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MEMORANDUM 

TO: SEE DISTRIBUTION 
g@ 

FROM: c. Stuart callis& BIFAD/S (Sustainability Working 
Group Co-Chairman) 

SUBJECT: Final Report of the Sustainability Working Group 

Attached is the final report of the findings and 
recommendations of our Working Group. The draft I circulated 
on August 8 has benefitted from thoughtful comments from 
several of you, and I especially appreciated those from Ken 
Kornher, Stan Peabody, John Mason and Pat Isman. 

As a word of explanation to those of you who, like Stan, 
worried that Itthe presentation is now too long and detailed," 
our earlier, short and succinct version was turned back as we 
sent it forward with a request for more background information 
and context. We had been so succinct that those who were not 
members of our group couldn't understand where we were coming 
from. So we decided to prepare a more detailed "Committee 
Reportttl with attachments, that could stand on its own and 
provide both the actionable recommendations and the background 
rationale for them, for those who wish it. The short, succinct 
version remains pretty much intact on the first 2.7 pages of 
this report, with the primary addition of paragraph 3 on page 1 
from Stan Peabody. The rest, beginning with llDeterminants..tt 
on page 3, is background. 

- 

The idea is that the Working Group deserves to have a full 
report of its deliberations for the record, and this attempts 
to fill that bill. Anybody can then use all or part of the 
report for whatever useful purpose iL might serve. We intend 
to extract and emphasize its recommendations in a more succinct 
cover memorandum as we send it forward. That is now the next 
step (and we shall keep you informed). May I thank you all for 
your participation in this very important and fruitful effort. 

Atch: a/s 
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Par too often, activitiee and benefite started by A.I.D. and other donor 
aeeietance projecte fade away or die abrubtly after project funding ends. 
Congreen, U.S. taxpayere, and A.I.D. all want and expect project benefite to 
continue. The heart of A.I.D.'s job ie to help developing countries rurtain 
broad-baeed economic growth, renewable resourcee, income streame, key 
develcpment activitiee and other tangible and intangible benefite for people. 
We can improve our performance. 

An ad-hoc Suetainability Working Croup of experienced middle-management 
profeeeionals from mix bureau8 met regularly far o h  month8 and bacame an 
infcrmal eubcomnittee of the Rural Development Sector Council. The group 
reviewed oeveral yeare of work by A.I.D., the World Bank, and other donoro on 
the euetainability problem and participnted in an intensive Suotainability 
Workehop sponsored by the ANE Bureau. (See attachments 1 and 2.) It developed 
a aeries recoamendations that would change the way A.I.D. deoigrlm and 
implemento many of its foreign aeaistance programe. In this report the 
specific recoamendatione of ths group for A.I.D. are preoented first, followed 
by a summary of the w e t  important finding8 of the muetainability atudiee 
reviewed and fran which the recatmendation8 were derived. 

Activities and benefit. are not rurtained due in large meaoure to the way 
A.I.D. does buminess. If we are oerioualy committed to making our effort8 
effective and long-lasting, we nved to change the way we define our 
objectivor, the way w e  davelop and implement our projmcto and prxramm, the 
way we monitor progremo and impact, and the way we reward our otaff. It ie 
clear from the otudimm r e v i d  by the Working Group that we know what it 
takee for development activities and benefit. to be ruetained: 

1) hort-country ownorship of and couitmmnt to the development program, 

2) hart-country inrtitutional capacity to provide and eustain the 
desired activities and benefite, and 

3) the institutional fluibility to be reaponrive to changee in demand 
and environmental condition0 in developing auotainable proceroee and 
rourceo of rupport. 



Smcific Rocorrendationm of tho Sue-tr Workinu Q m u n  for  A.I.D. Action 

A.I.D. neede a clear c o m i t w n t  to achieve theme conditionm and put 
ouotainability at the center of itm project ammietance; and then it atumt 
design policies and proceduram to move the caunitment to action and reoulto. 
To begin, the Working Croup recomnende that the Adminietrator undertake the 
following actions: 

1. AMouacm a commitment to achieve mumtakublm hoot country hnmfitm ae an 
outcome of all A.I.D. projectm for which that im an appropriate goal. Such a 
coaxnitment mhould be articulated clearly and repeated frequently to emphaeize 
i te importance. 

2 .  Rocog~iae and mupport tho load ,role of tha homt country. Our planning, 
review and approval proceeeer umually bring in the homt country people and 
leadere much too late. They often have other priorities and don't "ownw the 
objectives and activitiem of mpcific A.I.D. project.. To move our project8 
toward more hoet country ownerehip and leaderahip the Adminietrator ehould 
inetruct regional bureaus to have all their miesione: 

a) work closely with hoet country leaderr on Country Development 
Aeeistance Strategies (CDSSm) and report on thin proceme in the next round 
of CDSSe; 

b) include key hoot country actor0 in mimeion project and program plcnning 
at very early stages; 

c) actively mtrengthen homt country capacity to do it8 own mtrategic 
planning as a baois for allocating its own development resource# and for 
coordinating foreign donor eupport; 

d) strengthen and use local management symtmr wherever pomeible in 
project demign and implementation; and 

e) monitor and report on the euccere of i) collaborative mtrategic 
planning with homt countrier and other donorm, ii) institutional reform 
and demonmtrable improvawnt of capacity, urd iii) hoet country proviaion 
of recurrent comtm. There rhould be topic8 for Adminirtrator'e Review 
aeeeiona at least once a year. 

3. Develop and umm a longer-tmrr strategic un8g.wnt pmcmrm. To move 
away from the "move moneyw and 'look good for the life of the projectw 
myndromem to the bottom line: aurtained flow8 of benefits after the project 
is over, A.I.D. mumt chenge the way it doam buainemr and mtretch out it8 ti- 
horizon. Demign, implanentation and evaluation mumt focus on factoro that 
affect mumtainability bftet projects end. Sumtainability must be a key factor 
in identifying projectm. Hoot country and A.I.D. incentives mumt reward 
flexible demign, timely adjumtmentt during implementation, and muccemoful 
capacity-building with amoured coverage of recurrent costa. To achieve theme 
aime the Administrator mhouldr 

a) instruct all bureaue and mimeions to bring prolonged collaboration, 
flexibility to adjumt to changing conditione, and project suetainability 
"fron. 1 centerw into each phaee of their programing proceee--i.e., 



rtrategy preparation, project design, choice of performance indicatore, 
Fmplsmantation, monitoring and evaluation; 

b) inrtruct PPC/CDII, in cooperation with the new S&T/University Center, 
to derign and halp mirrionr implement a collaborative, management-oriented 
monitoring, evaluation and information 0yrt.m (=IS) that: 

i) tracks progcerr toward achieving both pxoject objectivee 
(purpooer) and overall developwnt program goals in each 
A.1.D.-aerirted country, analyzing tho expected caueal linkagee 
batween the two and highlighting conetraints or rhortfalls for 
management action, 

ii) focurrer on the transition from project-funded to poet-project 
activitiee, identifying mid-course correctione needed to achieve 
rumtainability; and 

iii) involver U.S. and hoot country academic, burineoe and other 
private eector, ae well ae government, analyetfa; 

C )  continue to prers Congreee for no-year funding, the elimination of 
eectoral accountr, and for easing the diotinction between program and 
operating expenre funds (particularly for the more frequent travel of 
direct hire pereonnel to program/project sites); 

d) permit and encourage longer tours at pomt for program-related personnel 
and inrist on their achieving adequata (S-3+) language rkille wherever 
needed ; 

e) provide career incentivee and reward8 for project surtainability 
achievemente; and 

f) provide rtaff tr~ining in collrboration, manag-nt flexibility and 
rumtainability, much am in the Xanagement Skill. Courre and the Proj~ct 
Demign Course. 

pmtominantr o f  bqrt-ilitr and A.I.D. C o n r t r a w  

The studies reviewrd (ree attachment 1) point to three emeential featuree 
of euetainable programr: 

1 j the hort-country exercir88 rarponribility for its own developnent 
program, ir committed to program/project euccees, is engaged in collaborative 
planning with foreign donor., and purruer a workable national developnent 
rtrategy of it8 own chooming. Full uoe of competitive market8 for private 
good8 ie a key element of a round rtrategy. 

2) hort-country inrtitutionr drvelop capacity to provide and surtain the 
derired development activitieo and benefitm; 

3) hort-country inrtitutionr hare flaxibility to be responsive to changes in 
demand and in environmental condition8 (political, economic and eocial, ae 
well a8 natural), to develop oustainable proceoaes, and to tap alternative 
eources of recurrent cost financing. 



To nurture boet countrv reemneibilitv and comnitment to Fte own 
developaont strategy, developed in collaboration with foreign donore, A.I.D. 
mumt oxercime great care to keep the project8 it supports within the overall 
devolognnont contmxt and prioritimr of that hort country. A.I.D. must help the 
homt-country build daaertic understanding and political eupport for a workable 
devslopnmnt rtrategy, rational invertment prioritlee and the required policy 
reformr. Working against this within A.I.D. are: 

-- Prerrurem for accountability that reward ehcrt-term, 
tangible acccmplirhmentm and encourage a "take-charge" and 
ndo-it-yourmelf" mentality 

-- A demanding ptojoct approval pmcorr that leaven out 
the host country 

-- A d-d for high-prorrure 'policy dialogue,' often in 
the abeence of eufficient hort-country underotanding and 
comnitment 

The varioue etudiee raviewed recoamended eeveral waye to counter theee 
conetrainte and encourage hoet country reeponeibility and commitment: 

o Rocogniam tho hort-country's lead role in development 
otrategy preparation, in program and project deeign, and in 
implementation 

o Roquirr, explicit attantion to rurtainability concern0 
in project and program demign, implementation and 
mvaluation 

o Wphariae progru w a g u o n t ,  rtratogic planning, and 
building conrtituaacy mupport and gorof~..~t d U e n t  ae 
more important thur by-the-book project implementation 

o Orgmiao d-d for project output8 md mupport for 
rocurrent cortm from conetituent beneficiarier 

o Provide polfcy a s m i s t ~ c m  to help hoet countries 
develop and apply better policies and place "more amphamis 
on amrioting policy makers with decirion-making procedures 
and analytical capacitier," than in urging particular 
policy reforme 

0 U80 lore block grants, program arrirtancm and 
collrboratirm araimt.~ce agrmmnntr to resiet the 
inclination for A.I.D. to "take chargem of specific 
project8 

titutfonrl devel- c a ~ s i t v  b u i l u  require a longer time 
frune than a typical A.I.D. project. Hoot-country inmtitutiona need the time 
and autonomy to gain experience and to.learn,from-mietake.; A.I.D. need9 to 
accept the uncertainty and cmplexity of longer-term development effort8 and 
the etaff-intensive nature of capacity-building and technical aeaietance 
activitieo. There are 8averal powerful factore affecting A.I.D. progrme that 
work againet much a long-term approach: 



-- O n  appropriation8 and the preraure to move money by 
Septsmkr 30 

-- Pre8rurer for accountability that reward ehort-term, 
tangible accanplimhmente and encourage a "take charge" and 
'do-it-yourrelf" mentality 

-- A life-of-project lindret, demand for quick reeulte, 
and mhort project lifeapanr 

-- A.I.D. is often inrmuritire to institutional capcity 
irruer and to the need for oolid inetitutional analyoie 

-- Therm is a natural organizational tendency to orar- 
rhplify, accept a limftec! information base and act with 
inmufficient underatanding. 

-- Preesure on A.I.D. to reduce adminirtratire costs 

-- Comptitire contracting roquirrrantr diecourage 
continuing relationehipr between hoet-country and U.S. 
inotitutiono 

-- I~lttention to ~llinte~nce n m d r  of institutions and 
h-n capital am well ao of physical plant and equipaent 

There are rmveral thingu A.I.D. could do to deal with theme conotrainto: 

o Adopt extended planning horironm and continuing 
collaboration 

o Require batter i.nutitutiop.1 malysir 

o Provide training and amrirtance to build hort-country 
inrtitutionr for der~loplent activitiea funded by 
A.I.D., a8 ~ 0 1 1  a8 for thora that are, including the 
capacity for doammtic inrtitutional and managwnt rupport 
and nmtworking, and continue critical "mahntanance' eupport 
activities beyond the end of a project 

o Continue to prees Congrees for no-par funding 

o support critical recurrent cortr for institutional 
building, perhaps through sndovments 

o Uro collrboratirm arrirtance agreuantr between U.S. 
and hort-country inrtitutionm 

o Provide tmchnical arsirtaocr perroanml am catalyrt8 and 
facilitator8 rather than as tunporary tmchnical oxperte 



titutional flexibility would be enhanced by decentralized 
implementation by local, autonomoue organizatione and by a determination to 
measure and evaluate performance by renulto achieved rather than by inpute 
delivmrod. ?or A.I.D. project6 and program., thie im often hampered by: 

-- Stipulation. for prodetmrrinad, scheduled activitims 
and quantifiable projmct outputs. A preoccupation with 
inputs rather than with ultimate impacte 

-- An evaluation systam that end. with thm jmrticular 
project or pregram, 
instead of looking for euetainable reeulte beyond the 
activity in queetion 

-- Congressional prmsmurms for dmnstrablm and almost 
irrediatm results 

The following action8 were suggested ae waye to deal with theoe conetrainte: 

o Build flmxibility into projmct/progru dmsign to 
adjust to changing deaiand and conditione 

o Utilize orgmi~ations with popular lmgithcy and local 
linkages 

o Consider alternative and multiplm sourcar of racurrant 
cost f inrnciag 

o Install collaborativ~, ruragmnt-orientod Nonitoring 
and Evaluation Infomation Systus focueeing on: 

1) progreoa and constrainte toward surtainable purpose 
and goal achievement, 
2) the tranoition from project-funded to poet-project 
activitiee and eupport, and 
3) mid-couree corrections needed to achieve 
muetainability 

o Internal A.I.D. incentivee ehould reward continuity 8nd 
adaptability 

Surr8rr Coaclurionr from Donor Studies 

The more important conclueione derived from the etudiee reviewed can be 
grouped under two main heading.: 

1) that we need to recognize the eeeential ownerehip, comnitment and lead 
role of the hort coontry in it0 own developnent progrune and to help it 
develop ito capacity to exercise that reaponeibility; and 

2) that we need to adopt an extended planning horizon and a long-term 
etrategic management proceeo, combined with the flexibility to deal with 
constantly changing circumetancee without loeing might of the goal. 



The first need require8 urn to emphasize FJr-raUI managenrent, mtrategic 
planning, building conmtituent eupport and government carmitment for project 
output., training and inrtitution-building aoeietance, supported by better 
inmtitutional analyrir. We muet focuo policy ammimtance on building hoot 
country capacity to analyze development problemm, choooe wimely among policy 
altornrtivom, and implement policy reform program.. We muut maintain 
inmtitutional mupport long enough to achieve succemm, with prolonged 
collaboration and eupport for critical recurrent coats built in, including the 
uee of alternative and multiple sources of financing. Technical aeeietance 
people mhould serve am catalyotr and facilitatorm, not as tempcrary etaffere. 

The second need require. uo to devote explicit attention to muetainability 
and flexibility in program design, implementation and evaluation, including 
better institutional analymim f r m  the beginning. We rhould mupport prolonged 
inmthtutional collaboration by a joint management-oriented monitoring and 
evaluation information symtecn (UBIS) that tracke progremr and conetrainte 
toward mustainable purpore and goal achievewnt. We mumt expect and encourage 
mid-courre correctionn to achieve euetainability and the tranmition f r m  
project-funded to poet-project activitieo. We must ueo more block grants, 
program asrietance and collaborative aeeietance agreement6 to prevent A.I.D. 
man~germ from "taking charge' of mpecific project.. We muot redirect internal 
A.I.D. incentive8 toward continuity and ou~tainability rather than toward 
frequent new initiatives and new projacte. And we muet ineiet that Congreee 
provide no-year funding and longer timeframe for expected impacte. 

Atchs : 1. "Noter f r m  Suotainability Brown-Bag Dimcuo~ione," CSCallieon, 
5/11/90 

2. "Enhancing the Surtainability of A.I.D. Developlnent Impact," 
International Pavelopaont Management Center (IDHC), 
University of Maryland, June 1990, Proceedingo of the 
ANE/TR-UXS/IDHC Suetainability Workrhop, 5/2/90 

Suetainability Brown-Bag Working Group;CSCalliron/NVreeland/)(lKornher;0566A; 
8/7/90 rRevieed:9/14/90 



NOTES FROM SUSTAINAEILITY BROWN-BAG DISCUSSIONS 

On the question, "What can this group do?'#, it was suggested that we could 
try to develop a consensus on the definition of "sustainability" and explain 
the consequences of R.I.D. policies & legislation, 

of the operational year budget (OYB), 
of the discontinuity of A.I.D. programs, 
of the evaluation process, 
of the internal incentive and reward system, etc. 

A World Bank review of 550 projects identified the following "determinants of 
sustainability": 

1. Institutional developbent to sustain benefit flows, including cultural 
fit and general level of education 

2. 14acroecow-dc policy environment (depends on political will & wisdom) 
3. Good mageoent 
4. Resource mobilization for recurrent costs 
5. -bent of government (to necessary institutional and policy 

reforms) and constituency support of participating beneficiaries 
6. National developent strategy providing project rationale and context 
7. Appropriate and adaptable technology 

A DAC evaluation group identified the following "Factors of Sustainabilit~": 

1. Cmdta#nt of leaders and constituencies to objectives 
2. C X m e m t  policies must be supportive 
3. -gent, leadership defines objectives and builds constituencies 
4. Organization, institutional capacity 
5. Finance, recurrent cost budgets, access to foreign exchange, user fees 

. 6. Technology, capacity to select, adapt and maintain 
7. Socioculture, objectives C technology acceptable 6 sensitive to 

beneficiary demands, gender roles defined 
8. Environment, conditions supportive, preserved 
9. Project design & inplementation, flexible, monitoring & evaluation 
10. External influences, political stability, int'l economy, access to 

technology 

An FVA/PVC study noted the importance of support building during design, 
capacity building, monitoring and revising during implementation, and 
collapsed the "conditions of sustainability" into four categories: 

1. Institutional fr-rk (structure, linkages, systems, incentives, 
participation) 

2. Fhman resources (leadership, admin., capacity, beneficiary skills) 
3. Financial resources and cost control 
4. Context (political, social, economic and cultural) 

IDHC of U.of Hd. reduces the results of its extensive research into 3 critical 
"elements of sustainability": 

1. Responsive output flaws (high quality and valued goods & services) 
2. Cost-effective delivery mechanisms (organization & management) 
3. Continued resource flows (for recurrent costs, capital investments, 

and necessary human resources) 



from "Institutional Sustainability, the SCOPE Framework," 
(Draft Executive Summary), by Arthur A. Goldsmith, XU/IDHC, Hay 1990: 

Lessons learned: 

1. Secure internal caadtment 
2. Pick feasible objectives 
3. Choose the right moments for strategy fomlatioa (early on) 6, for changes 
4. Build alliances and support networks and neutralize opposition 
5. Differentiate perceived vs. actual benefits 
6. Offer long-term ovvsess training--a critical mass of well-trained 

personnel promotes sustainability 
7. Set extended planning horizons, "..prolonged callaboration, based 

principally on the international exchange of scholars, allowed the 
differing points of view to be accomodated, and is one reeson these 
institution-building projects have generally done so well in sustaining 
themselves." 

from "Increasing the Sustainability of Development Assistance Efforts: 
Lessons Learned b Implications for Donor Agencies," 
--USDA/OICD and HU/IDHC for AID/S&T/RD, Nov. 1987: 

Sustainability Guidelines far A.1.D- 

1. Require explicit attention to sustaimsbili'cy in project design, 
implementation b evaluation 

2 .  Require flfdbility in &sign to adjust to changing demand 6 conditions 
3. Give host wuntry (EC) the lead role in project design & isPplementation 
4 .  Use more block grants and program assistance 
5.  Provide policy assistance to help HC develop 6 apply better policies 
6 .  Utilize national organizations with popllar legitimacy & local linkages 
7 .  Provide training & assistance to build institutions for developent 

activities not funded by A.I.D., and continue institutional building 
activities beyond end of formal project 

8 .  Improve RC institutional capacity for domestic institutional and management 
support, encourage networking . 

9. Consider alternative sources of recruwnt cost financing 
10. Support critical recurrent -tk for institutional building 
11. Technical assistants (TA) should be catalysts L facilitators rather than 

temporary technical experts 
12. Continue training and TA lor management systems after project completion 
13. Internal A.I.D. incentives should reuard continuity f adaptability 



A.I.D. contradictions: 
1. Life-of-project mindset vs. need for longer tire-frame 

--pressure to move money, OYB appropriations, demand for quick results 
vs. need for inatitutio~l developrent and capacity building 

2. Natural orqanizational tendency to over-simplify, accept limited 
information base b pursue "bounded rationality" vs. uncertainty L 
~ l e x i t y  of ionger-term developlent 

3. Pressure on A.I.D. for sl-~ort-term accountability vs. need for host country 
responsibility, rollaborative planning, decentral ixed implementation by 
local organizations 

4 .  Hiqh pressure policy dialogue vs. need for dasestic understanding and 
support for long-run success with policy reforrs --need for "mre 
emphasis on assisting policy aakers with hision-making pruxdues and 
analytical capacities," than in urging particular policy reforms --Joan 
Nelson, "Diplomacy of Policy-Based Lending" in Between 'No Worlds, 1986 

5 .  A.I.D. stipulations for predetermined, quantifiable project outputs and 
scheduled activities vs. need for institutional flexibility to be 
responsive and develop sustainable processes 

6. Pressure on A.I.D. to reduce a&,icistrative costs vs. the staff intensive 
nature of capacity building and technical assistance activities 

7. Pressures for accountability rewards short-term tangible accomplishments 
rather than long-term learr.ing L institutional developent, which 
requires the autonomy to learn from mistakes 

Sustainability "requires =re discipliwd attention to institutional 
devel-t and management systems.. ." 

from Haven North: 
A.I.D. Problems: 
1. Demanding PP approval process leaves out host country 
2. Competitive contractinq requirements discourages continuing relationships 
3. Preoccupation with inputs rather than ultimate impacts 
4. Conqress wants results/impact, but too soon 
5. Project lifespan is too short 
6. Inattention to maintenance needs of capital equipment (also of 

institutions and human capital) 
7. Evaluation ends with project, needs longer time-frame 
8. R.I.D. insensitive to institutional capacity issues end need for solid 

institutional analysis 

Needs for change: 
1. Better national strategies with host country input 
2. Better institutional analysis 
3. Shift to strategic activities L piii~aing tc keep projects in overall 

development context L within HC sense of priorities 
4. Prograr manegecent, strategic pl-, constituency developrent are more 

important than project implementation 
5 .  Perforaance should be measured by the results achieved rather than the 

inputs delivered 
6. Concentrate on institutional capacity building, holisticly 
7. Install magement-orieflted Nonitoaing L Evaluation Information Systeas 
8. Build constituent support and g o v e m n t  comaibnt, organize demand from 

constituent beneficiaries 

BIFAD/S, CSCallison, SSTNBLTY.590, 5/11/90 
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Enhancing the Sustainability of A.I.D. Development lmpacr 
ANE/TR - UMS/IDMC Sustainability Workshop 

May 2, 1990 
Washington, D.C. 

I. Introduction 

A. Background 

The issue of sustaining benefit flows of A.I.D. supported activities following the pbu-ou t  of development 
arsistance has received increasing attention over the past several years. The ANE/IDMC Sustainabiliry 
Workshop held May 2, 1990 at the Westin Hotel in Washington, D.C. diKtlssCd the preliminary results of the 
ANE sustainability initiative, and examined the draft sus lh t i l i t y  guidance prepared in cooperation with b e  
University of Maryland Lternational Development Management Center (IDMC). The draft guidance 
reviewed at the workshop builds on an applied research effort carried out through the ANE/IDMC 
Cooperative Agreement. 

Thc objectives of the worbhop were: 

1. Test and re f i e  sustainability guidelines before s e n d q  them to the lie:d for validation. 

2 Examinc sustainability guidance in light of new ANE Bureau concerns and examine their 
utility for new projects. 

3. Obtain input regarding what is needed in addition to h e  guidelines to increase probability 
that they will be used. 

B. Welcome and Objectives 

Richard Blue, Deputy Director ANE/TR opened the morning session emphasiiq that while many of the 
sustainability concerns were not new, but had been uound for many yxj, what was new was the systematic 
treatment of the h u e s  within the drafr guidance, synthesizing accumdatd experience and adding some new 
insights. He challenged the 32 participants to address the didit). of sustainability issucs within the contm of 
new policy directions of the Agency, and stated that be was p l d  that the draft guidance was going to be 
discussed not only in terns of general implications within the project cydc, but a h  mamined in light of 
several new, non-traditional projects. After this, Alan Hurdus (ANE/TR/ARD) reviewed workshop 
objectives and introduced participants. 
C. Overview of the ANE Sustainability Initiative and the Draii Guidance 

Jim Lowenthal (ANE/TR/ARD) presented a brief overview of the activities leading up to the draft guidancc 
and the worbhop, within the conten of the APE Sustainability Initiativ:. Swainability was highlighted as a 
major concern at the 1987 AME ARD Confere~~cc in Bangkok. This concern coincided with other AID 
sustainability activities such as the S&T/RD review of literature and project experience, a Devres study of 
the sustainability of AID projects, several IDMC papers coming out of the Performance Management 
Project, and CDIE sustainability review of health and agriculture projects. 

Tbe ANE/IDMC sustainability initiative consisted of the elaboration of a theoretical framework, testing 11 In 
the field, and preparing sustainability guidance for mission staff. Pilot applications of the model were 
conducted in ANE countries with the dual aim of assisting missions to better incorporate sustainability 
dimensions into planned or ongoing development activities, arid providing ANE with a rigorous experieor~al 



base for reGning field guidanct. To date, pilot applications have been completed in 7 . i ~  countries: Thailmd 
(Northeast R a i d d  Agricultural Development Projw); Morocco (Hasan tl Agricultural and Veterinary 
Institute Project); Indonesia (credit component of the Provincial Area Development Project); Bangladesh 
(Higher Agricul~ltd Education Projed); Pakistan (Transformation and Lntcgration of the Provincial 
Agricultural Network Projed); Sou& Padtic (University of the Souch PaSlc at Alafua). From this work, 
IDMC and ANE wrote the drafi guidance, reviewed at the May 2 workshop, building on the basic 
information contained in A.I.D. Projul Ashance Handbook 3, intended to idea* Lhc most critical 
sustainability irsuu that mission staff should address at each stage of the investment cyde. 

Following this presentation, Mucus lnglc (IDMC) o u h e d  the conceptual Erlmcwork upon which the 
guidance is built. The framework k d e d  SCOPE, r conccpnul model that provides r systematic way to 
think about h e  numerous components of development invcstmenls that must be fauored into developing 
country systems to promote enduring impaa. Sustainability is defied io the SCOPE framework as the 
ability of r syslem to produce outputs that are sufidcntly mU valued so that cnougb inputs are provided to 
continue production, nod maintain at lus t  r steady state. SCOPE taka r political economy approach to 
understanding sustainability, placing emphasis on tbr. valuation of outputs of institutions as the key to their 
sustaioability. 

The IDMCIANE sustainability initiative has shown that development sustainability depends upon 
rn ain t aining: 

o Responsive output flows (high quality and valued goods and services), 
o Cost-effective delivery mechanisms for goods and services (organization and management), and 
o Resource flows (recuncnt cwts, capital investments, human ruourccs). 

Various definitions of sustainability focus on one or another of tbcst elements, bur the field studies 
undertaken have demonstrated that all three must be addressed to assure sustainable development benefits 
and impacts. 

11. Small Croup Discussion and Feedback on Guldance 

FoUowing Dr. Ingle's presentation four small groups were formed lo discuss and present feedback on the 
guidance. Each of the groups looked primarily rr one section of the documc,,.t, focusing on identification and 
seledion, design, implementation, or evaluation issues and guidelines. ?bere were two questions the groups 



a d d r e ~ d ,  what are the strengths of the document, and what needs to be changed and/or added? 

The fnUowing is a rummary of the main points presented by each group. 

A. Identitication and Selection 

This goup found as particular strengths of the guidaoce document the importance attached to actions 
required at the identification and wlcclion stage, the collaborative involvement of host country counterparts, 
and the long-term investment perspective capwed in the language of the document. 

Spedf~c  recommendations for improvement included streogthening the idea of shared risk dong with 
ownership of the projeas by stakeholders and the need to a d b e y  the h u e  more directly of d e r e  money 
will come from in the long run. 

B. Design 

The small group dealing with the implications for design reported that a particular suendh of the guidance 
was the political cconorny thread running bough  it, and felt that the guidance was good for current projecrs 
and provided kernels of help for transition-type projects, but nceded more development for new programs. 
The emphasis on the AID transition to private seaor was found to be wfuZ but in need of more 
development. The group recommended that the guidelines needed to relate better to the Agency's new 
assistanct mechanisms, and not just projects. In addition, the group rccornmended that the document be 
strengthened to clarify the job of Gpding the appropde  private/public m k  to ad&= more directly the 
issue of who bcncfiu and loses from intuventioaq and to take into consideration the 'rat-seeking' versus 
produdon orientation of stakeholders. 

C. Implementation 

The implementation group liked the fad Lhat the guidance LgMights conventional wisdom, but whicb is often 
lacking in practice. This group found the guidance comprehensive, touchtrg on a range of issues. However, 
by calling these concerns 'neuf and 'additive* they felt the guidelines might offend or appear naive to field 
professionals. 

The guidance should state that it is intended for individual project officers and not for the Agency as a 
whole. The document should plaa  mcre emphasis on host country collaboration, leadership and program 
dewlopment. Allbough project oficers should be able to raise sustainabity issues to higher levels during 
routine evaluations, the abiliy of project managers to divest resources when sustainabiity appeared 
improbable to the group, who thought that this issue needed more attention in the guidelines. 

D. Implementation 

This group rlso approved of the emphasis on long-term impad of investments rather than 'return' at end of 
projects. Likewise the document's emphasis on 'iterim* evaluations to provide feedback for adjusting 
implementation to changes was well-placed accorbng to this goup.  

To improve the document, the focus of cvduatiorr should change from discre~e evaluation activities to an 
ongoing p r w s s  of monitoring and feedback, integrated into the other phases. Tbc evaluation group also 
saw a need for clearer definition of what is to be sustained (indicators) at the design phase, and on how to 



'sustain' the post-projea evaluation process to measure impact. The emphasis oo strategy for recurrent costs 
rbould be part of the design phase ralbcr than an evaluation adivity, and the document should indude 
greater dtsaiption of existing AID evaluation guidelines md how sustainability factors are incorporated into 
the procus. F d y ,  the question of how to define/mwure succus (outputs, objeaivcs) of sustainabilir). in 
the post-investment period needs greater attention. 

111. Small Group Dlscusslon on Appllcatlon d Cul&nrr to Nm PmJects 

The Lirst small group discussion session of the afternoon focused on lbe application of the guidelines to three 
new projects the Morocu, New Enterprise Development Projtd, de: Nepal Agroenterprisc Technology 
Swems Project, md the Jordan F d y  Hulth Scrvioes Project. The objeclive of this session was ad to 
critique or pass judgment on the projects themselves, but to use them as real world examples for trying out 
the new guidelines. The questions for the groups were: 

1 Are the sustainability considerations r d c a c d  in the projed? Lf not, how would you address 
them in relation to this project? 

2. What insights or i d w  does analysis give regarding applicability of guidance? Does it appear 
relevant? Is it user friendly? 

A1 three groups found the application of the guidelines useful in thinLing through the issues concerning the 
swainability of the projects. Specific iDsighu to come out of this session included the following. 

It is imponant to incorporate a time-phased commitment check which builds over time. 

If the swainability guidelines u e  taken seriously, thue  m w  be a change in how PIDs are 
developed, i n a w i n g  interaction. 

How to determine the appropriate mix of public and private inuitutions to assure responsiveness 
needs to be strengthened in the document. 

It will be nwssary to identify who is responsible for seeing that the guidclincs are utilized. 

The proccs of applying the guidelines should be seen as cumulative, building over time throughout 
b e  investment and post-iovwmeot periods. If, st the ead of each phase d e  conditions for 
sustainability u e  a d  met, stop, go back and re-design if necusary. Continuous review is required to 
see that r he pre-conditions favorable to sustained impad endure through each phase of the 
development investment cycle. 

The guidance should discuss the logical framework--especially the EOPS concept in relation to 
sustainabiliry. Other inputs also need attention in guidance -- the 'pssumptions' in the log frame, 
and outpul~ in the log frame which are 'precursors' to sustainability. 

The guidance- think about elements like ternination of puts of a project. 

The guidance is not ya suficicn[ly user friendly becausc of d e  packaging of items and the density of 
ideas presented. 

W. Next Steps 

Thc second afternoon session discussed what is needed at the level of project officer, mission, and AIDN to 



incruse the probability hat  the guidelines will be used. Suggestions coming from the three groups wcrc as 
follows. 

1. Train of projecf officers on: 
a) w of log frame in sustainabili~ concerns 
b) guidance and implementation (stakeholder analysis and coalition building, and &k 
roalysis). 

2 Set up inccnuves to encourage use of guidance such as EEIl's, awards, promodon based on 
sustainability design. 

3. Repare a check-lid for incorporating sustainability in s e l d o n ,  design, and implementation review 
(including scopes of work). 

4. Inkducc  r long-term tracking system to hold them rccountrblc for sustainability. 

Mission Level 

1. lncorporrte sustainability conccrris into CDSSs and mirror at project level by conduuing contcnual 
lnalytis (stakeholders) briar to design. 

2 Coodud impact evduatioru that amcr sustrinrbility-bold missions accountable for results. 

3. Use PDBS funds for sustainability. 

4. haease collaborative planning with hcst country. 

5. Have r 'st~~~ainability ofliar* in missions or r mid-level matrix group to carry out this function. 

1. Obtain policy determination on sustlinability, demoasuate continued high-level commitment with a 
statement on sustainability, get PPC involvement, and send guidance with a cover letter to the field 
giving expectations. 

2 Make resources available for building sustainrbility into ID and design stages--Bureau-wide funded 
or usbg PD&S funds--streamline resource acccss for sustainability. 

3. R q u u e  instream sustainability reviews--tie to continuation of funds. 

4. Have r swainability newsletter with success md horror stories. 

5. Promote sustainability training, such as: r projed design c o w ,  state-of-tbc-art on sustainability 
within existing SOT& targeting sustainability at regional conferences, m d  re-teach, re-introduce 
logical framework witb sustainability emphasis. 

6. Take advantage of cross-bureau expcricnces through working groups or a select committee of sector 



7. Incorporate susfainabiliry into performance budgeting as an incentive. 

8. h k  for ways to g d  conuaaors involved with implementation aware of sustainabi5ry concerns. 

9. Factor sustainabiliv into formal form - Handbook 3 and PIRs which refer to sustainability issues. 

V. Closing 

In dosing the wrkshop, Richud Blue summarized the pragrw that had been made with regard to 
sustainabitity. He acknowledged the progrws made in linking tbe demand and supply sides- he market is a 
key element of sustrinability, but not the only elcment. He llro stressed that the political economy focus is 
taking bold, rs the coalition of inrerested parties is inuwingly recognized--although tbis idea bas been 
around for some time it is now part of our progrus. Likewise, he pointed out that good i n t m t i o n s  come 
from good specification of b e  problem by 'owners' of those problems-the sust&=bSry framework 
presented rqui rw us to look at the broader incentives of the system. He dosed his comments highlighting 
tbe issue of how to incorporate sustainability concerns into the personnel system of A.I.D. and iuto all levels 
of operation. 
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