mplies -that RTO taswould be formed to 

undertake preImplementation activities (the documentation does Include 

recommendation that PIDS funds be authorized to support such an activity) In 

order to Identify major Implementation constraints and requirements, with the 

project teams then working with the mission Indesigning feasible Implementation 

plans. In effect, therefore, the transition from PID to PP to actual project 

Implementation would become a more Integrated proems with RTO project teams 

acquiring early project Initiative and understanding of what needs to be done In 

moving ahead without delay In project start-up directly after PP approval. -

4 

noe PMIS methodology has been successfully tested In two minsion projects and 

-this has served to -generate -optimism about Its eventual offeotivenees when 

scaled-up to meet alarger set of needs Mwh evolution of this proem bears close,
study. For If DPMC can overcome the general organizational Inertia and 

structural constraints which Inhibit the sustained use of project reorting systems, 

the lessons learned from this effort can be applied for more generalized adoption 

by other missions and thereby shift attention from an overemphasis on project 
design to a more balanced Integration of design and -Implementation unoilom 

-
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early on Inthe 	projec development procels. 

4.Profesionial 	Exchanie_____________________ 

An"w 	 acivt DPMC concerns theexchange ofImotn for and dissemination 
Ideas within management and development administration disciplines. 71:11s 

activity Incudes the regular Issuing of a' literature review, entitled"PQ 
Update," for presentation Inseminaru/confereices/workshop sessionls.~The "DPMP 

Update" is'a'small four-page document which briel rves n~ew publications in 
i ~ ~ 	 the applied management area. This Isa valuable document similar Ifomtto 

the the "Pasitam" notes which'has enjyed such wide use within the development > 

-administrition profession. A list of DPMC~ publications Ispresented in Tab1le 2 

DPMC has been active Inprofessional meetings and Inearly 1981 sponsoredi Its 

own workshop on "Evoling Techooge frPo t Management Improvement," 
which Involved the participation of management development specialists active In 

4 Third World nations* 

5. Conclusions 

Until recently DPMC was limited to a cor staff of two profesionals and 

therefore It has bee u difolor It to udetak a witUagigan ftatia 

field and applied research effort. It completed one long-term activity InJamaica 

- In addition to a number of short-term field service conultancius. DPMO has 

sought to further develop Its methodological Interests through these endeavors. 

With the acquisition of two additional core staff members DPMC rapidly Initiated 
a number of long-term field opportunities, and these should serve to greatly 
strengthen Its field service and applied research portfolio. 



~Therecrd Indicates tht DPMIC has provided high quality short-term evcsI 

meting mission needs, The Jiamaican exeiec constitutet heonly :long-term 
~field endeavor completed by DPMC. It received high marks from the Misin 

> ~ The Jamaica project served as a major Impetus for further refinement of th 

QPC"performance management," methodology, and this approach Isnow being 

applied with consistency Inevolving a set of long-term field efforts. In,this 

sense, DPMC should be credited with the fact that Its concern for testing and 

refining methodology remains at the center of Its activity profile. It should be 
stressed, however, that the performance management approach to management 

< > 

_____ Improvement,_and particularly 'the Intervention methodology, now employed by, 

DPMO, are still very much Inthe formative stage of development. Its application 
InJamaica appears to have yielded positive results, although the Impact of the 

project through its training cum project development thrust, has not been studied, 

nor has the effectiveness and viability of the unit left behind when the 

consultanits left been examined. The current application of the performance 

management methodology In Portugal, Thailand and the Sahel should reveal how 

much of the JamaicanuderIved methodology can be replicated In other cultural 

and Institutional contexts. These current activities should also Illustrate the 

length of time and resources required Inorder to achieve sustained management 

Improvements. 

It can be expected that the performance management approach will undergo a 

considerable range of change, reorientation ..nd refinement as the Thailand, 

Portugal and SAWe efforts evolve over the next several years. The challenge for 

DPMC will be to remain sensitive to the complex nature of these ountry 

engagements In order that It can adapt Its practices, make mid-course 

corrections, and capture lessons learned as It assesses and reflects on what It Is 



aQ00 Dli~hlflt. A u br. of recommendations In the final section of this 
evaluatiot; are offered wyhich relate tr rnigamore toued effr on 

ethdolgicl esthroughexp ditng a van an Integrated applied research and 
field servioce agenda,.3 

Insummary, for what DPMC ha and Isaccomplishing It deserves high marks. An 
Important question looms, ho~eVere In making -Judgments 3of this kind without 
some trame of. reference of a longer term development design for DPMO as. a 
service.and resarch oraiatos +++1 

1k++j' 11Inbrief, past and current DPMC Involvement$ 
can be positively evaluated as discrete activities, but Inthe absence, of a long
term organiztona and programmatic planIt Isdifficult to determine whethe~r 
the past, and Importantly the current portfolio, represents an appropriate and 
judicious use of Its limited resources. 'Me following setion on future directions 
seeks to address this Issue and a related set of factors concerning mioue 
changes Inthe definition of applied research and the nature of the DPMC's future 
growth an relationship to USDA. 

Preliminary--Conclusionsand Recommenatlons: DPMC 

1. Long-term PlannipC 
It would seem Imperative at this point In the organizational evolution of the 
DPMC that design of a long-term development plan for DPMC propams OWd33 3+ - + +++,-'c--3 3 --attendant• staff and- facility- needs should immediately piroceed Inthe.early yars 
of DPMC activity amore focused long-term view was not particularly warranted, 
as aconsiderable amount of time was devoted to cultivating mission demand for 
DPMC services. DPMC has now passe beyond this threshold; It Isourretly 
responding to a level of Incresed demand which will son begen aceedin Its 
present capacity to servic short and longer term field requets. The etent to 



whch P Iwlnedt exriea r04t4 Or 0 I310tIVItY Oiver what i 

excludes or Includes In~ Its activity portfolio will depend upon what' Isenvisaged 
for this organization In the longer-run development of Its service andy research 

agenda'$ Should. DPMC remain at current levels of staffing with, the Implication 

4.1of a "nolrowth" scenarioin, future programmring? Should certain priorities be 
downgraded Inallowing for the upgrading of others? Should there be,&general 
expansion of DPMC programs and staff Inresponse to Increased mission demand 
for"sort and longer term services? Avoiding any of thes choices by maintainng 

Kr current staffing levels, yet trying to respond to Increased demand through DPMO 4 

su*coptraotor, Isnot a viable alternative, as; a corrspoding growth InDPMC 

staff and management capacity would be needed in maintaining quality control 
over' vub-ootraotlng services. 

DPMQ has reached a take-off point with no clear Indication of what the 
destination point will be. Inorder to avoid a randomized and improvised program 
response, which would only serve to dissipate Its resoes Inamix of unrelated 
engagements, discussion should now begin In order to sort out priorities with 
respet to where DPMC wants to be Infive years from now. Thes discussions 

will need to focus particular attention on how DPMC will aillocate Its resources 
vW-a-vis short and longer term field engagements and how these activities will be 
related to Its applied reearich effort. 

Deciskins and plans about program development Involve an attendant range of 
issue with respect to staff. facilities and budgetary resources. The following 
oomments ane directed at some of these ooxnso 



TheI)MC urently ha Ipoesonlsafflln emnntpstos-,oo 

whereas the ohrtorecent professional appointments are In tornpori.y 
positions. Inbrief, half of Its professional staff are subject toa netanftr 

with respect to further career idevelopment and security. It Isrecommended that 
MD should begin Immediate discussion with USDA to help clarify prosects and 
conditions for securing permanent positions for the temporary staff,'or determine 
the extent to which existing arrangements can be desge opoie ogrtr 

certainty and support for the temporary staff. Without assurances of oger-term 
staff Involvement, there, Isa very real danger that one or more of the current 
- taff will leave. ThIs would.....sIet a ser Ious setback for DPMC. The 
prospects of staff ationudrheecircumstance a r hta S Dsol 

at now in seeking to avert such a pousibilltye If USDA cannt Provide t 
.44 longer-erm conditions required for sustaining current staff levels, serious 

consideration should be given to placing DPMC under the auspilefs of anothe 

umbrella agency or establishing It as an Independent non-Wofnt corporation. The 
most desirable option would be to keep DPMC within the USDA structure. 

Discussons between ST/MD and USDA on staffing issues should also Include 
future needs or objectives for the Increase of DPMC staff poet"Itom The current 
professional and administrative staff are nperating under a maarLIwm uwvk load, 
and It can be anticipated that further demand for their servicei vill P=n be 
forthcoming. T1he question emerges as to what Is intended with respect to how 
DPMC should cope with an increased work flow. For Instance, how are demand 

for field service to be balanced off against staff time for unraking applied 
research? The current rate of growth foe DPMC services would sugget that an 4 

Increase of core staff from the current four position to a total of six to *eght 



pouitios will soo need to take place, Inorder to support arobust and well
 
Integated laid ervice/applip4 research agenda.1
 

'The physical facilities for" DPMC'a home office are woefully Inadequate.; Staff
 
members ae' ustered In partially pattoe cubicles whicn are not only
 

-exposed to the nois and distractions ofonoin tranastions conducted within i"> 
each office, but also to the clerical workcondcted by suport stc'f adacntt 

thoflwTh, otlwork environment Isno conducive to =We thnkn
 
adIt Isatribute to the DPMC staff th.at the 
 ___rmlnd-o _____tvsuner---..-

such trying c"nUtons, ?here Isalso a very small meeting moom, which Isagain Y -, 

full em4 to surrudn noise and thafore not suitable for the conduct of 
ay mPmAW a eneao Involvng more than four orfive pepe This omiue 

£ evere constraint. given DPMO'S effort'to conduct training and orientation -/ 

sessions for axwultant team and tanee groups. Finally, the space available for 
eay shelving ad acese to DPMC' oqwpndin materials collection Is grossly 
Insufficient. 

ft Is recommended that STW w & Imedat neiations.. witSAt 

Improve DPM4C office failties At a minmum the following thre needs shoud 

StM new for asot Acesible A fuy private meetigro
 
sufficint Inese for too to twelve -pople
 

3) Ubneedf(or amoetng room for kWgsgroup to beavalable on 

OPNIC re4pseto
 

4 
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DPMC Eoarned nrearly $60, 000 Inoverhead tees during the past year. Little Ifan 
of this was returned In cash or In kind for facility* Improveeto rga 
support., It Is recommended that ST/MD egeInimdaeisuioswith. 
USDAon a formnula whereby some of the overhead fee4 .could be retained for 

DPMC purposes, 
-'~ ;~:~ 

for2.. geen and Imp~jmntation improyvqhi--ere utiized-

44the 

- -Jamaica, 

. .--

* **,' 

.* 

and are now being applied on an In-depth scale InPortugal, Thailand and 
Sahel region. The methodology Is therefore not untested, but neither IsIt a 

proven procedure for undertaking effective organizational change. DPMC staff 
recognize that there Is a need to further refine and adapt Its approach In 
different country contexts. The Thailand, Portugal and Sahel region projects 
should provide a rich, ongoing harvest of Insights and1 lessons about how to engage 

host country organizations Ina process of management Improvement, and the 
various ways different Intervention strategies succeed or fail Inachieving this 
end. In essence, these three long term field projects should constitute the 
primary and major basis for DPMC's applied research agenda. In this Instance, 
applied research Is taken to mean acontinuous recording and assessment of those 
efforts wherein DPMC iieeics to apply Its strategy and methodologies for 
management improvemont. Inbrief, applied research Is"research on application," 
I.e. an ongoing effort to capture what Is being learned from a ield-based 
endeavor. 

Most development assistance efforts are not designed with a built-in mechanism 



frlearning~about what approaches are wokn r o oking inachievin the 
IntededoutomesThs eplais wy I mot Intanes here13 geera 

absence of doeumente~tion which explains the progression or events, Issues and; <>' 

.. problems punctuating the life ot a project, effort. Frequently, Iall that Is kn~own 
Isthat aproject started at point Aand ended at point Z,with little evidence of 
what transpired Inbetween. This Information gap occurs 'either because project 

'['i<'' designer and Implementors; were certain that: their approach would work, and, "' 

therefore documentation was not desired, and/or because few resources Were 
available to support an. Intensive process of self-monitoring and evaluation.o 

The distinctive feature of ST/MD's long-term support for the DPMC Is that It 
derives from an effort to cultivate a learning environment where sufficient 

resources are available for assessing and analyzing the effectiveness of Inter
vention processes for project management Improvement. For this reason the 
Thailand, Sahel and Portugal projects should constitute the major priorities for 

the DPMC applied research agenda. Sufficient manpower and resources should be 
devoted to documenting and analyzing the progression of events Inthes projects 
to account for variable degrees of success or failure Inproject outcomes& The 
substance of these three projects Involve complex and difficult Issues and there 

Isno guarantee of success In any of the DPMC endeavors. It would seem 
appropriate therefore to start with a measurable baseline of where host country 

organizations are now, and proceed to record the pattern of events therefter, 
even for several years beyond the life-of-projeot, Inorder to adequately measure 
the Intangibles of management Improvement or lack thereof. 

Continuous, reporting and assessment is the key to a vital learing experfence. 
Thus It Is recommended that quarterly or biannual assessment reports, richly 
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contextual in their content, should be prepared for each of the Sahel, Thailand, 

ard Portugal projects. Suen reporting could serve greatly to expand DPMC 

visibility and foster the sharing of these learning experiences with a wide 

professional audience. In this respect, it would seem appropriate for DPMC to 

approach these leairning opportunities in a manner which puts them in the same 

category ns the highly visible Comilla project in Pakistan, the Vicos experience 

in Latin America, the Gal Oya effort underway in Sri Lanka, and the NIA 

irrigation project in the Philippines. 

Moving the Thainhid, Portugal and Sahel projects to the forefront of the DPMC 

long-term applied research agenda would not only constitute t1 ,- basis of a rich 

leirning experience, but it would nlso serve to more fully elu,:idate the DPMC 

lippronch to projeot 11|infitgenllt improvement. There is t definite need for some 

brief und uminitod publienton which ehirly ,lplls out in sle terms what the 

DPM i dolor;y eintral msumptions behind the approaich, nd how itmeth is, the 

is hing atpplhed in diffutrerit countries. 



B. National Association of Soolsof Public Affra Admitration 

(NASPAA) ~
1.Overview - ', 1 

NABPAA18 participation InProject 0098 began In: 1970 'aspart of thei revision and 
extension of the Initial project. It was Incorporated via a cooperative agreement 
with then DS/RAD (now ST/MD), running through 1083. 'The precise definition of

tII 

1<

N~APAA's responsibilities under the agreement, has taken various forms, but It 

generally conincides with those outlined In the revised cooperative agreement 
(dated 5/15/7 9). Here four types of activities ame stipulated. as follows: 

_____ CountryDevelopment-programs:-direct~ -consultancies--with-te----~ 
missions for the purpose of elaborating and Incorporating 
methods of management training Into aoutry dvelopment 
programs. 

* .and 

- Applied Research: with an emphasis on institutional capablties 
management training. One output win be knowledge 

generation and dissmination Inthe form of reports and state of 
the art papers. 

- Methods and Materials: for use by LDC's within and outside of 
formal training Institute&. 

Rcsters and Professional Exchne 
and ASPA's mmberInstitutions* 

wihaemasso D 

I!,.i . IIIli 

To date NA8PAA's activities under the project fall Into two stage. noTh filst 
(lasting alittl over ayear) Involved a number of start-up activities Including the 
creation of a roster file and the establishment of procedures for handling field 

r~usts I seon step rughl two years) has entailed a wider range of 
operational activities In line with those outlined In the agrement. This second 
stage has been frankly experimental; NASPAA has been loss selective about Its 
undertakings than It Is likely to be In the future. However, It Is felt thaot thiS 
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wide range of activities was necessary to establish project vIialt andvsbility. 

Z.7NASPAA now enlters what it-definells 
.on a narrower range of "selected areas of concern" where It feols It can beo most 

A. 	 a,third stage It will focus Its activities 

To date tIASPAA's permanent staff has been limited to one full time professional 
InWashingrton and one in the field (the latter added In1981). Asecond full time 
professional was added to Wb Washington office as of January 19S2'another 
professionlwill be added toIts ovemas staff InPapternber 1982. An envisioned 
expansion of oveas" assignrnens-to fou p"rQW-poyeyevntuly "re 

additiona backup In Washington. ve the short run the Washington staff will 
be augmented by aseria of paiate student intern servin on a three to four 
month basis. 

L. Accomplishments to Date 
Before reviewing tfASPAAa accomplishments, It shkuld be noted that It Is 
difficult to separate them into a discrete nuber of mutually exclusiye areas 
Tis Isa natural and Intended coseueW of the Integrated nature of the work, 
whhIsepcd to Inms over time a the organiation moves Into a third 
stage of Its activities under the project, focusing oni area of greter concern and 
attempting to build on and consolidate knowI*dge-for examples emphasizing short 
term Uecca assignments that tie directly Into Its applied research agenda 
Still with this caveat Inmind, accomplishments to date can be divided Into the 
following genral areas: 

a. 	 Country development progras provision of short-term asistance to 
respond to mission field servie needs. 
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AofApril 1,1082 NASPAA hiad provided thirty-two consulting teams5 draw 

f''rm Its roster, eigh~teen of which were funded by regional or mTihsion. budgets, the< 
balance by~core project mo~ney, A complete list is given InTable '3.< I 

Th ajrtyo tee civte have dealt drcl ~~ n f w ao~sus 

CC 

~4A~ 

the assessment of training programs adtraining 'Institution , capacity, or, 
organ~tational assessments focusing on organizational management capacity. 

Examples of the former Includes 
~1980 CAFRAD evaluation (core funded) 

-------

4 

--------

1960 survey of Central American Management education 

( cr e)--

- 1981 Institutional review of developmert administration In 

Sri Lanka (core) 
- 1982 management training assessment InPakistan (mission 

funded) 

E1xamples of the latter Include: 

- 1981 evaluation of the Central Tuiia Development Pro-

Joot (mission) 

- 1981 Haitian Administrative Reform evaluation (mission) 

- 1982 management constraints study In Pakistan (minsion) 

7Me nature of the final product Inthese activities varies accordinig to the nature 
of the assisitne requested. In most cases It has been a report featuring an 
assessment of existing conditions and problems with recommendations for future 

action. In iome Instances, the product has entailed more direct actlin - as In 
the ase of tIASPAA's Involvement Inthe Dominican Mission's design ofa PID for 
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44 	 us. of hental Tunisia Development Project suyIn the MUison's preparation 

of a pouition paper and the subsequent tie-in with Richard Roberts' activities In 

Morocco and Tunisia (see section b). The utilization of the report on "Human and 

- -Organizational Resources" in the Sahel in the design of the Sahel Finmncial 
Management Improvement Project Isanother. These examples and the generally 
favorable responses to the consultanales suggest that impact In terms of followw 

up activity has been substantial although difficult to measure precisely Inlight of 

the many other factors contributing to design and Implementation decisions. 

On the subject of Impact, it bears mentioning here that NASPAA'own research 
agenda has been directed at this Issue, especially as regards actual management 
Improvement, as opposed to Inputs to project design. As described below, both 
applied research agendas Include efforts to Identify linkages between management 
and training techniques and performance. To the extent such linkages can be 
Identified, both the design and assessment of Interventions should benefit. 

b. Atylied Research 

Two major applied reearch efforts are now underway, one focusing on social 

development management and related themes and the other on the assessment of 
management training Indeveloping countries. Each of these Isassiociated with at 
least one long-term field project, but related activities also cut arms the three 

Other major area Of project efforts - technicda istanco, networking and 
Professional exchange and the development of professional and training materials. 
It Iswithin the are of applied research that the Integrated nature of tEASPAA's 
work Ismost apparent and It Iszlso from ti area that the direction and content 
Of future efforts will increasingly be shaped. 
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Social Develop ment Management and Bureaurati RorientationV ~ .'$ 

'' The first of the research agendas Stem$ fromt work begun by David lKorten and' 
his associates In the Philippines. Korten began this work while associtd ith~i~ <.~ 

the Ford Foundation. and -came under, tASPAA's sponsorship In"1960. While the 
research agenda has been strongly Influenced by Korten's a tivitles, It should be 
noted that prior to and after his addition .to~ the project, NASPAA 'has been. 
Involved Ina number of related efforts In this area. These Include a workshop 
held In February of 1962 and atten~ded -by representatives :of Partners for 

Productivity, Cornell University, DPMC, and representatives of constituent 
NASPAA programs, a workshop at the 1982 ASPA Conference, aseries of working 
papers, and various networking activities. BOy61d their immediato purposes, all 
of these undertakings have facilitated the exchange of Information and a 
collaborative learning process drawing from other field experience. Thus, Insome 
sense, Korten's Inclusion In the project can be seen as simply giving a sharpe 
focus to work already under way. 

This first research theme Isreally a collection of Interrelated issues, key among 
which are people centered planning, social development management, social 
learning, and bureaucratic reorientation. As a NABPAA working paper not"s In 
contruting this to more conventional approaches to project planning and design: 

*the emphasi here Is on more complete systems analysis toproduce better models that IncludS the calculus of uncertainty made necessary by political and cultural variables that Inearl~er days were
largely Ignored or considertrd Irrelevant..- It takes the position that
only broad goas and objuctives should be centrally determined andthat operational planning should be done In the field and Involvedirectly those Individuals and/or their represetatives who are to bethe beneficiaries of the projet. 

Starting from this premise the approach moves on to the redefinition of project 
design as a social learning process Including participants drawn from the 



government sponsors, clients, and facilitators and etling the creation of now 

set ofIntittioalreltioshps ndpatterns of Interaction. The resulting 
reerhagenda thus has two~m~ajor componentsi testing the approach or 6general 

theory of social development managemlent Ond Identifying the management~ 
techniques, It implies. This latter Is particularly difficult given the emphasis on 

flexibility, Inductive processes, and continuous adjustment and adaptation. 

Todteogress onth research has moved more raidly alon the first A 

dimension then the second, a fact which has been recognized and reported In,a 
number of NASPAA Internal documents. Reports on, Iorten's work in the ~ ;<* 

Philippinres, both under Ford sponsorship -andunder NASPAA, and those from other 

field activities utilizing tis approach, have demonstrated Its utility In the 
context of what Korten terms '"secnd generation projects" - that Is those 
"directed to the development of new Institutional capacities and Involving 
untested technologies." Analyses of thes oases also supply a number of 
Innovative strategies and tactics (e.g. the emphasis on personal contacts, 

K ~Identification of "progressive elements", networking, ae.) which separately or In 
combination might be adapted to other projects. However, despite these 

successes and the burgeoning collection of publications thoy have Inspired (apert 
of them Included In NABPAA's working papers) progress has been slower In the 
second area which entails defining a methodology, Identifying management 
techniques, determining a strategy of bureaucratic reorientation, and developing 
training programs to prepare people for social development management. 

Signifncantly, these bss now figure InNASPAA's research agenda, both for the 
long term work of iKorten and his asociates In the Philippines and Thailand, and 
for other stor term Interventions and related work. Considering the 
accomplishiments Inthose instances Inwhich social development management his 

I 
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Ths ieWp n teepne itfrmwihte 	 r dancnttt 

aandtettv 	 agenafo futur resarc fo diheytin adr consdtingte 

Sexperience of ongoing short term technical assistance. It Issuggested,. for 

excample, that the agenda can be-used as-part, of an orientation progrmfrsil 
consltats ho an thnade:these Isues as pat of their tehnical assistance 

actiitis.fn aditon th agnd wli provide a basis for long' tersm flid 
Interventions Ilk* that to be conducted. by Richard Roberts In Morocco and 

Tunsia Thse sceduedtondetakngs begin In September of 1982, will 

Involve work done out of Morocco where Roberts' "major role will be to work 

with USAID/Morocco and the Ministry of Interior, on a project to train local civil 
svatand locay*lcttoffclasin-po~-dgandmanagemnent,;"Rowta

will also assist AID/Morocco with management training components of other 

projects, conduct a series of short term workshops for the Central Tunisia 

* 	 Development Authority In Tunisia, and devote the remainder of his time to 

research ageda Items. Funds proportionate to time allotted will be provided by 
USAIDfllorocoo USAID/Twnisla and 5&T. NASPAA has provided three prepaa

* -- tory technical assistance visits to Morocco, and will cooperate with DPMC and 

perhap DAI Insupplementing Roet'training efforts InTunisia. 

A further potential element of this research area, although one still In the 

planning stage, Is the orgauization of a group of three to five Individuals from 
HASPAA schools as an Inner aorp of consultant/reearches. As envisioned now 
ts grasp would be responsible for more Intensive short term field reseach 

aimed speifically at the research agenda, for continued elaboration and 
refinement of a research strategy, end for consolidating the lessns drawn both 

from their own workc and that of others. One objective of this plan Is the 
sofeleration and systemoaization of the proem of knowledge creation, conso*'

http:actiitis.fn


an Nsmnti 0 ' 'be' eUi of, futurs* o 

thoarta auwolo, 

o.1 Training materials and methods, ~ 

The m~ajor activities here revolve around the developmenit of French IWiiFe 
management materials for use InFrancophone Africa. WThs effort was begun b>y; ~j 

David Gould working Independently at the University of Pittsburkgh, Dr. Gould 4- ' 

Ssubsequently approached lASPAA for support InA adpighsFec ap
 
~4;2:~i seminars Into training mouoseiial eindfor use InAfrica. Wihthat

support, a team h~eaded by Dr. Could visited Africa In 
 ing; of 1081 to gatherI 
cRa study materals. In thsefr hyda nwor thy hddn ale 

wderun~.~K NAS&MA sponsorshipt develop an Inventory of pubic diisrto 
t4 ln4 Itittions Ini Freancohon Afica.77 resu1lmg.nIng mateal m e 

already-h.u -being nxd(usqett Independent missionf riquat) Inl- the 

elaboration ofae development ad~~tainpoetmanagement semninar to be' 
d W,. Upper Volta) at the PAID regionsl Institute In Nfovember of---- 'Ouagadougou, 

~2I«. 1962L n regard to this seminar In particular, the AiRflA HFIRD otloer had 
~----c~:~noted that: 44. 

4 *.the evolvn reatonhp~wi Auproving~to e uie os 
"ettecl. #. iniornestmenUt' otnly~ - 4 0 an,Inovativet0S"fcs11y 

-4- - from all over theaotinent ham beoa digndwm qaiy wQ 

~-~Interest In.the realization of similar seminars has already been eqeessed by the 
governments ofbt Jot n * $UtiIutim. ofUe-tfa nArc 

InUw n ohe pormIs a high priority for tIASPAA In the coming yeas,4
a5 I5 the exchang of othr typ of training materials and of relevat fnnding 

emerging from the organizatIon's opplied research agenda One other project4,~~ -

whichi shouldbe mentioned Inthis regard Isthe ORvaustion ofSelcted Film%(or 

http:Afica.77


Managment don uner core funding In coe 1960. Itsol be further 
emnphasized that~the 0hi0 area Of M'anagement, trainin mpaterilos is,closely 
Integrated with lNA5PAA's oth~er activities. It has a clear application to 
N.ABPAA's short term consultancies and Is furthermore a specific~ focus of ,the4 K 

~7~%antlfal research agenda as described above. A 4 

A ~ *d. Rosters and Professional 444. 

Many of the activties nerea already b"touched upon I h rcdn 
sections, but the are Imotn oog to mei a mr pcfctamn ee 

beas of importanllat thisV 

4 ~44 4~-.beaweof heeveal aoors shing~ It*7 Ti approach responds to two sets of- .<.44 

to4*io asitac efts and ote 4rjc-eao aciiis Onthohe,4 

A athere Is theA' soplawn ugnderthea~projedanremet tht onSPAItsoudb 

ephasized, of direct benefit to the project) Inbuilding tecapablies o t 
-. 4 member instltutionso and of LDC Initu~tions with which It works, Ir development 

administration and management. These two concerns independently and. In 
interactiono have produced a multilovel approach to the Is=u of rostering and 

excang and one with potentially greater pay-offs than a more sihgoeminded 
strategy. 

4 NA8PMA% restoring activity begn with Its Inittal elaboration of a list of some 
500 individuals alfociated with member institutions and selected on the basis of. 
their potentia availability and suitability for COnsUMt*c work. It has been a 
eontinuing oaxw!r of llAPAA's to keep the pool of consultants relatively large 



-'4 454~4 "~4 '~. .54

and to continue to draw on new talent for actual field wrk In thise it'~~~. 

serve throjec:~t's ends by expanding the resourcepoladboengthwy 
formoethennvaiv approaches, It also furthers Its organizational concernsreso !"s iay by 
Involving members Institution staff in field experience which should .enhance thiri
 
own poesoa'developmen and consequently the resour;.es they take back to
 
their universities. 
 , 

At the 3same time, however, NASPAA has more n begu developing an
 

Inner corps of consultants on which It draws more heavily for long and short term
 
technical assistance. This is seen as essential from therstandpoint of further
 

' cordntig activities, developing a research ad ildtinI ith'l 

phases of NASPAA's activities, and Instituting a mechanism for consolidating and 

utilizing lessons and findings from field experience. This Inner corps Is In no 
sense seen as superceding the larger roster, but Instead will be used Inconjunction 
with It. 

Other activities In this area include the formation of several networks around 
more specific themes (and Including professionals drawn from the wider roster and 

the Inner corps); the establishment of a variety of relationships with and among 
LDC Institutes for the purpose of Identifying host country resources, mounting 
cooperative programs, and also drawing them Into the first set of largely us
based networks; Intormation exchange, Including the publication of a newsletter, 

and the development of orientation pr.ams for consultancy teams. As noted, 

most of these activities overlap substantially with the other three areas and have 
to some extent been described above. 

'j; 444--'--

4 
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3. NASPAA: Preliminary~Conclusions and Recommendations 
(liven 'th~e sh~ort time during which th~e NASPA$A component of the project has 
ben fully oprtinl the conclusions that can be drawn as to its perform ance 

are fairly tentative. NASPAA's activities, like those of the rest of the project, 

have been evolutionary but the* Indications are that: it has maide substantial 
progress at- an oraia ionllvel adIestablishing a base and agenda for 
future work* in regard to the, areas of activity outlined In the cooperative 

agemet at first glance the Initial progress appears uneven with' the take-off 
-stage In some comning. considerably later than Inothers. However, as NASPAA 
enters Its third stage of operations and, the Interrelationship, of Its various 

accurate and that it now Iswell advanced Inall. four areas. much-Furthermore, 

of the earlier work has provided NABPAA with what Is,Ineffect, aworking plan 
for Its future activities. Although the plan has not been formalized within each A 

of the four major areas of action, NASPAA has set out an extensive set of related -

activities and priorities, many of which are already being pursued. 7Uh 
Importance of the Issues Included In the agenda and the heightened sense of 
direction they suggest, serm to further Justify NASPAA's own sense of entering 

a third stage* 

j Two aspects of this third stage warrant particular attention. The first Is if 

NASPAA's decision to be more selective Indefining Its areas of action and to 
concentrate Its emphasis on the themes of management training ad organ
izational capacity, area In which It was originally assumed to have a 
comparative advantage. T1he second Is the decision to work for greater 
coordination among all four areas of activity and the creation of a series of 
mechanisms to achieve this. Both decisions coincide with the mome general 



recompmendain fti evaluation thtthe prjc dentify andAdeelp a 
sharerocu onItsaes f strenglth and~ cetnintrate Itsefots tere.aThis doe3 

#,i24ithat 

not m~ean a necessary de-emphasls on the genera technical asssac scmoet 
but It does, mean as representatives of both DPMQ nad NASPAA have suggested, 

there may need to be some greater seetvt i nrm of technia 

ft-the 

assitanean cosulanoe provided. The only feasible alternative woulRd Beem>, 
to require an Immediate increase Inthe size of the Washington offices to provide 

administrative back-up for a larger and more general service component. 

I 

In terms of overall organlzation, scope of work, and direction, there seems to be 
- n t nedprss or aLi ha-ngesi. NASPAA ts progressing well with, an 

evolutionary approach and may be one of Its own best examples of Organizational 
learning strategiles Inaction. It Isclear that Inorder to proceed with a number 
of the long term objectives It has more recently laid out, It will eventually 
require the addition of more full-time or part-time personnel both InWashington 
and In the field. However, the recent addition of two professionals, oner In the 
field and one In Washington, should facilitate, matters over the short run*. In 
regard to other possible recommendations, It appears that NASPAA has already 
Included most of them In Its most recent working plans. 'Me emphasis on 
coordinating activities both at the stage of designing scopes of work and 

f 

Identifying lesnslare semsp ParItial U as. do the san on 

refIning methodologies and techniques so as to make them applicable to future 
tmdertaicings. Having proved that It Isorganizationally and technically capable of 
providing the field serices promised, NA8!MA should now be encouraged InIts 
efforts to simultaneously expand the state of the art and so create the basis for 
still more effective apprahes to the probem of management development. 



_______ 

2:;K:;W.Overal.1 	 4natIn22 IV. Concolusions and Reo 

1L Th rogram should b continued In the form to which It has eovdb 
present date-as opposed to the precise format of the 1078 proposal. 

2. The program should retain sufficient flexibility (as in the past) to allow 

evolutionary development; this should be viewed at one level as a research 
or learning effort In Its own right, In which ongoing activities wlll 
contribute to reshaping and redirecting future efforts* 

3. 	 the program should encourage both DPMVC and NASPAA to continu inI h i~ 
respective alms to define and concentrate on their areas of comparative 
advantage. This does not mean ahard and fast division of turf. It IsIn 
fact expected that considerable overlap will remain# and that the organi
zations will continue to Interact cooperatively and learn from each other. 
It does mean, however, that each should become more selective Inchin-
Weing Its resources and deciding where Its activity can most profitably be 
expanded. 

4. 	 Heightened effort should be made to coordinate technical auiatane, applied 
research and other activities within each organization. 

5. 	Heightened effort Isalso needed to consolidate and disseminate finlp 
(from 3 above), especially a these relate to development of new 
methodologes of management development. 

L. More Intensive effort should be made also to explore and respond to regional 



differences. In managemet4 development andy management developmnent > 

metodooges re ppoprOiate and how they mih eadapted toothes 

Increased demand for field services and heightened concentration, on 
research agenda put heavy demands on MID project officers. To continue a < 

creative role In the substantativa development as wall as to facilitate a 
busy field jproam, MID will nee topoec tf time, guard Its ~ 

management Officiencies, AnM give, priority to planning and re~porting -

olaboratlvely with the two Implementors. 

S. IMprog m souldassure better provision of Informatint iin n 

regional bureaus on the project as a whole, wk'-*t It provides In the way of 
services, and, what its alms are 

9. 'The program should deveop some kind of system for collecting and 
processing Information from minsions and regional bureaus on: a)manage 
mast seeds, b)host country resourees Inmanagement development ame, a) 
resPOie to evaluation of twcnial assistanc both In shot-trm comsu
tans end appled research. 

- --. 10. 	 Greater emphasis should be paid to assuring......ppled research ativites 
become a more integra f(ature of field servce activities* particularly the 
long-term DPMWC efforts In Portugal, la"e, and Thaiand, in order that 

sutained field levl s apotlons can be contnuously monitored and Impact 
assessed In improving managemefi 



1 G reater emphasis shoulid also b e placed o n continuous documentation and 
reporting of field service activities, particularly long-term field efforts, In' 

Sorder that lessons learned can~be capturedanld disseminated withinii 

~jY1 professional and AID networks. 

12.1 7Tere Is urgent need for preparation of a publication which briefly and 
clauly states the key elements of DPMC's Intervention methodology for 
management Improvement, the fundamental assumptions behind' this ap

pahand how the methodology Isbeing applied In different country and 
problem contexts. Dissemilnation of this publication would serve to Increase 

baseline for measuring long-term changes and advances InDPMC's approach 

to management Improvement, 

13. 	 There also Isurgent need for DPMCO AID and USDA discussions concerning 

the future role of DPMC and where ItwatstobeIn five years, with the 
design of a programmatic and operational plan which Indicates substantive 
priorities of concern and attendant staffing and facility requirements for 
addressing thes tasks. It also Isquestionable whether DPMC can sustain 

the quality and quantity of Its work without more adequate workspace and 
support staff, not to mention continue Its growth Ineither dimension. It Is 
urgent that ST/MD negotiate with USDAIOICD to assue this unit Isgiven 
facilities commensurate with the work they are doing and which Isexpected 

of It. 



TABLE 1 

FIEIt) SH2VICE V3Y PIIOJECJ \A NAGE',ENT EFFECTWENESS PROJECT (931-0096)

IL EL.OP ENT P11OJEC1 ,ANA(;I'MENT' CENTER (DPMC) IMPLEMENTATION
 

DATE DURATION 
 Y/REGION('O HNTf I URPOSE/ASSIGNMENT CONSULTANT 

FCu. Ia. 1980 S W,,eek. Gntr. Senegul, Kenya CAFHAD Evaluation M. Solomon 
Mar. 6. 19b0 3 weeks Nepal Agri,altural Sector J. Hannah 

Implementation Project 
A;,. 6. 19b0 5 weeks Ghana. Senegal Training for Project M. Solomon 

Analysis ENA Evaluation 
Aivr. 14. 1980 2 days Jamaica National Planning Project B. Brooks 

Apr. 15. 19.0 4 weeks Egypt Management Development R. Roberts 
fcr Productivity 

Aer. 17, 19SO 12 weeks Indonesia Provencial Development J. Hannah 
Progra m 

J ,. 17. 19E0 2 weeks Guatemala External Financial & Trust E. Rizzo 

Control F. Cruz-Villalba 
Se;. 19 o 6 weeks Jamaica National Planning Project M. Kettering 

Ok-, 3, 1960 4 weeks Egypt Egyptian Industrial J. Haybyrne 

Development Program 
NCV. 10. 1960 2 weeks Guatemala Monitoring Systems for T. Murray 

Programs 
Nov. 10. 1960 4 weeks Egypt Vocational Training for R. Roberts 

Productivity 

Nv. 16. 1960 5 weeks Egypt Egyptian Industrial Program J. Hayuyne 

I Cc. S. 1980 3 weeks Mauritania RAMS W. Rutherfrd 



TABLE I 

(continued) 

DATE DURATION COUNT{Y /REGiON PURPOSE/ASSIGNMENT CONSULTANT 
J:. 4, 1951 5 wee" Egypt Egyptian Industrial Program R. Roberts 

Ja. 7. 19Ii 4 weeks Guinea-Bissau .Manpower Needs Analysis R. Galli 
Cape Verde R. Duncan 

n.hi 15.. I 4 weeks Egypt Vocational Training for J. Haybyrne 
Productivity 

J . '$. I I week Senegil Senegal Rural Decentral- C. Salem 
ization Effort 

6.... 1961 4 weeks Sentegal. Upper Volta. 
Mali & Ivory Coast 

Financial Management 
Improvement 

M. Kettering 

Mr. 10. 3981 4 weekl Se ega, 
Mal, 

Upper Vo]'a 
lhory, Coast 

Financial Management 
Improvement 

T. Murray 

Mer. 23. 1981 1 week Egypt Vocational Training J. Haybyrne 
for Productivity R. Roberts 

&1* 14. 1981 weeks Niger Evaluation Assistance 
Project (PP design) 

P. Countryman 
R. Vengroff 

.im. 34. 1951 5 weeks Egypt Management Development for R. Roberts 
Productivity Project 

JU. 1. 19M1 4 weeks Portugal MAP - Procalfer M. Thompson 

SCi. 1981 1 week Washington. DC Workshop 
Financial 

for AFR/SWA 
Mananement 

-

M. Ingle 

M. Kettering 
M. Solomon 

Improvement Program 

Sep. II, 1981 1 weeks Tbsiland Systems for Monitoring T. Schmidt 
& Evaluation 



TABILE I 

(cc nl12nu ed) 

)ATE [)URA11ON COUNTRYi H EGION PUIPOSE/ASSIGNMENT CONSULTANT 

'N.. igl 8 11b"hii nd System for Monitoring M. Kettering 

S:;. 4.t1l 1 wc'- Ilaiti Mortorr Systems L. Cooley 
for Prcject M. Ingle 

t4-i. 1 . 19M $ mees Portugal MAP - PHOCALFER E. Rizzo 

M. Ingle 

Ocl. Zs. 1961 2 wee" [:-ypt Mbnkgenr Development R. Roberts 
for Productivity 

N'o' 2. 1981 4 weeks Sahel Region Financibl Management M. Solomon 
Improvement Project J. Raleigh 

C. Ritzert 
C. Wilding-White 

#cc I. 1981 2 weeks Costb Rica IICA/USDA Workshop M. Ingle
D. Spears 

le. 4. 191 1 week Costa Ric.. IICA/USDA Workshop M. Kettering 
P. Countryman 

30.Xs. 1961 4 Weeks Niger Ministry of ltealth R. Quirk 
Project Certification 

3 . 1951 4 weeks Upper Volta Project Certification S. Baranson 

Jw4. 4. 1962 4 weeks Portugal Agricultural Productivity F. Rizzo 
Team - TAD M. Thompson 

Jan. 192 5 weeks Kenya Evaluation & 'J1p-rade of I. Mayo-Smith 
Mission Agricultural 
Support Project 

Jan. 1952 8 weeks Kenya Evaluation & Implementation E. Gilbert 
of Planning Effort 



TABILE I
 

DATE DURATION COU ANTR REGION P URPOSE/ASSIGNM ENT CONSULTANT 

J'an. 1982 4 weeks Portugal MAP - PROCALFER Al. Thompson 

Feb. 1. 1982 10 weeks Mal. Upper Volta. 
Niger 

FmLncial M nagement 
Improvcraent Project 

P. Countryman 
J. Raleigh 
C. Ritzert 
Al. Kante 

Feti 6. 1982 10 days Portugal MAP - PROCALFER M. Ingle 

Feb. 24. 1982 6 weeks Upper Volta. Financial Management M. Kettering 
Niger Improvement Project 

leb. 2S. 19582 3 weeks Pakistan Water Management Project T. Schmidt 

Feb. 1962 4 weeks Mali Financial Analysis (OMBEVI) W. Furst 

Mar. 198 2 12 weeks Sahel Region Financial & Program Management M. Solomon 
Project (PP design) J. Williams 

J. Tuthill 

Apr. 1Z.1982 2 days Switzerland ILO Al. Kettering 

May 1982 ; weeks Portugal PIMS E. Connerley 

May 1982 8 weeks Senegal, Upper Volta Financial Management F. Murray 
Improvement Effort 

May 1982 12 weeks Guinea-Bissau, Cape Verde Financial Management N. Robinson 
Gambia Improvement Effort P. Perkins 

(Portuguese) 

May 1982 10 weeks Portugal MAP - PROCALFER M. Thompson 

Jun. 1982 4 weeks Thailand MIS Al. Kettering 

iii. 1982 1 week Pakistan Water Management Project M. Kettering 



An Acton a trategy for 
Tra-en o Ponmanoe SooManaMoi J. 

Applyig Prooct Implementation Monitoring and Accloerated earni Systems
Concepts toImprove the-On"Farm Water Manisoent P S~rM: ~A Discussion 
P'aper for USSAIDIFakistan, TLerry 5cflmidt, 198Z3. 

~4'j~jjAppropriate Management Technology: A _Devlopment Administration Persoctlve, 

Development Project Managemeant: Center (Brochure)-j-

Guidance (or Performance Improvement: Case Studies, (Draft), Edward Rizzo, i 

~~ Improving Financial and Program 'MaEment,4 Merlyn Hi. Kettering, 198L. 

cto~r I - - Mangennte--A _.B*VQLoftmein ProjcaPlw hand 

Eprience of th ationa Pannin Meat, U - vernment of Jm a 
AMulti-Facoted Action-TIraining Appoah for 3mp Il Projet Maameat: 

VIntroduction to the Financial' Mangment improvement Wfort in tOe Uabe 

User's Manual for sic0 Accountin 'ytern, DPMC (also In French ancl 

Imrvic Pro t Monitorin Implementation fto : AStratg and 

Micrcometoys and Arculture: Mangmont In: DveopigCunr Pro-

Orgniaton and onctual Appoch ofthe Dvoeat Prjt!% Mn 
4-4 !+:+++ ++ + ++ +
 .4+ 

.A,+++:++++ + . + + + :: :'
+++ :M ++:+ ++ +++++:+++: +
KPM Imnurin Turrhalb, Cota Rica, 1961. 

Prolect.Analysis: Towards-an Integrated Mathodo3lga J. Robert Hews, 1661. 
44+ Promising Approaches

: 
to Project Management mpro"een DPUC Staff R"epot.4 7,4., +++;:+ ++ 4+ 
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1,113.0 SE'ItilC y PH011W( I '+!A 'd: ;'+nrv'tS PROJEC(T 9-0096)
 

NATONAL .06kW1ATIONc 0f S"1i10'S W, MAIqhLr IYAli' S Au !!IS'. i.A7X,3' f A AA) IMPLEMENTATION
 

coVNTHV/ ION (;.. ..AS! N.,,.NT CONSULTANT 

fl 1o 2 d- P ma .:... " ti Relblions S. Neuse 

-,,4 V184 2 WCV" Africa CA.* 'Ai iLublubtio R. Roberts 

Aferal 19,60/2 week Guatemala 7riirm4iT mr~c Educationai L. Thornton 

%;' 11'9,6O 2 weck Africa (Cameroon) PAID' 
llurdti 

Lteb:o, of 
I 'c.-o e t 

Regional R. Juniper 

kay I960 3 wce4k SwiazAlund Per:cr,,clmroverent E.P. Morgan 

J±1iY 1VaO 4 weeks Central America Rci~ona ,'1,anbgement W. Schaeffer 

Jui'ly 19 3 week Ecuador Vocuticonbl Skil!s Tra ining for G. Lamb 
Dist;dvlntlIged Youth A. Orellano 

$Cpl. 1980 3 weeks Ecuae Manugenment Elucation Project D. Jickling 
J. Doubleday 

Jn. 
Aug. 

1960 
19 0 

6 weeks Zaire Loca! Level Development 
Administration ino Training 

R. Vengroff 

Needs 

v.pl. 1950 3 manila Francophone Africa Inventory of Public Administration D. Gould 
Training Institutions M. Kabundi 

C. Sooprayen 
R. Tshibanda 

Jan. 1981 1 week Jordan Administrative Reform J. Jreiset 
Training 

Jan. 1981 4 weeks Sri Lanka Institutional 
Development 

Review of 
Administration 

J. Kerrigan 
1. Mayo-Smith 



TAIB1,LE 3 

(continued) 

DATIE DUR ATION COU NTR Y/ REGION PUR POSE/ASSIGNNM ENT CONSULTANT 

tetl. 1981 weeks Cameroon Implernentation Planning R. Thompson 
for tligher Education 

A;,,vl 1981 3 weeks Zaire Training Implementation M. Diambomba 
and Evaluation 

'iM 19SI 4 weeks Tunisia Eviluttion of the Central H. Birkrnan 
Tunziia Development Project J. Nellis 

May 1981 2 weeks Africa Regional Francophone Africa Training D. Gould 
Institution Visits to Support 
Development of French 
Langu-ge Materials 

July 1931 am year Philippines Start-tip and Budget Costs for D. Korten 
Philippines-based "Senior Advisor 
on Development Management" 

djuly 1981 4 weeks Cameroon Urban/flural Linkages S. Fass 

,14r5 1931 4 wee" Senegal Project Design - ENEA D. Brinkerhoff 

D. Kops 

" t. 19-3 1 week Thailand Progriam Decentralization D. Korten 

Strategies 

(s-i. 19S3 2 weeks Morocco Development Training for R. Roberts 
Locally Elected Officials 

(04tl. 1$91 1 wee Near East Evaluttion of Selected Films R. Makharita 
for Matragement 

,O. 19*3 3 weti1 hOii Administrative Reform J. Garcia-

I. Mayo-Smith 
A. Goldsmith 
.1. Nelson 



TAbL.E 3 
(Cfrillnued) 

DURttA)VTKHION COUNTtI'IfiLGION _ PUO ESEIASSIGNMENT CONSULTANT 

,c .3 tsm-'k 1Iatti A[c-uJ,.uri3 ~ 
M hrl: menl sh' " J 

Sstems J. Grcia-2"mor 
S. hs 

It. Adams 

i,! 1902 3-4 wCcks Cameroon North (, crorn Urwin Functions S. Fass 

41r. 1€$1 2 c'ekf Olnboll !n ,rrmen Tr,;rq Needs J. Kutuala 

1$81~i S %c"Sahl As! ss -7erv of Humen hnd It. Tshibaiida 
Or~.izj~tiorI Resources 

V 198 .3 weeks 1uni CTDA Mtrutgemerit Improvement R. Roberts 

3,%; a,21 3 w'c-i Moroo Project Design/Training of Locally J. Nellis 
Elected Officials S. Bertoli 
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