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TECHNICAL ASSISTANCE
 

A total of 23 long and short termers* have already come to Peradeniya

under the Project as of October 1980. 
 On the whole, they have been a
truly outstanding group, both professionally and personally, and have had
 a significant impact on the PGIA and Faculty of Agriculture. After more

than a year in operation, however, it is time to take a closer look at
 
our experience in the interest of doing even better in the future.
 

1. Identification/nomination/scheduling
 
The short and long term assignments projected in our present Plan of
Implementation are 
the result of continuing reassessment of need and
reordering of priorities, starting with the 1977 PGIA request for assistance


and Faculty of Agriculture development plan. Appropriate staff have already
been identified for most, although not all, of the programmed assignments. 
 However, naming the individual is only the first step in a process
that must ultimately involve one or 
more of the CAED universities, the PGIA
and Faculty of Agriculture, USAID/SL and AID/W, and the Academy. 
There
 
would appear to be a number of opportunities for further improvement in
 
this process.
 

The Plan of Implementation identifies the area of specialization for

each assignment, and the Contract sets forth the general types of assistance to be provided. However, 
a scope of work that provides some back
ground about the assignment as well as a detailed description of what the
visiting staff will be expected to accomplish is also needed to assure that

the person selected is "right" for the job.
 

Scopes of work can best be prepared by the Faculty/PGIA Department/
Board of Study requesting the assistance of visiting staff, and they have
been doing so since the Project became operational. Typically, however,

their scopes of work are 
very brief, more like skeletal outlines than
detailed descriptions. 
Such a format is consistent with local custom in

preparing proposals, reports, etc. 
When presented to the CAED university
or 
person selected for a particular assignment, the reaction is often a
sense of frustration in trying to read between the lines 
to gain a fuller
 
understanding of what is actually expected.
 

Does not 
include those coming specifically for the Consortium
 
Council meeting in February 1980 
nor visits by Academy staff.
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Attention is now being focused on this problem, and future scopes of
work will hopefully be both more nearly adequate and made available further
in advance of the assignment. Inquiries and feedback from the CAED

universities can contribute significantly to such improvement.
 

Each nomination for a technical assistance assignment is scrutinized

carefully when it reaches Peradenya. After examining the resume and
supporting documentation for relevance and completeness, the Chief of
Party submits the nomination to the PGIA Director, Dean, and Department
concerned 
(with copy to USAID/SL). The Department/Board of Study reviews
the nomination and their recommendation goes to the Dean who in turn
 passes it to the Director with his own comments. 
Only after the nomination has been approved at all three levels is it submitted to SAID/SL for
clearance and to the home office indicating acceptance.
 

Approval of a nomination is far from automatic as evidenced by the
fact that two nominations have been rejected. 
 The later acceptance of one
of these after receiving supplemental information indicates the importance
of providing adequate relevant information about the training and experience
of the individual at the time the nomination is originally submitted by

the university.
 

The PGIA and Faculty of Agriculture seek 
to judge each nomination
 on its own merits--either the nominee is 
or is not qualified for the
assignment in question. 
Therefore, although they appreciate having more
than one candidate from which to select where this may be possible, one
solid candidate per position meets their 
requirements. 
 Since the Consortium
is committed, through the Contract, to provide all necessary technical
assistance, they do expect to receive nominations for all assignments far
enough in advance of need to permit adequate planning for his/her arrival.
 

In evaluating nominations, the PGIA/Faculty uses several criteria.
Technical competence is, 
for the most part, assumed. Relevance of training
and experience to 
the specific assignment at Peradenya receives major
attention, however. 
 Both breadth and depth of experince are considered
important, including previous overseas 
experience in similar assignments.
In addition to examining qualifications of the individual, the PGIA/Faculty
also looks for people who will contribute toward building linkages, strong
continuing associations, with CAED and other major U.S. universities. 
 For
this reason, they much prefer nominees who are on 
the faculty of one of
 
the CAED universities,
 

Too often, the field office receives little more than a minimal resume
which does not provide sufficient information to permit the evaluation just
described 
(the scope of work problem in reverse). 
 It would help greatly in
such cases 
to receive supplemental documentation--letters of support from
colleagues showing how the experience of the nominee is relevant to 
the
assignment or 
a narrative concerning the 
same written by the nominee--along

with the resume.
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The PGIA/Faculty and field office must rely almost entirely on 
the
nominating institution to evaluate personal traits of the nominee and members
of his family who may accompany him to Sri Lanka. 
Suffice it to say at this
point that such an evaluation can be as 
important as that of professional

qualifications.
 

Although the Plan of Implementation indicates specific periods for each
assignment, scheduling must remain flexible to accommodate both program
needs and availability of desired individuals. 
 The PGIA/Faculty has repeatedly shown willingness to adjust teaching assignments, course offerings,
etc., to the availability of the technician for his Sri Lanka assignment.
The CAED universities must show a similar willingness to adjust schedules to
 
meet the needs in Peradeniya.
 

As an example, a recent nomination was accompanied by the statement
that the technician could be available only during such and such a period.
Not only was the suggested timing not in agreement with that decided only a
couple of months earlier with the relevant CAED department head, but it did
not coincide with any terin of the PGIA/Faculty. 
The head of the Sri Lankan
department involved was agreeable 
to shifting the assignment from the second
to the third term. 
He had to insist that the technician be in Peradeniya
for one complete term, however, since teaching will constitute a major
portion of that particular assignment. Eventually, it became necessary to
nominate another candidate who can be available at a time that meets pro
gram needs.
 

The importance of sufficient lead time in identifying, nominating and
scheduling people for both long and short term assignments cannot be 
overemphasized. Ideally, nominations should be submitted at least one year in
advance of the assignment in order to maintain the high quality of visiting
staff upon which the PGIA/Faculty rightfully insists. 
Timings should be
only approximate at that stage, however, recognizing that shifts in program
needs or prior commitments of the nominee may necessitate some later adjust
ments in arrival and departure dates.
 

The final steps in the nomination process are approvals of the nominee
by USAID/SL amd the AID/W Contract Office. 
 As indicated earlier, the field
office provides USAID/SL with pertinent information--including the scope of
work and resume at the minimum--at the time the nomination is submitted to
the PGIA/Faculty. Then, 
a copy of the nomination memo, approved by the
PGIA Director, is passed to USAID/SL with a request for Mission approval.
 

Prompt action on 
such requests on the part of USAID/SL and AID/W are
needed to maintain the lead time required for planning and preparation for
 any given assignment. 
In two recent cases, extended delays by USAID/SL
in granting approvals jeopardized the possibility for obtaining the services
of the nominees. 
Steps have now been taken within the USAID Mission to
expedite clearances of this nature, and it is hoped that such problems will
 
not recur inthe future.
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2. Pre-departure orientation and preparation

Generally speaking, recent arrivals appear to have been reasonably
well briefed on Project housing and living in Kandy. 
With a few notable
exceptions, however, their knowledge about the PGIA and Faculty of Agriculture appears to have been less complete. Advance preparation by the
individual has varied from in-depth study of all available Project reports
and documents, preparation of course outlines, and assembling sets of
reference materials to failure to remember receiving a scope of work or
to make inquiries into the nature of the assignment or the Project.
 

a. Living in Kandy. 
A few additional coments on this subject may be
helpful. 
The Project handbook is in need of updating, which can hopefully
be done during the coming year. For example, Sri Lanka no longer requires
a smallpox vaccination for entry into the country. 
The only vaccination
requirement at present is for yellow fever if arriving from an infected
area (source: 
 Health Information for International Travel 1980, U.S.
Dept. of Health and Human Services, HHS Publication No. (CDC)80-8280).
The overall health and health hazard situations are still largely as described

in the Handbook, however.
 

The question of "what to bring" is always pertinent. Unless advised
in advance, all short termers will be housed in the AEDP Staff Bungalow
which provides full services--meals, laundry, furnished rooms, bed linens,
towels, etc. 
 Snacks and liquid refreshments can be purchased locally or
through the commissary, although the selection may be rather limited.
variety of goods of all kinds available on 
The
 

the local market is surprising,
although prices for imports are high. 
 Thus, physical needs are taken care
 
of reasonably well.
 

Recreational opportunities present a much more serious problem for
many people, both short and long term--particularly if they have not previously had extended assignments in developing countires. 

area It is in this
that additional briefing and counseling might be helpful, including

such points as:
 

--The AEDP Staff Bungalow has no 
radio or music facilities.
 
If these are important to you, bring them.
 

The AEDP Staff Bungalow has a small library of paperbacks.

If you like to read, however, it would be a good idea to
bring a supply of books you enjoy.
 

--Numerous opportunities exist for interesting trips on weekends and holidays. The Project field office will help you

to arrange for transportation (a leased car in all likelihood), hotel reservations, etc. 
 All such trips will be at
 
your own expense.
 

--Both Protestant and Roman Catholic churches welcome those
 
who wish to attend.
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Two hotels in Kandy have swimming pools which you can use
 
for a modest charge; the movie theatres occasionally show
English language movies; and cultural events are sponsored

by various organizations. 
Beyond this and the shopping,

however, outside entertainment is limited. 
Therefore,
 
you must come prepared to provide your own entertainment
 
to a large degree (birdwatching, writing, sketching,
 
crafts are a few possibilities).
 

The last point mentioned above should be stressed, especially in cases
where wives expect to accompany their husbands on short term 
(1 -	3 mo.)

assignments. 
 Unless prepared mentally and emotionally for an abrupt shift
from the fast-moving hectic life of the U.S. with its television, clubs

and numerous other diversions to the quiet, slow-paced life in Kandy with

minimal "outside" entertainment, life in Kandy can be deadly. 
Accepted

on its own terms, however, it can be 
an enriching experience, and an oppor
tunity to become intimately acquainted with another culture.
 

b. The PGIA and Faculty of Agriculture. All the CAED universities now

have access to hundreds of slides from Sri Lanka, and it is obvious that
those coming to Peradeniya have seen them and talked to those who took them.
To add to that information, an audio/visual presentation on the total Project

could be helpful for briefings. 
 (The 	PGIA and field office hope to develop
such 	a presentation for use 
in Sri Lanka if time ever permits.] Also, more
detailed information about his own university's responsibilities and contri
butions to the Project would be useful, including an introduction to all
 
Sri Lankan staff studying there under the Project.
 

c. Pre-departure preparation. 
All those selected for Sri Lanka are

busy people who must inevitably put in extra overtime to get their own
work in shape to leave. Nevertheless, it is unfair to the PGIA/Faculty to

arrive in Peradeniya for a short term assignment without having made some advancl
 
preparation.
 

A number of the visiting staff have written to their Sri Lankan counter
parts for additional information about their assignments, or to offer

suggestions about what they might do. 
If we are successful in providing

scopes of work farther in advance of the assignment, this will encourage such
interchange. In addition, the First Annual Field Office Report and Plan of
Implementation and End of Tour reports in related fields should be required

reading. 
 Beyond those, the more complete the preparation, the greater will
be the opportunity for contributing effectively to the development of the
 
PGIA 	and Faculty of Agriculture.
 

3. 	The assignment

Although each assignment has its own unique features and opportunities,


experience to date has revealed a number of characteristics common to nearly

all. Since they are 
frequently crucial to successful completion of an

assignment, some of the more important ones 
are highlighted below.
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The counterpart situation is usually, although not always, frustrating.
All departments are understaffed, particularly during this period in
which the majority of the junior staff are pursuing graduate study abroad.
Senior staff now on board are seriously overcommitted and often hard for

the visiting staff to find. As a consequence, some visiting staff gain
the impression that they are not really wanted, while others take the

attitude that they will sit back and wait for 
the Sri Lankan staff to
 come to them. 
 Neither attitude is conducive to productive work, nor 
consistent with the wishes and expectations of the Sri Lankan staff.
 

The PGIA Director, Dean, and members of the Faculty have repeatedly
expressed their own frustration at not being able to spend more time with
visiting staff; and their strong plea has been for the visiting staff to
seek them out, to assume the initiative in establishing and maintaining con
tact.
 

There is always the temptation to consider Faculty and PGIA programs
as they exist, rather than as 
they may develop. 
The result of this approach
has led to such statements as "there is no research program worthy of the
name," 
with no indication of the possibility for improvement. For those
who take this attitude, their end of tour reports tend 
to be limited in
 
vision.
 

Another trap is to insist on 
the ideal, with ideal being defined in
terms of a U.S. university model. 
This is particularly devastating in terms
of contributing to development of the PGIA/Faculty. Two contrasting

examples should serve to illustrate this point.
 

Two visiting staff made detailed recommendations for designing and
equipping laboratories in their respective areas of expertise. 
 One presented a list of equipment and a laboratory design with a take it or 
leave

it attitude that left room for no alternatives or compromises. 
The

other also presented an equipment list and a laboratory design. 
In this
case, however, he had explored with other departments the possible joint
use of certain expensive equipment items, and offered several alternatives
in laboratory design and equipment depending upon the resources available.

Resources were, as expected, insufficient to provide all the facilities

and equipmenc recommended for either installation. The department must get
along with less than the ideal; 
the second specialist's recommendations
 
helped to come as close as 
possible, however.
 

To make the same point in a different way, PGIA/Faculty staff and
administrators often already have a clear concept of what would be desirable
in a program or facility. They are eager for assistance, however, in
determining how to develop their institutions and programs within constraints imposed by resource limitations in such a way that they can both
satisfy present demands and move steadily toward their ultimate goals.
 

Thus, the PGIA and Faculty look to visiting staff for concrete, practical suggestions for short, medium and longer 
term actions in the broad
 areas of curriculum, research and outreach. 
Although they obviously reserve
the right to accept or reject such suggestions, all 
are carefully considered.

The extent to which action on such recommendations is already underway is
evidenced by the attached minutes of a special Faculty meeting.
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Every technical assistance assignment originated with a request from a
department for specific assistance. Each visiting staff is wanted. 
 His

counsel and recommendations are awaited. 
 The PGIA and Faculty want him to
take 	the initiative, to aggressively seek to describe the situation in his
 
area 	of expertise and then to help them plan and initiate programs that are
relevant to that situation. 
They 	are not looking for broad generalities

except insofar as they are relevant for planning and action.
 

The above comments are consistent with the types of assistance
 
specified in the present Contract, namely:
 

a. teaching
 
b. curriculum review and development
 
c. research program development
 
d. outreach program development
 
e. facilities planning and development
 
f. experiment station development
 
g. library development
 
h. graduate degree research supervision
 

Every assignment will constitute more than a fulltime job throughout

its duration, provided the above hints are taken and activities outlined in
the scope of work are carried out with imagination and innovative thinking
by the visiting staff. 
 For this to happen, however, the department involved
 
must do a better job than at present in preparing for his visit, in making
staff available to work with the visitor, and in assisting with arrangements

for his in-country travel, needed facilities, etc. Also, the Chief of
Party must improve both the initial orientation of the visiting staff and
 
programmatic support throughout his stay in Sri Lanka.
 

As stated at the outset, the Project has benefited greatly from the

outstanding group of visiting staff who have already come to Peradeni.ya.
 
The examples cited above are in no way intended to detract from that fact.

Rather, they are offered in 
the spirit of utilizing past experience to
 
improve future performance.
 

4. 	Follow--up
 
Viable links between the PGIA/Faculty and the CAED members are rapidly


being forged through both the visiting staff coming to Sri Lanka and the

assistant lecturers going to the U.S. for postgraduate study. Every opportunity for follow-up that will contribute to strengthening those links should
 
be actively pursued.
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