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I. Introduction ! e {
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Our evaluation of AID's Management Development Services (MDS)
grant to the New TransCentury Foundition led us to conclude that, for the :
most part, TransCentury satisfactorily perform~d the functions for which

the grant was originally given. (Tor details of this evaluation, see

Anderson and Thomas, Strengtheninpg Manapement Systems of Voluntarvy Apencies

for International Development: An Tvaluation of AID's Manapement

Development Services Grant to the New TransCentury Foundation.) Nonethe-

less, the experience of this grant has led to increcased knowledge about
the needs of Private Voluntary Organizatinns (PV0s) and the potential for
MDS. As AID's intontions for MDS have changed over time, we also feel
that some changes in the approach:are called for. 1In this paper we
""define .and refine', ag our contract says, the broad issucs involved in
this funding which arose from our investigations and on which the options

for future funding arrangements rcest.

I1. Past Experience

Throughout our evaluation of tne work of TransCentury and in

our subsequent invesiigation of underlying isunes, one question repeatedly

1AID's grant to New TransCentury toundation vas originally titled Monage-
went Development Services.  Subsequently, it has been called Managcuwaent
Support Services. However, we vse the former term throughout to refer
to this activity.
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arose, This was, should ALL coc inue Lo fund vne agencey which would
provide all management services for PVOs or should AID break the various
services into sub-groupings and arrange for these to be provided by a
number of grantees/contractors.

Iwo problems arose from the concentration by AID of its MDS
support in onc agency. First, there vas the strong sense in many parts
of the PVO comwmunity that this concentration benefited NTCF iﬁordinaLely,
particularly when TransCentury entered into competition with other PVOs
for contracts and grants from funders. Second, funding and experience
build' capacitics in the designated ficld of endeavor. The concentration
of an MDS grant in NTCF meant that they had the opportunity to institu-
tionalize capacity in MDS acrivities. Other PVOs wiich might have been
qualified to do aspeccts of the work well 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 cqually well. Some aspects of
this work could have, in fact, beén done better by other agencies.

{

IlI. Suggested Future Organization of Management Development Services

There are three benefits to be rcalized from breaking the MDS
funding up and awarding it to more than onc apency:

1. to mitigate the sensc 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 Lo provide
management services in speciiic arcas where they already have strengths,

and;



3. to get certair as ccets of the vork done hetter.

The principal costs of brealing up the funding among agencies
are:

l. & loss of potential tinkage eff{ccts from one area of
management support to another:
| 2. the lnss of som: of the returns on the investment alrezdy
made in NTCF, and; :

3. some loss of '"networking" capabilities which arise when one
agency is dealing with all PVOs on all management issues.

Only the first ¢f these has merit uron closer examination. Investments
made iﬁ NTCF will bc realized iu other ways as it takes on other contracts
related to its capubilities and, in the arcas where it is rarticularly
strong, 1t could continue to be AID's agent for these services.

We cencluded that “networking" is not effective in general
terms, but it beconmes significantly helpful in velation 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 formgd around specific arcas by the agencles working in
these areas.

On balance, we belicve that some division of service provision
among agencies 1s advisable. Following is a breakdpwn among scrvices
which we suggest {rom 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 becausc of particular agencies' combinations of capabilities.

This kind of decision is best made by AID staff in a position to judge



alternatives in specific terms in relation Lo specific agencies.

l. Finuncial managerment . Little conment is necessary about

the area of financial management since NTCT has provided this aspect of
management developument services so cffectively. Financial management,
including budgeting and accounting, continucs to be an inportant area for
AID to support. This is important as a prerequisite by which agencies
become able to absorb donor (includiag AID) moaies and for théir own
smooth functioning as agents for Jnternational dove lopment.

2, Macro-manarenent. The area of organizational management

and of the developmrent, articulation and purcuit of organizational goals
is one 1n which services provided by NTCF were good and appreciated by
some PVOs. It also should be continued.

3. Women in development. Work in raising the consciousncss

among PVOs of the importance of wormon as boLh apents and objects of
development continues to be of the utmost importance. tlowever, since

the FPVOs which need to be made avare of this concern are ipso facto
those which are lcast apt to scek services in this area, we recoemmend
that it.be explicitly dntegrated into manapement work on program and
project planning, implementation and evaluation. Project desipgn and
planning should have as an integral and always present element the issues
concerning women in developmeut. Ve, therefore, suggest that it be

combined with 74 below.

4. Proicct desi planning, manapement and evaluation. PVOs
R > 1 I_

need and will scek scrvices in project planning, management and evaluation.
AID should fund this service. In doing so, ALD should scek bids by

agencies wishing to provide these cunsulting services with an explicit



. and integral conccern for women in development as a 'mit. Joint proposals

from two or ucic agencies with special capabilities an2 good track records
should be encouraged. We cannot overstare our coucern that the capacity
to analyze the impact of proposed projects on women and to build thoe
considerations into pioject design is of supiene importance.

5. Persennel. While the publication of the Job Opportunities
Bulletin serves purposes which pcople appreciate, we feel thaé there are
other elements of wanagement scrvices which could be usefully provided in
the area of personnel. Particular 7, we believe that consulting work on
methods of staff orientation and on support for field staff could be
useful te PVOs und directly improve their international development
capabilities. lowever, we do not believe that there 1is sufficient clarity
about the felt ncceds among the PV0s in tﬁis area to launch an MDS program
yet. Before such a program Is sturted, we recomnond that more study hbe
done and thought given to exactly what is pocsible and necded. Perhaps
ALD should elicit proposals fer undertaking this study. In the meantime,
continuation of the Bulletin seems warranted.

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

kinds of technical assistance among, the PVO staffs both in the U.S. and
overseas. AlD hus invested in the development of technical capacity by
funding consortia of non-profit organizations in areas such as health,
education, livestsck development, agriculture, and rural clectrification.
This capacity sliould be used in providing technical assistance to PV0s.
This could be doos in either of two ways. ALD could ack each technical
consortium to prepare a statement o) capadbility to provide assistance

and these could be circulated to PVNs which could then apply for a small
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grant (see Section 1V) to iiaw. : (ue , v chase of these services.
Alternatively, ALD could add (o its contvact vith the agency providing
assistance in project planning and manapement or contract separately with
an ageney to identify topics and locate fechuical capacity, to circulate
information of thesc to PVOs und to arrange and fund requests for technical
assistance {rom I'V0s. This same provider could 2lso arrange worksiiops

for staffs of PVis in the U.S. and could be used by AID to seé up

conferences on special issucs and areas of importance to those doing

developmeat work.

IV. A Small Granis Program (SGI's) for Voluntary Agencies

In the course of our mectings with representatives of voluntary
agencies, we founu that they repcatedly referred to the GPGs and DPGs as
the most important form of assistunce provided by ALD. The universality
of this reaction and the degree to which agency representatives felt
these grants prefercble to other forms of assistance was noteworthy.
Organizations rnaiturally prefer to' receive assistance in the most flexible
manner possible and in: forms over which they have maximum control. lowever,
in an area where ALD wants to encourage diversity of capabilities and
approaches, as in the PVO relationship, grants for mutually agreed purposes
are approprilate. N

In eviluating NTCF's performance we werc also concerned with
the most cost-effcctive way to provide Management Development Scrvices.
Our cvaluation report compares, hypothetrically, the effectiveness of making MDS
money available to apgencics for direet purchase of management devzlopment

services and of funding an apency to provide it without charge.
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It is important tc note that th - institutional support and overhead that
is involved in having an agency like NTCF provide services preatly
increases the cost of those services,

We have concluded that an effective meens of providing
assistance to PV0s and one that would receive tlie strongest endorscment
from the PVO community would be a program of swall grants to allow the
agencies to purchase services which they consider hiphest priority. We
believe this alsc would be a cost effective way of providing services.

We recommend that AID institute a program of grants to
voluntary agencics. These grants would be for organizational strengthening
purposes, rathcr than for program activities. They should be limited to
non-recurring costs and enable the PVO Lo deal with a specific problem
or undertake a particular innovation.

The effcctiveness of a small grants program would depend on a
system that is quick, impartial and involves minimal paper work. As a
model we suggest the Social Science Rescarch Council's academic grants
program. An organization that would not be a competitor for funds (sueh
as the American Council of Voluntarv Agencics or Piivate Agencies
Cooperating Together "PACT") should be 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 committec and, on the basis cf the committee's
decisions, disbursing funds. Funds should be dishursed withlin three
months after rceeipt of applications. Ue reconmend that a small grants
program should be part of AID's continuing program to strensthen

voluntary agencies' management capabilities.



V. Methods of irnlenenting Yutvre Y qotivities

Our eveluation of the NICF erant “upgestea that management

.
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development services would have been more eifcetive if the approach had
been more explic!ily planned and « reckod, cather than being responelve
to organizatlonal requests. Ve have indicated that there are advantapes
to having several agencies involved in providing Management Development
Services. Some of these, such o financial services and the financial
controllers consortium are sufficiently well established that their
procedures are clear and effcctive. Ln othor arcas a planned approach
should be adopted. Such an approach: <hould contain the following

components:

An initial needs ussessment of voluntary agencics in the

Pt
.

area of intended assistunce shotldd be condoeted. Unlens the capacities
and deficiencies of the client groun are clear, an efficient program to
improve capacity cannot be devisad.,

2. Oure neceds are hnowa, a speeific strategy can be developed.
The organization charged with pro@fding the services can assess the
resources it has te meet these necds, plim how best to deploy them and
establish realistic objectives .nd mrasures of success.

3. Progpoctive clieunts must be informed of the scrvices that
are available. Ouc of the rcal deficiencics of the past MDS grant was
that afier four vears wmany potential users of the scrvices were virtually
uninformed as to the services vhich were available or how to take
advantage of them. Unless rhis e catnyed, ATD and the implementing
agency are vulnerable to the criticism that MDS is a program [or insiders

who have close vennect.ons in Vachineton and influznece in Government .,



More important, Sany potentt toucors anony rthoce who need assistance nost
nay be completely bypasced by Lhe pruan.

4. Tf available services are widely RLown, the demend for Lhem
will be greater th.n supply. Allocatine thesc Inwportant resources on a
first-come-first-served hasis until the supply is exhausted, or providing
them only to thoss who mandge to [ind out about (hem will nor Insure

either a fair or ¢iecrive distribution. Thercfore, there must be
gpecific criteria for allocation thar promote the underlying objectives.
We cannot say in advance what thosc chould be in each of the different
areas nf managemoent services which arc discussed here, We do, however,
wish to emphasiz: the importance of establishing such criteria based on
the needs assessment called for in #1 above and or owverall development
objectives,

5. There must be a system for feedback and periodic reviews
of progress. This nced not be an external, formal veview. Howcever, a

regular assessment of Progress ana veview of strategy will allow for

incorporating accumulated knowledre and a more effective progran.

VI. Cost Sharing

AID is concerned that services provided free of charge may not
be fully valued or used by a recipicnt. Conversely, an agency, receiving
costless services may be more tolerant of inadequacies than it should.
In our earlier report we described an ageney which established with
TransCentury an cstimated cost of the services they were to receive and
then expected NTCF to provide services of a value equal to their attributed

cost. This procedure worked very woll and was welcomed by NTCF as well.
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We propose two @ po i/ ic wee miares for allocating costs
between provider and reciplent in futa.e grants, First, we would
propose that any nuvw MDS activity bepin vith a discussion betueen the
provider and the secipient of the scrvices in which they agree on the
services to be provided and the cost of those services. If both parties
begin the process sith a real knowlodge of the actual costs, the provider
of services will insure that the services arc of the quality expected and
the recipient will more fully appreciate the services being received.
Such a system wonld make monitering of the agrecment and subsequent
evaluation infinitely easier, cven if all costs were borne by one party
to the arrangemeirt. The absence of such cosrt Jata was a major handicap
in the current evaluarion exercisc.

Secou, we believe that in many situations some cost shating
is appropriate. Many of the larger I'VUs are quite capable of paving for
managenent services.  JTherefore, we sugpest that in the initial budgeting
exurcise the appropriate basis for cost sharing be established (sce
exceptions below), Recipients snéu]d pay 4 portion of the costs strictly
on the basis of apility to nay.,

-~

sxempt from such arrangem:ants are the advecacy functions, such

=

as the role of wvomen in developuent, where ALD ig trying to establish the
importance of certzin kinds of activities. Only those who are alrcady
convinced of the importance will Py for services in these arcas. Therefore,

if the AID objectives are to be achieved, the services which involve an

advocacy element vill have to be provided wiitliout a cost sharing componant.

10



VII. Third Worid Voluntarv_gggﬂgizggigﬂi

The iscue of ATD relations with Tihird World PVOs is a difficult
one. ALD has had uvne very thought ful report done on the subject (An

Analysis of ALD Rolgtionship$_with_Indigcnous Private _and Voluntary

Orpanizations, [.cren Finnell, November 1979)., Our comments take that

report into fuli consideration.

Numbers of private organizaticns in developing countries vary
widely. As the Finnell report points out, there are many in Latin America
and relativcly [cwer in Africa and Asia. Ve believe very strongly
in the importance of thesec organizations and tiueir contribution to
development. In cur view onc of the serious problens of development in
the Third World countries arises hecanse central governments are too
dominant in devclopment programs. lheir role ig unlikely to change in
the short run hecauvse of historicul factors, hur.n resources shortages
and pztterns of international ajd giving. NHowcever, achieving the goals
of broader based national developmenut with involvement of a broad spectrum
of the populace will be grcatly aided by the gprowth and participation of
private organizations Hf the countiies cencerned. Lfforts to foster the
growth of such crpanizations are higiilly desirable.

However, we do not believe that this can be” done effectively
by an officizl pgovernmental organirzation. Problems arise primarily from
the suspicion and vulnerability wuich would surround Third World
organizations known to receive fonds from the U.S. Government. Wherce
semi-autonomou: crpanizations such ac the Inter-American Foundation or
Appropriate Technoiopy International exist, they provide a more appropriate

channel for supporting Third Vorld vouluatary orpanizations. When
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seml-official organizations -~ . ¢ Lelp Third Wosld orpanizations, we
believe that the viske are such that ALD should not LTy Lo assist even
selected organizations. In this we disagree with the Yinnell report.

Hotrever, there are other alternatives. We beliecve that it ie
Ancreasingly important for U.S. voluntary organizations to collaborate
witn Third World organizations sharing comuon objectives. The relation-
ship should be genuine collaboration betuceon rquals. Tnis does not mean
setting up branch offices with country nationals supcervised by Americans.
To foster this type of cooperation ALID funds vrovided through the smzll
grants program (sce Section IV for claboration) might enable U.S. PVOs
to establish collaborative relationships with Third Worli organizations,
Such funds could be used for travel, commumic..tious and grants to
strengthen the operation of the co]laborgting Third World organization.

The objzclive of this approach is to move the planning, decision
making and implerentacion responsibility closcr to the location of the
actual program implementation and impact. The effectivencss of develop~
ment programs can be 1ncreased thfongh the incorporation of national
knowledge and tazlents and Third World organizations can galn access to
international expeitise and an extcrnal accountability that may be an
asset, ’

Managenment capabilitics to Third World veluntary organizations
may also be strengthened dindirectly by ALD funding. Here the TransCentury
model may be appropriate. Ii an appropriate Third World organization
with stroag managerent capabilities or a commercial nmanagement consultant
within the country or region could be found and finded to provide services
on request, thies could contribute substantially to the strengthening of

Third World voluntary developmoent ovganizatioas.
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VIII. How to Tund MDS

We found conslderable concern within ALD that the grant
arrangement under wonich NTCF had operated was too loose for adequate
monitering by ALD staff. The issuc is how beot to [und the providers of
MDS so that AID :an be assured of a close werking relationship with these
providers and, =t the same time, prevent over-control which may be
stifling. We urge strongly that A1D ﬁot resort to contracl arrangements
for this funding. PVOs and non-profit agencies are not, and should not
become, equivalent Lo private prelit-making consulting {irms. Their
special capabilities arise precincly because of their siructures which
provide some latitude for ctaff initlative and creativity. We suggest,
therefore, reliaice on cooperative agreements. Through these, areas wherc
specific requirements are impoit(m t could be speeified and close monitoring
could be arranged while other {unds which had more flexible control
could also be provided. Cooperative agreements have the additional
advantage of requiring somewhat le-s monitoring from ALD staff{ than

contracts, thereby reducing to some degree the burden on these busy

people. |

IX Conclusion -

We shaile AID's interest in and commitment to enhancing the role
and effectivencss of voluntary agrncies in international developmcnt;
The MDS grant was au innovative step toward ucﬂicving this goal. Over
the five yecars of the grant a grest deal has been learned about the
disparity within the PvO commmity and about the contributions they can make

to International development, Obtaining the views of the TransCentury,
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AID and PVO staffs and vsing these n analysing the lessons of past
experience and suggesting futwre Jijccrions ~es, we hope, been of value
to each of these groups. WUe belivcoe that th. toppestions for future
directions containcd in this papar w11l dmprove AIDR's support te PVOc and

will cnhance tacir work in internc: ional developricat,
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