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I. Introduction 
C 

Our evaluation of AID's Management Dc,elopmnent Services (H)S) 1 

grant to the 	 New TransCentury Foundation led ui, to conclude that, for the 

most part, TransCentury satisfactorily performnd the functions for which 

the grant was originally given. (For details of this evaluation, see 
Anderson and Thomas, Strenthening nmcmenL istems of Voluntary Agencies 

for International Development: Ani Ev.'luation of AID's Management 

Development Servces Grant to the Neu, TransCentury Foundation.) None the

less, the experience of this grant has led to increased knowledge about 

the needs of Private Voluntary Organizations (PVOs) and the potential for 

MDS. As AID's inLnitions for MDS have changed over time, we also feel 

that some changes in the approach'aie called for. In this paper we 

"define.and refine", a our contract says, the broad issues involved in 

this funding which arose from odr jnvestigaLions and on which the options 

for future funding arrangements rest. 

II. Past Experience 

Througlh.out our evaluatLion of tne wor, of TransCentury and in 

our subsequent invesLigation of underlying is.;,es, one question repeatedly 

AID's grant 	 to New TransCentury oIoundation v originally titled M;1n.ige
ment Developirc'nL Services. SubsquentJy, it has been called 'Mnagcir,.2nt
Support Serv 	 re.s. 1o,,,ever, wen',;e the fonlcr term throughout to refer 
to this activity. 



arose. This was, should AlI. cc .; jnu . Lo fud ,ne agency which would
 

provide all management services foi 
 PVOs or should AID break the various 

services into sub-groupings and arrange for these to be provided by a
 

number of grantees/contractors.
 

Two problems arose 
 from the concentration by AID of its MDS 

support in onc agency. First, there w:as the strong sense in many parts 

of the PVO commuanity that this conceiLtration benefited NTCF inordinately, 

particularly when TransCentury entered into competition with other PVOs 

for contracts and grants from funders. Second, funding and experience
 

build' capacities in the designated field of endeavor. 
 The concentration 

of an MDS grant in NTCF wvant that they had thc opportunity to institu

tionalize capacity in MDS activities. Other PVOs which might have 
been
 

qualified to do aspects 
 of the worklwell and which would have similarly 

benefited from this support did not have the same opportunity. 

In addition to these two problems, we also found that NTCF did 

not do all aspects of the MDS support work equally well. Some aspects of 

this work could have, in fact, ben done better by other agencies.
 

III. Suggested Future Organization of Manarement Development Services 

There are three benefits to be realized from breaking the MDS 

funding up and awarding it to more than one agency: 

1. to mitigate the sense that NTCF has an unfair competitive 

advantage vis-a-vis other PVOs in bidding for funding; 

2. to strengthen more I'VOs in their capacities to provide 

management services in specific areas where Lhey already have strengths, 

and; 
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3. to PLt cert I, Ctt 3 Lf -ork* - th done better. 

The principal costs of Lri:,ling up the fun"Iing among agencies
 

are:
 

1. a loss of potential 'Linkage effects from one area of
 

management support to another;
 

2. the lnss of som'K of the returns on the investment already 

made in NTCF, and;
 

3. some loss of "networking" capabilities which arise when one
 

agency is dealing with all PVOz 
on all management issues.
 

Only the first cf these has merit upon closer exnmination. Investments 

made in NTCF will bc realized in± other ways as it takes on other contracts
 

related to its capaxbilities and, in the areas where it is particularly 

strong, it could continue to be AID's 
agent for these services.
 

We ccncluded that "networking" is not effective in general
 

terms, but it beconmes significantly iielpful in 
relation to specific issues 

or areas. One haS to "network" about something. Thus, a division of 

management services among agencies may result in more effective "networking" 

as "networks" arc formed around specific areas by the agencies working in 

these areas.
 

On balance, we believe that some division of service provision
 

among agencies is advisable. Following is a breakdown among services
 

which we suggest from our investigarion. While we discuss six areas of
 

work, we suggest that some combinations would prove more 
effective than
 

dividing the work into these six units. 
 Other combinations may emerge
 

as 
useful because of particular agencies' combinations of capabilities.
 

This kind of decision is best made by AID staff in a position to judge 
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alternatives in specific tcrms; in relation Lo specific age ncies. 

1. F.nnuciaI nua,;ez . Little co ,ment i , necessary about 

the area of financial nanagement sincu NTCF h.mq provided this aspect of 

management development services so effectively. Financial management, 

including budgetiug and accounLting, continues to be an important area for 

AID to support. This is important as a prerequisite by which agencies 

become able to absorb donor (includingi- AID) monies and for their oxcn
 

smooth functioiirng as agents for JTntcrnational (levelopment.
 

2, Macro-manargement. The area of organizational management 

and of the development, articulation and pursuit of organizational goals 

is one in which services provided by NTCF were good and appreciated by
 

some PVOs. It also should be continued.
 

3. Wonen in develope .nt. Work in raising the consciousness 

* among PVOs of the importance of wom,.-n as both agents and objects of 

development continue:- ofto be the LItUst importance. However, since
 

the PVOs which need to be made 
 auavie of this concern aic ipso facto
 

those which are least apt 
 to seek' -.ervices in this area, we reconmiend 

that it.be explicitly .integrated into management work on program and 

project planning, implementation and evaluation. Project design and 

planning should have as an integral and always pryvsent element the issues 

concerning women in development. We, therefore, suggest that it be
 

combined with #l4 below.
 

4. Project design, planning-, manai,,n7,ent and evaluatinn. PVOs
 

need and will seek services in project 
planning, management and evaluation. 

AID should fund this service. Ii k]oing ;o, All) should seek bids by 

agencies wishing to provide thc,=,ie cunsuiting, services with explicitan 

4
 



and integral coccrn for women i.n dve]opment ;o:; a ,mit. Joint proposals 

from two or mcie aencies with special cap1ab1iitj(S a,,' good track records 

should be encouraged. We cannot ovortace our cticvrn that the capacity 

to analyze the impact of proposed project:: on wou~en and to build tha-se
 

considerations into pioject 
 design is of i mportance. 

5. Peronnci. While the pu'blication of the Job Opportunities 

Bulletin secves pur,-oses which people appreciate, we fClel that there are 

other elements of i:.ana[ement services whiLch could be usefully provided in 

the area of personnel. Particularly, we believe that consulting work on
 

methods of staff orientation and on -upport for field staff 
could be
 

useful to PVOs and directly improve their international development
 

capabilities. hloweer, we do not 
bclieve that there is sufficient clarity
 

about the felt needs among the 
 P'%Oz in this area to launch an ILDS program 

yet. Before such a prograr: is stirted, we recor,end that more study be
 

done and thought given to exactly what 
 is possible and needed. Perhaps 

AID should elicit proposals for undertaking this study. In the meantime, 

continuation of tine Bulletin seems warranted. 

6. Technical assistance. There is a real need for certain 

kinds of technical assistance amon:, L110 PVO .taffs both in the U.S. and 

overseas. 
 AID has invested in the OevuljopmunL of technical capacity by 

funding consortia of non-profit orgnnizations in areas such as health, 

education, livestack development, agriculture, and rural electrification. 

This capacity should be used in providi.ng technI;cal assistance to PVOs. 

This could be do -c' in either of two ways. AID could ask each technical 

consortium to prepare a statument o capability to provide assistance 

and these could be. circulated to Vfs whilch could then apply for a small 

5
 

http:providi.ng


grant (see Secti on lV') to :*.. . , n, chI. of ,ho,,e services.
 

Alternatively, AID could add to its c'ni ract 
 With the agency providing 

assistance in project planning and ,inapeinent or contract separately with
 

an agency to i6entify topics and 
 locdtLc tecl,iical cnpaci'ty, to circulate
 

information of th,,.-e to I'VOs aiid to arrangu 
 and fund requests for technical 

assistance from EVOs. This sai-,c provider could also arrange workshops
 

for staffs of PVC)s in thc U.S. and coild be used by AID 
 to set uP
 

conferences on special issues and 
 areas of importance to those doing
 

developmeat work.
 

IV. A Small Gran-s Program (SG!'s) for Voluntary Apencies 

In the course of our meetings with representatives of voluntary 

agencies, we founi that they repeatedly referred to the OPGs and DPGs as 

the most importanL form of assistance provided by AID. The universality 

of this reaction and the degree to which agency representatives felt 

these grants preferable to other forms of assistance was noteworthy. 

Organizations naLurally prefer to receive assistance in the most flexible 

manner possible and in. forms over which they have maximum control. However, 

in an area where AID wants to encourage diversity of capabilities and
 

app'roaches, as in the PVO relation,;hip, grants for mutually agreed purposes 

are appropriate. 

In evaluating NTCF's performance we were also concerned with 

the most cost-effective way to provid,- M.anagCent Development Survices. 

Our evaluation report compares, hypothetically, the effectiveness of making MDS 

money available to agencies for direct purcha.e of management dev-lopment 

bervices and of funding an agency Io pi'ov~de it Wjithoiit charge. 

6
 



It is important tc note thit .- i L "I !L' iOnI stqpoi)t Zfld overhead that 

is involved in having an agency Iik, X'CI providt, ;,-.rvices grcatly
 

increases the cost 
 of those survices;. 

We have concluJed that an effctcLivL mean; of provicling
 

assistance to PVOs and one 
 that would receive the strongest endorsement
 

from the PVO commnLnity would be a program 
 of small grants to allow the
 

agencies to purchase services which 
 they consider hiphest priority. We
 

believe this also %uould
be a cost effective way of providing services. 

We recommend that AID institute a program of grants to
 

voluntary agencies. 
 These grants ,'ould be for organizational strengthening 

purposes, rather than for program activities. They should be limited to
 

non-recurring 
 costs and enable the PVO to deal wiLh a specific problem 

or undertake a particular innovation.
 

The effc-ctiveness of a small grantc program would depend o:i a
 

system that is quick, impartial and involves minimal 
 paper worl,. As a
 

model we suggest the 
 Social Science Research Council's academic grants 

program. An organization that would not be a competitor for funds (.such
 

as the 
American Counci. of Voluntary Agencies or Piivate Agencies 

Cooperating Together "PACT") should b given the organizing and banking 

role. This coordinating agency would have responsibility for publicizing 

the grants program, receiving applications, convening regular meetings 

of an external review committee and, on the ba!;j,. of the committee's 

decisions, disboi:sing funds. Funds should be disbursed within three 

months after receipt of applications. We recoim,_nd that a small grants 

program should be part of AID's continuing program to strengthen 

voluntary agencies' management capabilities.
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V. 	 Methods of ie,.;enting ".tit-rTh :.ti i
 

Our e'luaLion of lhe NTCF 
 rn-t "uestec that management
 

duvelopment servics would !)'vu been 
 T00re ffcctive j f the approach had 

been more explici' ly planned nid !ixect. ld,i nthLcr than bcing ?esponslve 

to organizatioIaL rc']uests. 1:,,liv indwcd tht! tlicre are advantages 

to having several agencies in'Vlc(]' iii providiig Managemcnt Development 

Services. Some of t]hcse, -,ucih os f2na-aci 	 l services and the financial 

controllers consorti urn are sufficiently ,, establi 'hed that their 
procedures are clear and effective. In other areas a planned 	approach
 

should bo 	adopted. Such an -pproaci '.,hotld coiLtain the 
following
 

components:
 

An ini.Lial nred,].; zjs.s;ment of oxlunLary agencics in the
 

area of intended assis.ncc sho-.j2 b! co:,ducted. 
 Unle-s the capacities
 

and deficiencies of 
Lhe client grou'p arie C].A,ir, an efficient program to
 

improve cnpacity cannot be c\'J52d. 

2. 0!1'-( nceds are knowa, a strategysncific can be developed. 

The organization charged with prov'ding the services can assess the 

resources it has L, riet th'-,ce necds, p]am hiow busL tu deploy them and 

establish realistic objectivc - ireasures of success. 

3. Pros,!:ct-ive cl.ien.t ri. Lt be informed of the services that 

are available. O..c of the rca] deficiencies of the past MDS grant was 

that after four years runny potcuLjS] users of the services were virtually 

uninformed as to tlhic- scrvices ch w'h,ere avainJabJ(, or ho: to take 

advantage of then;. Unless rhisi,: 	 .'d, AID and t he implementiiig 

agency are v]nerah)]e to thc2 critiCc.i ;.1 I,at iDL; i s a program for insiders 

who have close c.nections in 1.:i. hinpo, ,irdinfl.ance in Government. 
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More important, -iany poteritj i- r-, . rmiuho,'e wo neud assistance most 

maiy be completely bypassed by the !U,,l Im. 

4. Tf av\a[lable servicL,'- aro widely hiown, the demand for them 

will be greater th,.n supply. Allo,.,oitni 
 these jiwportant resources on a 

first-come-fi,-st-.served basis until tlle supp,]y is e:.1,austed, or providing 

them only to tiios;r, tdho manige to find1 out 21o11 Iem will 	not Lnsure 

either a fair o 	 Lffective di.,trjhui(ion. Therufore, there must be 

specific criteria for allocation that promotc the underlying objectives. 

We cannot say in advnce what thos, should be in each of the different 

areas of managemint services which arc 	 discussOC here. We do, however,
 

wish to emphasiz- the import-nce of establishing such criteria based on
 

the needs assessnnt called for 
 in ti1 above and on overzill development 

obj e ctives. 

5. 1here 	 must be a systcu 	ftor feedback and periodic reviews 

of progress. This need not be an exterral, formal review. However, a 

regular assessment of progress and review of stratrgy will allow for
 

incorporating accumulated 
 knowledpe 	 and a more effective program. 

VI. 	Cost Sharing 

AID is concerned that services provided free of charge may not 

be fully 	valued 
or used by a recipient. Conversely, 
an agency, receiving
 

costless 	services may be more tolerant of inadh-qlacics than it should. 

In our earlier r,-port we 	 described an agency 	 which established with 

TransCentury an estimated cost of tihe services they were to receive and 

then expected NTCF to provide services of a vAlue equal to their attributed 

cost. 
This proc,.,dlure worked very wLJJ and wI. welcomed by NTCF as well. 
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We propose two p .K'i,,.,,,u i r. fer ali ocating costs
 

between provider and recipient in fnt.,, grantF. first, we would
 

propose that ally nL'w .tf acLI
vi ty hL'J'in 'oil 1 (1iScutS:;ion between the
 

provider and the iecipient of the s( :"cc.is in which t1hev agree on thu
 

serv'ices to be pr'vided and the cost 
 of the se services. If both parties
 

begin the proc.ui 
 ,L.I a real know) ,d. of 11( acLu1 costs, the provider
 

of services 
will insure that the serv.Lces are of the quality expected and
 

the recipient wi.1l more fully appreciate the services being received.
 

Such a system woid make monitoring of the agreement and subsequent
 

evaluation infinitely easie!r, 
evcn 
if all costs %.eurc borne by one party
 

to the arrangeici !. The abscnce of such cost 
J:ta was a major handicap
 

in the current evaluation eei:rcisL.
 

SeceLnu, wL belieVe that 
il many situations some cost shating
 
is appropriate. Mal:y 
of the larger ]'Vo.} ,,re quite cpble of paying for 

managerant F-erv!ces. 'Jht'refojk±, we sug'e1t 
ti~t dn the initial budgeting
 

exurcise the appropriate lasis for cost 
sharing be established (see
 
exceptions belo',,,). Recipicnts sn il pay a portion of the costs strictly 

on the basis of atbility to pay. 

Exempt from such arrangen..nts are the advocacy functions, such 

as the role of 'o:ien in development, wlhere AID is trying to establish the 

importance of certain kinds of activities. Only those who are already
 

convinced of the importance will pi)y for services in these areas. Therefore, 

if the AID objc,.:ives are to be achieved, the servLces which involve an
 

advocacy element -ill have to bc provided wi:zhout a cost sharing component. 
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VII. 	 Third Woxld Vountar , Org;ni.ations
 

The i' uc of ATD relations 
with Third 	World PVOs is a difficult 

one. AID 	 has had 0110 very thoughtful report done on the subject (An
 

Analysis of AID l ationships with lndigennus Private 
 and Voluntary
 

Orpanizations, f.ocen 
 Finnell, Nove'mber 1979). Our comments take that
 

report into full consideration.
 

Numbers of private orgainizati,,s in deveioping countries vary
 

widely. As the Finnell 
 report points out, there are many in Latin America 

and relativcly fewer in Africa and A;ia. We believe very strongly
 

in the importance of these organizarions and their contribution to
 

development. In c;ur 
 view one of tite serious problema3 of development in
 

the Third 
World coun tries arises hc.a:ie central governlnent.s are too
 

do i.nant in development progiamr-. 1heir rn,] is 
 unlikely to change in
 

the short run 100casc of histoical factor,, 
htnur.i re;ources shortages 

and patterns of international aid giving. ikr.,ever, achieving the goals 

of broader based national 	 developmenti with involvement of a broad spectrum 

of the populace will be grcatly aided by the growth and participation of 

private organi v.ati ons of the counties concerned. Ejfforts to foster the 

growth of such c.rT',anizations are highly desirable.
 

However, we do not believe 
 that this can be-done effectively 

by an official fgivernmental organization. Problems arise primarily from 

the suspicion and vulnerability wviich would surround Third World 

organizations knovn to 	receive fids frum U.S.1th Government. Wh ere 

semi -autonomou organizations such a- the Jnc-r-Anwrican Foundation or 

Appropriate Techiiaoogy International exist , they provide a more appropriate 

channel for supporting Third 1.or 	 d volun tary origanlzatjons. ..qhen 
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semi-official orini zatin ,. ', hiilp 'lhirl 1.o:10 orp.uijations, we 

believe that the ri.sks are sch tha[l \LIP shold not try to assist even 

selected organizatio~ii;. In this we disagree with the Finnell report. 

11otrever, Lhere are other altcrnativcs. We believe that it is 

increasingly import-ant for U.S. voluntary organizations to collaburate 

with Third World )rgaaizations sharing con,.nin objectives. The relation

ship should be genuilm collaboraLion 1)r-L :C.T1 equals. '1'llis does not mar 

setting up branch offices with country nationals supervised by Americans. 

To foster this type of cooperation AiD funds provided through the small 

grants program (scie Section IV for elaboration) might enable U.S. PVOs 

to establish collaborative relation)ships withL Third World organizations. 

Such funds could be used for travel, commtuic, tious and grants to 

strengthen the operation of the cn)laboratiug Third World organization. 

The obj'-,cLive of this ipproach is move the planning,c decision 

making and implementa-ion responsibility closer to the location of the 

actual program implementation and impact. The effectiveness of develop

ment programs can be increased throu gih the incorporation of national 

knowledge and talents and Third Wor.d organtizations can gain access to 

international e:.-pctise and an external accountability that may be an 

asset.
 

Managemn't capabilities to Third World voluntary organizations 

may also be strengthened indirectly by AlD fLunding. Here tho TransCentury 

model may be appropriate. If an appropriatc Tird World organization 

with strong managutiunt capabili tics or a con:niorci al management consultant 

within the countr,, or region cou]ld be found and finded to provide services 

on request, thi.& could contri bute snbstantjJ. 1y to the strengthening of 

Third World voluAlary develop::-,nt organi;,,a ions. 
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VIII. how to rund b9Ds
 

We found considerable concern withl n Ali that the grant
 

arrangemnt 
 -uder wnich NTCF had opeiated w.:,-too loose fol- adequate
 

monitoring by AID staff. 
The is-,uc is how bC'..t to fund the provide:rz of 

I4DS so that AID can be assured of a close workin, ielationship with these 

providers and, :-t the same time, prevenl over-control which ,may be
 

stifling. We strongly PID not
urge that resort to contract arrangements 

for this funding. PVOs and non-profit agencies are not, and should not 

become, equivalent to private preftt-making consulting firms. 
 Their
 

special capabilities arise prec',,,.!y because of 
their sLructures which
 

provide some latitude 
for -taff initiative and creativity. We suggest,
 

therefore, reliaice on 
cooperatilycagreement.s. 
 Th,rough these, areas where 

specific requirements are impoi t.-!t could be specified and close monitoring 

could be arranged while other funds which had more flexible control 

could also be provided. Coopurative agrcemonts have tliC 
 additional
 

advantage of requiring somewhat le.-s monitoring from AID staff than
 

contracts, thereby reducing to sor.: degree lhe burden on these busy 

people.
 

IX Conclusion
 

We shaie AID's interest in and commitment to enhancing the role
 

,and effectiveness of voluntary ag-ncies in international development. 

The EDS grant wan an innovative stepI toward achieving this goal. Over 

the five years of the grant a grc.-.t deal has been learned about the 

disparity within .he PVO commuinii.y and about the contributions they can make 

to international development. Obtaninjng the views of ti TransCentury, 
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AID and PVO staffs and us;fng these n-",Iy:., LI ssons Of pasL 

cxperience and u,;gest ing fuiir!i Ji c ionc >.:..s, we hope, been of value 

to each of these 'roups. Que b2if., thzat l,.' t ,'.Rcsttons fo," future 

directions COnLainc.d in this pap- r il impr-vt.e AII's support to PVOS and 

will enhance t.iir wclik in in'tcm . i onal dcvlopm~1,it. 
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