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TA/DA FY 76/77 PROGRAM SUBMISSION

A. Office Summary

This submission covers the current TA/DA program and p?ojected
extension/revision of on-going activifies, all of which have been
approvéd in prior-yeér-program submissions. It also provides
for an expanded TA/ﬁA program pursuant to recommendations of the
Work Group on Management Improvement and Development Administration.
The latter will consist of an expanded field support function and
a central R&D effort complementa;y to expanded analysis, research

and testing of methodology regarding sectoral management problems

to be undertaken by the Regional Bureaus.

1. Focus and Character of Program

The TA/DA progrém seeks to foster the use of sound organiza—
tion and management in major areas of developmeﬁt action. It does
this primarily by sponsoring a small and highly selective portfoiib"
of projeéts to generate and promote utilization of new knowledgej
about the management and local action dimensions of develoﬁment.

The work is presently concentrated.in the food and nutrition
development sector {(KPA #6). Work will be expanded in the Health
and Population Planning Sector (KfA #12) and in Selected Development
Problem Areas (KPA #24) during FY 76-77 if office fundigé and
staffing levels permit. |

The existing and proposed'program addresses the Congreésionall
Mandate and special Agency concerns both directly and indirectly.

The Local Action project activity 1is éimed at improving the ability

of AID and AID-supported LDC agencies and institutions to design

and implement projects which involve -and benefit the rural poor
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and women directly. ' The Agricultural Management, Health Manage-
ment, Commodity Systems and Multisector Project Management
activities address these areas less directly. They seek to
increase the ability of LDC governments and private agencies to
efkectively manage and implement sectoral development programs
and projects which stimulate agricultural production or improve
the delivery of health and other.services to the poor majority.
Additional work undertaken pursuant to the recommendations of
the management work group will have the same characteristics..

Since ocur total program is small we try to broaden dits
impact by workiné collaboratively with selected LDC regionalﬂ
(multi-national) and national research and traiﬁing_instituﬁes.
By éelective resource inputs, we seek to strengthen and in some
cases re-direct their capacities and outputs towards the above
purpésesﬁ This approach permits a COnsidefable multiplier effeé{
and considerably increases the potential return to our human
and dollar resource inputs. It algo increases direct and sub-
stantive involvement-of LDC institutions in the R&D program and
helps get results into- the hands of LDC decision—makersrmore
guickly. However, this approach also increases and éomﬁiicates
the managerial task and heightens tﬂe risk that outputs will be
less directly targeted on key Congressioﬁal and Agency concerns
and interests.

With the exception of work in.the Health Manapgement field, .

all of our present program activitf has been under way for some



time and is shifting from a predominantly R&D focus to a pre-

dominantly response capability/field utilization focus. The

‘results of R&D work in the Local Action, Commodity Systems,

Agriculture Plan Implementation and Multisector Project Manage-

ment areas 1s béing disseminated to the field Missions and LDC

institutions in increasing quantity and is currently being tied-

in to Mission and Regional Bureau funded programs as follows:

A,

Tie-in Established:

Country

Paraguay
Lesotho
Kenya

Peru
Bolivia

Co;ta Rica
Nicaragua
Guatemala
Panama
Ghana

Nigeria

Africa/CWR

LA Regional

Africa Regional

Mission Program/Project

Cooperatives
Rural development project
Rural Development project

Rural community development
loan

National Community Development.
Service '

Agricultural development

n "

"Agricultural Management

Agr. Econ. & Marketing

Project Management Training

" LA Agricultural Management '

Regional organizations development
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B. Inquiries Received
Country _ Mission Program/froject
Panama ' I;tegrated Rural Development/
Rural Municipalities Loan
Peru S Industrial Bank Loan
Bolivia National Tommunity Development
Service Loan (2nd phase)
Ghana ) ~Small Farmer Project Design
Zaire . Regional Rural Development
Philippines Agr. Services and Prov. Dev.
Indonesia " Area Agr. Resources Assessment
Kenya . Agr., Planning and Management

The result is an increasing office support role.to regional-bureaps
apd'field missions; coupled with an ‘increased managerial requirement.
This support role currentlyvexceeds_our response capability cop?
sidefabli and we are greatly concerned aboﬁt our ability to do

the program work necessary to keep our projects moving on schedule
and on target and at the same timé adequately relate to field

missions and evaluate R&D product utility and contractor performance.

2. Ménpower Considerations o - A -

At present staffing levels, we estimate 60 percent of
staff time 1is devoted to managing our R&D program, 25 percent.to
general administration, and 15 percent to regional bureau and
field mission support. The latter figure refers only to support

requested by Bureaus and Missions which is not directly related
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to our R&D program. As noted, our R&D program is becoming
increasingly directed to field applications, which can also
‘be classified as field support. Most of our current non R&D
projedt related field support is provided through use of
consultants and RSSA staff,.

We presently have available an annual tétal of 8B40
mandays of direct hire professional staff.* We estimate 1,090
mandays will be requfred to propérly managé our existing R&D
program, exclusive of other Office responsibilities. Therefore,
the initiation of work in the health management field and moving
back to an active work program in multise;tor management in FY 76,
as ﬁell as the undertaking of the expanded R&D and Regional
Bureau/Field Mission support role envisaged for TA/DA in the
Manégement and Development Administration Work Group Report,
is contingent on expansion of existing office staff from 7 to lQ
(7 professional/3 secretarial) exclusive of the transfer of 3

existing spaces to TA/RD.

3. KPA and Activity Priorities

bgr first priority is -the KPA #6 work in Agricultural
Management. Of the three major activities within this KPA, we
exclude the Local Action Project from Office priority considerations
because it is being transferred to TA/RD. 0f the remaining two,
*Figured on an average of 20 workdays per month and 10 1/2 work

months per year. Actual staff days worked currently exceed these
figures.
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we ;ank the commodity systems work as number one and Agricultural
Plan Implementation number two.. The basis for this ranking is
the fact that the commodity systems work is farthest advanced

and has, we believe, the greatest immediate development pay-off
potential in the high priority areas of increased agricultural
production and distribution. Also we know of no other comparaﬁle
work in the subject area which is directly available to the AID
Missions and LDCs. Among the other two KPA's, we would place
greatest priority on getting started in the KPA #12 Health
Management work in view of the payfaff potentigl for the overall
AID ﬁrogram in a key development_ priority secteor into which
considerable AID development appropriations will be flowing.

Of the two projects planned in the Health Management KPA, highest

priority would go to developing diagnostic capability.

If necessary, we would pfobably reduce or defer additibngl
éffort on the Multisector Management project in favor of con-
centration on continuing to introauce work already done into'
current areas of secto;al concentration, starting new efforts
in the health sector and following up on other Management Work
Group recommendations if approved.by the R&DC and the Députy
Administrator. We believe, however, that provision of adequate
resources for further development, utilization and networking
éfforts under the new ﬁultisector project would have high payoff,
Several regional dinstitutions are ready to move forward with

modest assistance, and networking possibilities are excellent.
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Thus the trade-off between fulfilling our previously programmed
intention of moving into a new sector (Health) versus taking
advantage of the existing opportunity to significantly increase
the utilization of past work in the project management area-is
very real.

We are not at this time recommending any new KPA's.

4., Other Main Office Tasks .

As previously indicated, at our present personnel level

. we can do little more than manage our existing R&D Program, which
means insuring the production and utilization of outputs in order
to insure adequate return on prior year investments. Other urgent
tasks are as follows in order of priority, althéugh in some cases
inter-relatedness makes prioritizing difficult. All of these tasks
are closely related to the findings-and recommendations of the‘
Work Group:

a. Office and Agency staff-development. TA/DA is charged
with leadership in improving the gquality of the Agency's work 1in
development administration. This will require recruitment of
able people and continﬁous sharpening of professiomal skills
through training and interaction with field programs. We are
blessed with a secretarial staff of unusual professional development

potential. It is in the Agency's and their own interest that

they have access to professional advancement training opportunities.
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Similarly, contributions are needed to professional
expértise in development'administration in the Agency at 1arge.
Unless action 1is taken on this front, the increased attentiom
to management aspects of development assistance called for in
the Work Group recommendations will be circumscribed by the
iimited professional talent available and limited knowledge of
needs and what to do about them in a program context by non-
specialists within the Agency,. ﬁente, TA/DA should contribute
substantially to Regional Bureau and SER efforts in staff develop~-
ment. )

b. Build-up of professional relations with outside
experts and within the agency--including continued exp;nsiqn
of response capability in the form Qf "on-the-shelf”™ contractor
and consultant expertise. This task inter-relates with a number
of others including the immediately preceeding one. Much greéter
professional intefcﬁange within thé‘Agency and between the Agency
and the outside professional community is needed. TA/DA is the
logical center for this. The contacts made by the Work Group
‘with other donors and other sources of expertise on the management
dimensions of development assistance shpuld be followed up omn
and a continuing'information exchange maintained.

¢. Considerable staff work will be required in support
&f Agency implementation of Work Group recommendations, e.g., the
preparation of an expanded statement on managerial considerations
in project developmént for the project assistance héndhook;

building planning and management conéiderations_into téchnoldgical
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research programs. as requested by Mr. Parker; setting up a
process for insuring that management considerations are taken
into.bétter account in the program and project development and
review process, etc,

' d. TA/DA should, in collaboration with the Regional
Bureaus, increase 1its efforts to promote inter-regional R&D
and operating experience interchange through staff wvisits to
field projects and regional and ;ational centers for administration
and management and through increased participation in local and
regional workshops and seminars (whfch will also promote internal
staff development).

e. Concurrent with 5 above we need to increase USAID
awareness and utilization.of R&D regults through increased tech-
nical assistance to USAIDs and LDC agencies in program/project
design and evaluation work. This will require more frequent énd
longer TDYs and greéter between-visit communication with USAIDs

and othetr LDC contacts than we have been able to mount or sustain

to date.
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B. Key Problem Area Summary
1. Agricultural Management KPA #6

This KPA is an amalgamation of two previously discrete
KPA's. The original Agr. Mgt. KPA addressed the deficiency
(problem) in LDC capacity to manage agricultural programs. The
original and current goal of the activities mounted under the
original KPA is to improve the capacity of LDC agricultural
institutions to organize and manage agricultural development.
The primary_means for accomplishi;g this goal has been to increase
the capacity of U.S. and LDC educational, training and research insti-
.tutions (primarily agricultural schpdls and business schools with
an agri-business interest) to analyze, teach, train, and consult
with regard to agriculturzl program management.

The only major change in the-KPA Program came when the
previously discrete Local Action KPA (also managed by TA/DA)
and the USDA information response.capability.RSSA (managed by
TA/AGR) were incorﬁo?ated into it in- the aftermath of the FY 74
FAA reorganization of AID program categories. These latter two program
activities are aimed generally at the same goal but take somewhat
. different approaches to-'its accomplishment. The Local Action activity
1s aimed af improving the use of development resources in LDCs by
increésing small farmer involvement in agricultural development
projeéts. The method for accomplishing this is improved project
désign and implementation. The USDA PASA is a field service
mechanism for providing a variety of-agricultural, information,
extension and related publication setvices to suppoft AlD-sponsored

agricultural programs.
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. These various:, activities are basically complementary
to one another while employing different means to achieve essentially
the same ends. They have an increasing potential (which needs to
be more fully exploited) to be mutually supportive of each other
and ‘af other Agency ‘activities as well; particularly since another
effect of the KPA amalgamation has been to give it a greater focus
on the small farmer and his relationship to the activities of govern-
ment officials and the private se;tofs. An example of the mutual
reinforcement possible is the current need in the Agricultural
Sector Implementation {(ASIP) Project for first hand field researcﬁ
material to supplement their heavy reliance on secondary sources
for training material preparation. The local action pr;ject has
just completed a comparative project ;nalysis based on extensive
field data collection and focused on -small farmer development. The
results of which can Ee fed directly into training programs of'ASIP'
and collaborating régional and local institutions. These in turn:
can be directly related to AID/host country small farmer development
projects through the priority given to the location and selection
- of attendees at training programs andvthe phasing of this activirty
with devel&pment of USAID-assisted country projects. The Local
. Actioﬁ and Commodity Action System work also relate very heavily to
effor&s to exploit technological opportunities.

| An important element of the KPA program 18 the tie-in to
other institutions and to ongoing miésion supported programs. Links
with and support to/from Missions and_Regicnal Bure;us have begn

fairly extensive, particularly in the study and data gafhering'
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phases of the Local Action Project. The commodity systems studies

have been done 1in collaboration with regionally based institutions

and their numerous clientele organizations. The Agricultural

Sector Implementation Project is now moving into its 1in-country

phaéq and has received expressions of interest from several countries.
Coordiﬁation‘with TA/AGR has been strengthened particularly

to afoid duplication of small far?er and sector analysis project
activities. Outside links include collaborative and coordinative
relationships with FAO0, the U.N., IBRD, IDB, CABEI, LAAD, and numerous
other development organizaticns and programs.

Substantial progréss has been made towards the KPA purpose,
bgt findings are generally just becoming available and still need
to be tested further and disseminated -more widely. The goal of
more effeétive use of development Tesources femains to ‘be accom@lished
and will be contingent con USAiD, other donor, private agency and.ﬁgst
country acceptance and utilization of the knowledge and guidance
developed, as well as resources and manpower avallable for field
support fellow-up. 1If efforts are sufficiently coordinated and
concentrated, the problem can be significantly alleviated in priority
countries, howevér, the need 1s too vast and widespread to be affected

on a broad scale without a muth larger effort than current resources

permit.
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2. Selected Development Problems {KPA 24)
a. Project Management

Project Management is a new KPA
#24 project scheduled for initial obligations in FY 76. This

project provides one significant means of addressing the Key Problem
of.lack of LDC managefial capacity for programmatic action in the
priority development sectors. Project management was listed for
continuing Agency attention as a sub-elemenf of this key problem
area in the Agency's 1971 review:of ke§ problems in development
administration,.

Subsequent analysis and reviews have confirmed the importance
of LDC skills development in this field. TIn 1973 an AID/W Review
Panel recommendeé that the ,predecessor project, Modernizing ﬁanage-
ment for Development, focus predominantly on project management
training through regional institutions. The panel found that
"the identification, implementation .and evaluation of projects.
ranks vefy high among the managerial needs of LDCs that might efééc—
tively be addressed by project outputs.”" The Hall Work Grbup on
Technical Assistance in Management also confirmed this judgment.

The previous project developed and tested management methodélogy
and training materials for use by-LDC training institutions. - As
recommended, beginning in 1974, the outputs were focﬁseéloﬁ project
management skills development. The project produced six-sets of ”

-

training materials in project management, a directory of U.S. fesourceq



-2a

and a revie;'of U.S. materials approprilate for adaptation and
use by LDC institutions. Contacts were established with several
reglonal management hraining instigutions and metﬁodology and
materials successfully field tested; 'Tﬁé largest utilization
effort was a $120,000 FY 74 grant to the Inter-American School
of Public Administratién (EIAP) in Rio de Janeiro. The grant

1s funding adaptation and utilization of project ocutputs im ETIAP
courses which serve numerous Latin countries. The grant is also
funding development of methodology and a training effort focused
on management of potable water projects, a current high priority
need with substantial health benefits .to urban peoples of Latin
America.

Contacts with multilateral and LDC institutions have confirmed
high demand for indigenéus project preparation and management skills,
It was also found that institutions horking in this field would
welcome expanded collaboratiecn and professidnal exchange. Netwq%kiﬁg
possibilities are excellent, both fér a multisector training
network, and for sector-specific networking, e.g., in healfh or
agricultural project management.

Project Manégement is a new three-year
prbject which will fund (1) adaptation and use of prqduc}s of the
predecessor project, principally by grants to regional cenfers;
(2) development of methodology for project management in the
context of programs to benefit the pocor majority (drawing; for
example, onrthe results of our Local Action research and the
Latin American Bureau's sector loan e%perience), {3) provide

services to USAIDs that have closely related projects or activities;

-

and (4) promote professional exchange through a network of collab-

‘orating institutions.
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Collaborators in activities of the previous project included
the Pan African Institute for Development (PAID),, K the African
Centre for Research and Training in~Admiqistration for Development,
the Inter;American Development Bank, the Inter-American School
of Pubiic Administration, the Economic Development Institute of
thé World Bank, the Pan American Health Organization, and the
East-West Center. Workshops and professiconal exchange will‘continue
under the new projecf. Related QSAID projects include rural and
municipal sector loans, project management training in Nigeria and
at PAID, various activities in the Philippines, and the new

agricultural management project in Ghana.

FY 1976 grants are plammed for the Inter-American Institute
of Agricultural Scienceé (in cooperation with LA/DR); the Pan
African Institute for Development; (in coopgfation with AFR/CWR)
and the Asian Institute of Management (in cdoperation with RED.aﬁd 

USADB).
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b. Institution Bui}ding and Technical Assistance Methodology

KPA 24 includes work on institution building (IB) and-
technical assistance (TA) methodology.' The purpose of this work
is to build U.S. capaéi;y to develop and apply knowledge and
techniques which impiove the effectiveness and usefulness of IB
and TA methodology for thé benefit of developing countries.

In 1971, a $1 million, S5-year 211(d) grant was given to the
Mid-Western Universities Consorti;m for International Activities
{MUCIA) for a Program of Advénced Study in Imstitution Develoﬁment
and Technical Assistance Methodology (PASITAM). This grant arose
from prior Agency-interest and research and development investment
in "institution building" -2 the process of developing or
reconstituting organizations to plan and implement innovative
economic and social change. ‘It was also intended to build MUCIA ~
capacity in TA methodology. Both meﬁhodologies are critical to . .
the development process from AID's viewéoint. érant outputs are:
research and development products; MUCILA staff,‘course, and curricula
development; training; documentation center services; MUCIA/LDC
col}aboration; and services to LDCs, AID, and other intermational
assistance-organizations wvhich arise from increased éapaeity.‘

Grant activities are behind schedule. After four years, 1/3-
of the funds remain uncommitted, gnd accomplishments lag proportionately)

Positive accomplishments and utilization are evident in some

areas, and the "key problem" nature of. this activity remains valid.
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However, grant activitlies and ocutputs will require continuing
appraisal, guidance, and interaction by AID management to assure
that thg sunk costs have corresponding benefits Iin the remaining
period of the grant and -afterward.

' Linkages within AID have included the Manpower Development
Division, TA/OST, ASTA/TECH, and PPC/PDME, as well as TA/Me:hodology
Division. Principal external linkages included the American
Institute for Free Labor Development, the Asian Centre for
Development Administration, and documeqtary services to numerous
international develcopment organizations.

Total efforﬁs under t@e grant, assuming rapilid progress Qill
make a significant impact on available U.S. capacity in institutioq
bu?lding, and a useful, though lesser, impact on technical
assistance methodology. The magnitude of the LDC institutional
problém is’ such that the total effort cannof be .expected to alleﬁiéte
the overall problem significantly. Over the long run, however,
dissemination.and use of the institﬁtion building and methodological
outputs through interﬂational organizations and country-level

institutions may have a substantial effect.



C. Project Narratives

1.

Project Identification Documents

a. Appraising Health Management

Systems (KPA #12)

b. Training Materials in Health
Management (KPA #12)

c. Multisector Mamagement (KPA #24)
d. Commodity Action Systems (KPA #6)

e, Agricultural Tmplementation
(KPA #6)
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Project Identification Document
Apprdising Health Management Systems

The Problem

The health sector analyses conducted by AID are confirming
that there is a‘critical lack of information about the effecﬁiveness
of health ﬁanagemen£ systems In LDCs. There is at present no
reliable tool that can be used to provide health planners and
administrators knowledge on how well their management practices are
working or whéri improvement 1s needed. The problem then, is how
‘to appraise the strength and weaknesses of these management systems
in a way related to the overall health sector. The problem concerns
the interrelations among health organiz;tions as well as the internal
systems within each:organization. A,methodologyvis needed to ao
this in the context of the LDCs and the AID approach to sectoral
analysis and plamns. -

This project fits into the overall KPA goals of improving
sectoral management capacity and closing the plan-performance gap
in the health sector. It also is.in accordance with the findings
pf the Hall Work Group which has recommended significantly igcreésed

emphasis on management problems in AID projects.

Project Purpose

Development of a methodology for analysis of health management
systems will improve the "actionability" of the health system by
ihcreasing the capacity‘of system managers to assess the situation
accurately, implement plans and programs, reduce cogts, and expand
coverage. The purpose 1s to improve the effectiveness and efficiency

of management systems, the “infrastructure"™ of the sector, so that good
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health service is a%ailable to the majority of the population.
Qutputs

The end product of the project wvill be a methodology to
appraise the strengths and wesknesses of management systems iﬁ
health orgaﬁizations.and programs in LDCs.

Technical Resources

To develop this methodology it is estimated that twenty man-
months of professional work will be needed. The work will require
expertise in planning, programming, pqlicy formulation, health
statistics systems, management information systems, evaluation
systems, accounting, auditing, organizatgonal structure, facility
maintenance, and supply and equipment menagement.

The proposed duration of the project is twenty-four months
with a1l of the funds being cémmitted.in FY 76.

Assumﬁtions

The mejor assumptions on which ﬁhe success of this projects
rests are:
1, That there are sufficient date and technigues available
to make the resﬁlts significant.
2. That interested agencies, governments, and institutions
will utilize the methodology produced,.
3. That the resultant methodology will contribute to better

health services for the poor in LDCs.
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Alternatives

The first alternative considered was to observe the efforts
of others in the field and attempt to derive a methodoclogy from
that. This method, however, would be too slow and would not
provide complete coverage of health management systems. The
second alternative was tc simply conduct a literature search. and
distill a methodology from previous work. After a bibliographical
gearch, however, it was determined that fhe literature is not
sdequate to support such an undertaking. The present project will
include both of the above alternatives within its design, but will
g0 beyond them to examine health management systems thoroughly and
produce a methodology which is health specific.

Beneficiaries

The direct beneficiaries of this'methodology will be health
planners and managers in LDCs who will use it to develop and manaée'
health projects more effectively. The indirect'beneficiaries will“
be the whole population which will receive improved health oafe as
a8 result cof the advances made possible by use of this methodology.

Spread Effects

. This methodology should be applicable to all LDCs and it is
hoped that it will be widely utilized. The techniques developed
will be replicable.

Financial Requirements and Plans

The estimated cost of this project is about $278 ,000. This
will be in the form of a GTS contract with a U.5., institution. The

budget breakdown is as follows:
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) FY 76 - FY 77
Category Amount ($000) XM ($000) MM
Personnel Service 60 ' 20 55 18
Overhead Lo’ 39
Travel & Per Diem 3 12
Workshops ) 25 : 10
. Case Studies 15
- Publication & Translation 12 _
147 20 131 g

Total: $278,000

Develorment of the FProject

The basic outline of this project was first proposed to TA/DA
by Mr. Williem Worcester and Dr. Joe Davis of TA/H. Taking this
" suggestion and building on if, an AID consultant conduc£ed studies
;to determine the feaéibility of developing such a methodélogy for
health manégemenf. 'Based o; a literature search and interviews
with experts in the fieild he has found tﬁat there is & great need
for the proposed methodology. Dr. John Daly, HEW Sector Analysis,
has reviewed the project and his comments have been incorporated
into its design. These sources will continue to be drawn upon in
further development cof the projgct. Additional work must be done
to produce s more detailed technical statemen®t concerning the kind
of end-product that is desired and the methods and potential resources
to be used in the project. It is estimated thet this will require
two more months of consultant% time. |

As now planned, the PP will be submitted in FY T6. This is
’ dependent, however, on tﬂe TA/DA office receiving a direct hire
specialiét in éhis field to ﬁrepare the fin;l version of the PP and

then manage the project.



A5

e Cavnimend

.. : - *Paza 1 of
. - Agency for Internat{onsl Development Transac ion Code

Projec! identification Document Face Sheet

Part T o be comnizted br on"rmahr'r Offic AdZIT Dolay C.TCh now
jie Simumiiry/itept on:.‘; woiity/necinient 2. Docu:‘m.n. #l -=- PiD
: Tg_rg_nr_agfinm‘l—- GTS=-KPA #12 Status: NewXR Rev isi. n # i
3. Frojoct Number 4. Burzau Code Proposed Next Documzat:
i TAB 6 - —LbP :
T D in e el O'"-O:r.q. LIate Qf >udm:iasiom:
Fe = - A1vi2 e isl it T Al .
YA n y ‘ September, 1975
R Training Materials - -im Health Managément ]
! B. . Co T . 1 8. Estimated Initial/Final Cbligatiz.
; cro T Al s e L RY 76 FY 78
H L. ol 7-_-‘; - . .
i . T s ated oSt liite Of Dontem—;
i ‘Contractor: Gerulio, Vargas Foun&ation S 7 f;%‘éb’;'eq :«:.‘;.!(;::a g“_" reiscs
i Project Manager: TA]DA. e L = SeSett. = e
i ] g 2 . . TATD Apa”op 273.5 '
E— = s J.S, .
:3, Furoose Code - . . Total .5, 273.5
: - = Tay o~
2, Snazizl Concerns Codas - Other Donox({s) —ba23.5
i Total
T0. ATD Appropristed Feads (3020) . 11, Other U. S,
= . Tecn- lst Vzzr IOATY Yszars |
Funding Source S S-S A e SO ! <m
TS TR | CZ82 Zr:=s 1iaca Aranz | Lean 1st ¥ A1l 7=
GTS: Grant I i 84.0i 1 273.5 | } '
(FY 77: 100) i ! } . i
: - b | k)
} ] I ! ! .
i ; i : 1
Totzl { 84,0l 273.5} | Totzl | i
i2. Projzcet Goal e .

To improve the sectoral management capadlty so that good health service
is available to the majorlty of the populatlon. : :

3. Projcet Purposels) -

To develop a network of régional training
for top-level staff in systems approaches
and its major management systems.

Countries involved: LA Reéional; Africay

institutions, offering courses
to managing the health sector

‘and Asia regions

L Y ;E"-' T{n(r-;r-r-.—s 5

1 Direct hire
2 MM, AID consultant

Regquironients

$6,000

VLT ur."“.

. -

(a

ate Received in
AD/VW Docurnenis; date of

4T lanting Qlize Clearanca
S&nares
* . L » . = ° :
I . DusesActing Director, TA/DA .

;Jistribution:

T A - . g . S



Project Identafication Document
Training Materials in Health Management

The Problen

The health sector analyses conducted by AID are confirming
that a shortage of trained administrators is a basic constraint
to improvement in coverage, efficiency, and qualitf of health
care in LDCs. For example, the sector policy statement of the
Africa Bureau signals this deficiency as one of the top priorities
for AID assistance ir African couniries, !

Within the overall shortage of trained administrators, there
is a key component: +the need to train top-level executives and
staff. It is more difficult to train subordinates and to effectuate
system changes when the top officials afe not familiar with the
_concepts'and techniques of manageﬁent, and it is difficult to
train executives in the same groups as their subordinatés. More-
over, the-training content ofrgdvanced schocls c¢f administration
in LDCs tends to teach principles of management in the sabstract
since there ig insufficient training material and documentation
on how to manage health at the sectoral level, This problen comes
under the Health Planning KPA which has the objective of expanding
~and impro;ing sectoral managemernt capability. It has also been
addressed by the Hall ﬁork Group which has recommended sigrnificantly
increased emphasis on developihg manegement skills in AID projects.

Project Purpose

This project will increase the number and quality of health
sector managers, The purpose is to stimulate a network of regional
training institutions, offering courses for top-level staff

in systems approaches to managing the health sector and its major

+
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management systems. This project will be initiated in Latin

America and involve a éontract with t#e Getulio Varéas Foﬁndation

to develop a prototype curriculum and tfaiﬁing materials for use

by other institutions in the region-national and subnational, pudblic
and private. Based on tﬁe experience with Latin America sgimilar
regional programs may be worked out in Africa and Asia with the
development institutions linked in an information exchange network
to accelerate the learning process:

This project will contribute significantly to closing the
pPlan-performance gap which is a discouraging feature of the health
system in many LDCs. The sector goal of improved health servige for
the poor majority will be advanced by the improved management capa-
bility the project will help develop. |
Qutput

The output of the project will be & fully developed and testgé o
training program consi<ting of an up—fo—date curriculum, training
materials, practical exercises, and learning methodology suiiable
~for the above purposes and judged effective for these purposes by
those who have received the tréining and by outside evaluators.

Technical Resources

-

Development of the training curriculum and implementatién of it
in Latin America will reqguire an estimated eight man-months of work
by U.S. personnel and four man—montﬁs of work by local personnell
Expertise is needed in the areas of hea;th management, curriculum
development, and curriculum evaluation. To develop courses for
Africa and Aéia; similar skills apd amounts of time will be needed,

The funding period will be FY 76 through FY 78.
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Assumptions

The major assumptions on which the success of ‘this project
rests are: )

1. That an insfitution in each of three regions can be
found capsable 6f collaborating on the project and willing
t0o bear the overhead costs of the project;

2. That traineeg from high levels in health ministeries
will be willing and able +o atténd the courses;

3. That the training received will contribute to better

health sector management.

Related Activities

The Pan-Ameri;an Health Organization has been active in fhié
areg., It has eonsiderable‘experience in health management training
and_the proposed curriculum will be déveloped in close toordinatipp
with it.

Alternatives

One alternative for training health managers is to briﬁg LDC
personnel to the US for training. fhere are no ccurses in US
universities, however, which are designed to deal with health condi-
tions in LDCs.. A second alternativé is to develop a health managemeny
course ?or each country. This was rejected, however, ﬁec;ﬁsé it
would be too costly and there are notrenough specialists and quali—"
fied training institutions to develop such an extensive program.

.The present method was chesen as a preferred means of developing

g training program which is tailored to the needs of the LDCs and

can reach a large number of countries &t a reascnably low cost,

~.
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Beneficiaries

The direct beneficiaries of the management training curriculum
will be thqse high ranking administrators who receive the training;
and the collaborating regional institutions whose overall gquality
will be enhanced. The ihdirect beneficiaries will be the population
which profits by the improved maenagement of the LDC health agencies
and also those LDC ingtitutions which adapt the curriculum to their
local conditions and initiate their own training programs.

Spread Effectis

At the end of the project there will be heglith management
curricula In operation in three regional institutions. These institufions
will continue to tfain administrators and as the courses proVélsﬁccess-
ful, they will be further adapted by local institutions.

Financial Reguirements and Plans

The estimatedcost of this project is about $273,500 of
which $84,000 will be experdedin the first year for the Lztin American
portion of the project. It is expected that the . grant will be with

the Getulio Vargas Foundatinn. The budget breakdown is as follows:

FY 76 A1l other FY
Category Amount ($000) MM Amount ($000) MM
‘ Curriculum Development
~Personal Services 18 6 bs 15
Travel & Per Diem 10 28 .
Workshop 15 30
Testing and Evaluaticn -
Personal Services 10.5 3.5 22.5 7.5
Travel & Per Diem 5.5 1k
Reproduction, Translation 10 2.0 20 b,
Utilization Workshop 15 . D 30 i
' 8Lk.0 12.0

189.5 27.5

TOTAL - $273,500
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To reduce funding for the pfoject, the cooperating institutions
will be expected to find separate financing for the students and for
the training program. This project will fund only the initial

development costs of the training materials.

Develipment of the Projébt

This project was recommended to TA/DA by Mr. William Worcester
and Dr. Joe Davis of TA/H. It was then pursued by an AID consultant
who has determined through discussdions with Miguel Segovia, chief
of PAHO's Health Administration Unit, and by the results of AID's own
health sector anaiyses that there is a widespread need for such a
training program. Dr. John Daly, HEW Sector Analysis, reviewed the
project and his coﬁments have 5een incorporated into the desigﬁ.

The feasibility of this approach has been partly substanfiated
by ﬁhé fact that the Getulioc Vargas Fdundation in Brazil has already
installed a similar course in.the health field. Their experienqe'
will be reviewed to determine how much additional management traiﬁ;ng
should be and/or can be incorporated into their program. It will
also be useful to consult the US exﬁerts in the field (Harvard, North
Carolina, and Johns Hoﬁkins) to determine the state-of-the-art in
the U5 and to ascertain what portioﬁ might be suitablg for'the,LDCs.
It is estimated that two additional man-months of consult;ht% time
will be needed to conduct these analyées required for preparation
of the PP. Furthermore, hefore the'program can be extended to Asis
.and Africa feasibility reviewsfor those regions must be conducted.

As now planned, the PP will be submitted in FY 76. This is
dependent, however, on the TA/DA office receiving a direct hire

specialist in this field to prepére the final version of the PP and

then manage the project.
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The Probleﬁ

Improved project managemeﬁt was ldentified as a significant
management need of developing countries in the Agency's develop-
ment administration Key Problem review of 1971. It was listed
for continuing attention as a sub-element of the Key Problem of
lack of LDC manageriai'capacity for programmatic actienm in the
priority development sectors.

This need has been subsequently confirmed from many sources.
The "Muth-Johnson" Report* (1972) illuétrates:

Poor project design and slow or inefficient execution
are viewed -almost universally in the countries of Central
and West Africa as central and urgent problems. Examples
of badly prepared projects abound; many more never get
beyond the stage of conception.... In both Mali and
Upper Volta, officials indicated that little over half
the money allocated fqr previous developument plans had
been spent, largely because of bottlenecks in the process
of project design and execution.*

In 1973 as AID/W review panel recommended that the predecessor

project, "Modernizing Management for Development,"

focus predomihantly
on project management training through regional institutions. Th;
panel found that "the identification, implementation and evaluation
oflprojects ranks very high among‘the managerial needs of LDCs
that might effectiveiy be addressed by project outputs.”

The Hall Work Group on Managément Improvement. and Development
Admin;stration (1975)'noted the need for related work aé-the
individual country level and called‘for "joint AID and developing”

country research and training in program and project analysis,

design, management and evaluation."

*¥Training 1n the Techniques of Project Design and Project Execution
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Project Purpose

The proposed pquect's goal is to build LDC capability to
manage effective and equitable developmg?t projects. It will
treat all phases of the project cycle; The purpose is to (1)
imprové the quality and quantity of outputs and services of four
Regional Centers for project management (including one grant
reclpient under the predecessor project) and four national'centers
assisted by USAIDs, and (2) facilitate international development
and interchange of knowledge and skills in project management for
the benefit of LDCs. Principal outputs of the prior project énd
other AID projects (e.g., LA and TAB AgriCUltural Management
projects) will be utilized and supplemented to serve project
management analytic and skfllé needs of the developing countries.

Project design, implementation and evaluation will be emphasized
aiong with means to link project activity into larger action syéﬁems_
such as agriculture or health progrgﬁs to serve the poor majorityu
Generic¢ approaches in project management (including those,develoﬁed
by AID) will be adapted to specific regional aﬁd sub-sectoral
applicarions of high priority to the developing countries and AID.
Potable water and small farm service delivery/acquisition systems
are examples.

The project will serve LDC needs through a network of regional
centers for project management training, consulting, action
research, and technical cooperation. The project will link to

individual countries via these centers and to USAID projects with

similar objectives.
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Technical Resources

The technical rescurce strétegy 1s to build up LDC regionél
and country technical resources with U.S. and "network" resources
in a supporting role. *

The project will support the work of the Inter—-American
School of Public Admiﬁistration which received a $120,000 grant
for project management training under the predecessor project.

A grant request has been received from the Inter-American Institute
of Agricultural Sciences, which wishes to add a project management
component to its work in agricultural management partially funded

by the Bureau fo; Latin America. A preliminary grant proposa;

has also been received from the Project Management Centre of the

Pan African Instgtute for Development which receives assistaﬁce

from AFR/CWR and tested'project management materials develoﬁed

uqdér the predecessor project. An August, 1974 reconnaissance

by a Vanderbilt University consultant indicated excellent prospeéts"
for collaborative work in Asia, (probably through the Asian Insfifute
of Management),

The network of field activitiés will be supported by a RSSA
team (36 man-months/year for three years), consultants, a half-time
IPA expert in agricultural projec£s, and small-scale procurement
by TA(DA. Services will include field consultation;rtr;ining

design; implementation and evaluation assistance; talent banking;

and professional materials.
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The gfoundwork for a professional exchange and support
network is already well laid. Colléborating institutions include
the Economic Development Institute of the World Bank, the Training
‘Division of the Inter-American Development Bank, the Engineering |
Department of the Pan American Health Organization, and the
Technology and bevelopment Institute of the East-West Center.
Pro;pecté for collaboration with thé World Health Organization,
the Asian Development Bank, and various U.N. bodies are also good.

The proposed dugation of th; project is three years of

obligations and 42 months of services at a total project funding

level of $755,000.

Assumptions

Majof assumptions on which the success of the project rests
are:

1. Project management skills can be learned in appropriately
designed training programs.

2; The concepts and methodology produced under the
predecessor preoject are sound and functional, but require regional
and sectoral adaptation and application.

-.3. Regional centers ‘can effectively serve LDC project
management needs inciuding links to country-level activities.

4. The wvalues (equity, distribution of benefits to poor
people, environmental protection, etc.)} mandated by current AID
policy will be suffieciently shared by LDC project management trainers
and practitioners to be reflected in LDC project design and

implementation activities affected by this project.
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Alternatives

The first alternative would be to utilize the products of
the predecessor project by mailings . and §uch limited supporting
services as TA/DA and consultants migﬁt provide. This alternative
was rejected because the impact would be slower and much less
certain. Also, adaptation of materials to specific needs will
require a level of effort that LDC institutions are unlikeiy to
be able to provide from their own rescurces.

The second alternative considered was to attempt to arrange
further work and utilization through one or more multilateral
organizations. This is a good alternétive for the longer run;
but would run sérious risk of losing the momentum of the previous
ATID research and developmeét effort. Further, the U.S. is widely
accepted as a primary source of expertise in project management——'
eipertise that might be significantly diluted with prémature tréﬁsfg;
to international auspices.

Several sectoral project management alternatives (health,
agriculture, rural works) were considered, but none were found

to have the same poténtial for broad impact Tepresented by the

proposed packaging of this project.

Beneficiaries

The direct beneficiaries of this project will be professional
LDC trainers and consultants in pfoject management. The indirect
beneficiaries will be those served by the more effective and

equitable projects expected to result.
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Spread Effects

Because the methodology will be incorporated in training
materials and studies that can be éxchanged among institutions
in'variogs countries and regions thé-pdfential spread effect is
good., Also, the project has good leverage potential, in that
adyances in the State-bf the art can be used and further
distributed by the wvarious network collaborators using their own

funds.

Financial Requirements and Plans

Project cost is estimaﬁed at $755,000. Grant costs of
$380,000 will be (in order of importaﬁce) for personnel, traéél,-
and other direct  costs of materials development and professional
exchange. RSSA life-of-project costs will be $375,000 for 117
man—-months of supporting services. _Consultant and IPA services

will be provided from non-project funding.

Developmént of the Project

Extensive data and experience have been accumulated under
the predecessor project and related AID activities. We plan to

proceed directly to a PP in early July.
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The Problem

There is widéspread dissatisfaction with the rate of
progress 1n solving the problemé of agricultural development,
despite a series of expanded remedial efforts by the major
donor agencies.

Addifional efforts in the agriqultural and rural development
sectors are frustrated by inadequate managerial and institutional
capability to implement programs-su;ceésfully. Evidence of this
is apparent 1in the inadequate delivery of services to the farmer,
- compartmentalized and uncoordinated apprcaches to solving agri-
cultural and rural development problems, infrequent use of
systematic analytical methodology, ina&equate information and

scarcity of training capacity. These problems encompass both

the private and public sectors.

Project Purpose

The proposed p?oject is based on work done by Harvard Businéss

School ufider project 720-936 for:

1. development of methodology and knowledge about '
‘selected commedity systems in various geographic regions and for
'improved ﬁanagement performance by various components of the syStem:

| 2. devélopment of training materials, courses and seminars

condﬁcted by regional intermediary institutions for appropriate
bublic and private sector organizations.

3. progressive adaptation-of the methodology to other

reglons and types of commodity systéms.
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.This project will permit additional dissemination and further
testing of the methodology devéléped by Harvard and further
stréngthen the agribusiness information and research network
developed under the earlier project, by assisting the establish-
ment of an agribusiness institute designed to support the network
witb training and case materials development, consultant and

training services.

OQutputs .
The end product of this projecg will be:
1. Methods and mechanisms.for accelerated diffusion
and utilization of agribusiness materials, research and knowledge.
2. Improved commodity systemé analysis methodology
3. Inéreased support capability for aﬁ agribusiness»
network in the form of an operating agribusiness imstitute

4, Agribusiness management training materials and

programs.

Technical Resources

This project will require expertise in agribusiness systems
analysis, training and-training materials, planning and program-
ming, management information systems, evaluation, marketing,
transportation, and specialized technical, cultural, and
commodity expertise related to the geographic avea and commodity

under study.
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The proposed duration of the project is four years with

funds being committed on a yearly basis.

‘Beneficiaries

The direct beneficiaries will be (1) the collaborating
institutions, both LDC and U.S. which will improve the relevance,
quaétity; and quality of their outpﬁts; (2) public and private
LDC agricultural managers who will be trained; and (3) the LDC
government and comme£c1a1 organi;ations théy represént.

The organizations and individuals who have a stake in
improved effectiveness and efficiency of the operation of
commodity systems will be indirect beneficiaries, as will

consumers. The -project will include specific attention to

the participation of small farmers in commodity systems studies.

Spread Effects

Institutions and individuals (both LDC and U.S.) involved
in the develﬁpment and use of these materials will continue to
train agricultural managers and planners and to develop trainers
and consultants, The materlals will be used by other institutions
which wiil be added to the network of instituticons collaborating
in this program; Defelopment of an exchange and sharing rela-
tionship between collaboratiﬁg institutions will further spread

the results of the project.
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Development of the Project

This project will extend the utilization of methods and
materials developed in TA/DA projecé 720-936, Agricultural
Management, particularly the commodity action systems part of
that project. This-pfdject will continue Tefinement and
emphasize utilization of these ocutputs as they become avallable.

Expression of interest in the project have been received
from African, Latin American and-Asian.countries. Regional
Bureaus will be involved in the development of the project

paper.

Financial Requirements and Plans

{To be added later)



Financial ﬁequirements and Plan

Estimated costs of this fdur*year (plus the FY 76 Interim
Quarter) project is $1,235,000 with projected obligation as shown

below:

Tentative Budget

FY 76 All other
Amount (S$000) MM Amount ($000) MM

Subgrants to Regional

Institutions 50 100
Development of training .

materials by the Institute 100 20 240 40

a. Simulation Design 28

b. Teaching materials , 28
Network Secretariat 40 12 90 32
Conferences for activation

of Institute 24 ' 77
Contractor statff, travel,

consultants & overhead 180 532 418 116

Totals 7 350 84 885 . 188

Overall Total: $1,235,000
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The Problem ;V
| There igs widespread dissatisfaction with the rate of

progress in solving the problems of agricultural development,
despite a series of expanded remedial efforts by the major

donor agencies.

' These expanded efforts focus on:

a. compréhensive sectoral analysis and systematic
planning of rural development, §upport;d by sector loans, and
often, increased domestic allocation of resources

b. national or regional commodity campaigns

¢. technological packages and service delivery

d. fair price marketing arrangements, and

e. greater concentration upon the equity considerationé
of assisting smaller farmers and maximizing employment opportuni-
ties

The efforts listed in ﬁumber one impose an increaéed burdén_
upon the ménagerial and institutional effectiveness of agricultural
institutions; yet the managerial and in;titutional dimensicn 1is
often neglected or treated inadequately in donor or LDC agri-
culturél‘development efforts.

Evidence éf mariagerial and institutional deficiencies and
difficulties mounts:

a. Agricultural plans are often unrealistie, unrelated
to implementation capabilities, resources, ory constraints;

B. Services delivered to the farmer are inadequate or
late, and his capacity to successfully use them is inadequately

considered;
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c. Organization and management of agricultural
ministries and local organizations is deficient, as is their
us; of information from the farmers themselves.

d. Relevant, practical, sectoral oriented management

training is unavailable.

Project Purpose

This project will continue an attack on the problem initiated
in FY 71 under the Agricultural-Managément KPA., 1Its purpose
is to improve the ability of regional and in=-country training
institutions to increase the management abilities of LDC Agri-
cultural Program Managers and through them to improve agricultural
development performance of ministries‘and other agencieé and
organizations, This will be accomplished by (é) synthesizing,
expanding and making country specific training materials which
have been developed from our previéus project activities and__
related work by others; and (b)'by assisting a network of LDC
‘institutions in the utilization of.this material through training

and consulting assistance,

Qutputs

Theloutputs of the project will include:

1. General and country~adapted methods and materials
for.training . .,
2. Trained and experienced agricultural management

specialists
3. Progrém guidance matefials
4. Methods for accelerated diffusion and utilization

of the foregoing.
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Assumptions:

1. That managerial and institutioral competence is an
essential compoﬁént of agricultural development .

2. That LDC agricultural institﬁtions will collaborate in
agricultural management improvemeht efforts in all 1ts phases of
planning, diagnosis, implementation and evaluation

3. fhat the ;cceptance and degand for management assistance
by LDC agricultural institutions is substantial now and will

continue to increase. »

Related Activities

The Agricultural Development.douncil has been active 1n
this area. The Inter-American Institute of Agricultural Sciences
(IICA), working under a grant from the LA Bureau, has developed -
a methodology for agricultural proéram management., IICA is working -
in seven countries and have requests for their services in eight
more. Close coordination will be establisﬁed and maintained‘f
with these and othér organizations and with AID Missions such
Ghana, Keﬁya, Philippines, and Indonesia who have ongeing or
proposed projects which are closely related to this area, so
that the training work undertaken is integrated with their operational

programs.

Beneficiaries

The direct beneficiaries of this prbgram will be the
.collaborating instituéions whose overall quality will be enhanced,
those LDC agricultural managers and planners who will receive
training through these institutioﬁs; and the LDC government and

private organizations and programs they represent. Farmers and
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others in rural areas who are the target of government programs
will benefit indirectly, by virtue of the improved institutional

performance which should result.

Spread Effects

Institutions and individuals {(both LDC and U.S.) invoived
in the dévelopmen£ and use of these materials will continue to
train agricultural managers and planners and to develop trainers
and consultants. The materials-wi;l Be used by other institutions
which will be added to the network of institutions collaberating
in this program. Development of an exchange and sharing relation-
ship betweep collaborating institutions will further spread the

results of the project.

Financial Requirements and Plans

- Estimated costs of this four-year {including the FY 76
Interim Quarter) préject is $1,125,000 with projected obligaﬁions'
as shown below.

Tentative Budget : ,
FY 76 411 Other

Amount ($000) MM  Amount ($000) MM
Personnel : 100 60 326 195
. Fringe . 24 78
Overhead 50 163 .
Consultants 16 6 52 20
Travel 35 114
Per. diem 13 43
Workshops & Conferences ) 60
.Supplies 2 7
.Other Direct Costs . _10 . 32 o

Total ' 250 " 66 875 215

TOTAL (all years) 1,125
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Development of the Project

This project will e#tend tﬂe utilization of methods
ané materials developed in TA/DA project 720-936, Agricultural
Management, particularly the Plan Implementation part of that
project. This project will continue the refinement and utilization
of these.outputs and will integrate new materials from other
sources as they become available.

The in-country adaptation of materials and methods will be
carried out in a minimum of thr;e countries by reglional or
country iInstitutions.

Expression of interest in the ‘proposed project have been
received from the LA, Asia and Africa.Bureaus-as well as specific
Country Missions. Regional Bureaus will be inwvolved in develop-

ment of the project paper.
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SUMMARY PROGRESS OF
ONGOING PROJECTS

Project # 720-986 ' ' " KPA # 6

Project Title Local Action Guidance and Implementation

.. Contractor a) Development Alternatives

b) Near-East Foundation

¢} Trans-Century, Corp.

d) Paraguayan Center for Sociological Studies

I. Implementation Progress *
Qutputs Progress to Date & Relationship
to Project Purpose and Goal
1. Studies drawn from field analysis. All field work necessary %o collect
' data for a cross-project analysis
2. Program guidelines and traiaing has been completed {Output 1). As
materials. : this work progressed, several
important components were noted and
3. Tested applications of no. 2 additional research conducted on:
above. a) the role of women in rural
develcopment, with completion and
Series of workshops and symposia wide dissemination of a study con
to refine and assess findings. seven countries in Africa and-
Latin America and b) information
5. Info and knowledge exchange systems to suppert rural develop-
network. ment, with prototype on-going

information systems designed for
two development projects, one in
Bolivia and the other in Peru.

A process for improved design

and implementation of rural
development projects -has been
developed and will be translated
into guidelines and training
materials for test applications

in FY 76 & 77 (Outputs 2 &.3). .

Concurrent with this work and
integrated with it, individual
contractors have been working to
introduce and test the results -of
-local action R & D work in Kenya

-
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Progress to Date and Relationship to Projlect Purpose and Goal {(cont.)

and Lesoctho, These latter two activities will be converted to Mission
or Host- Government funding during FY 76.% Testing of findings will be
commenced in 3 additional locations during FY 76 {Outputs 1, 2 & 3).

A local contract in Paraguay for field surveys and analysis of small
farmer involvement in local organizaticns has been completed, and the
results will be integrated into an information system to support local
cooperatives, as part of the continuing field support element of the
projJect. Design of two additional information systems is planned for
FY 76.° '

Preliminary findings of the local action R & D work have been discussed
8t workshops and symposia at the East-West Center, Inter-American’
Development Bank, AID Director's Spriing Review, the AID Working Group
on the Rural Poor and at three Cverseas Development Council workshops
for private and voluntary agencies {(Qutputs 4 & 5). Considerable
demand for the completed findings has bheen generated both in and out

of AID, insuring an effective info and knowledge exchange network
through the balance of the life of the project, and beyond (Output 5).

Substantial progress has been made towards the project purpose but
findings still need to be translated into general program . guidance.
The goal of more effective use of development resources remains to be
accomplished and will be contingent on USAID, private agency and host
country acceptance and utilization of the knowledge and guidance
developed. Based on response tc date we believe this will occur.

* Cdnvefsion of the Lesotho activity is subjJect to negotiation with
AID/Africa and the Host Government Project Authority.
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Project on Schedule: Life-of-Project Budpet Accurate?

Overall the Project is essentially on schedule though
we are slightly behind where we would like to be in dissemina-
tion and testing of findings. This will be the major focus
of project effort in FY 76 and 77. It is now apparent that

the FY 77 Project termination date will not provide sufficient

"time to fully test the findings in application to new field

projects. We estimate an additional three years will be
needed to accomplish this but a project extension will not
be required. We believe any additional funds needed will be
available from other sources.

FY ?6 is the final funding year of the project. Because

‘additional monies were added in prior FY¥'s for additional

work not provided for in the original Budget and to cover
costs greater than originally budgeted, the $27§,000 requested
for FY 76 will exceed the presently approved total of $740,000

by $187,500.

Significant Changes in Project Proposed?
Revision of the Project Budget upward to cover the
above 1s the only change proposed. The Project will be
: . in July/August :
«» evaluated /by an intra-agency committee. While this may

result in recommendations for significant Project changes we

do not consider this likely.
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Role of TA Technical Office; Mandays Regquired

A concerted TA and menagement effort will be required of
TAB (TA/DA, TA/RD and TA/AGR) in the production of program
guidelines and their application in design and implementation
of at least 3 AID supported rural development projects and.in
éﬁe design of information systems to suppcrt the projects.
Intensive contract management will‘also be necessary along with
participatien in a series of wqrkshops and symposia to refine
and assess findings. Approximateiy 300 mandays will be allocated

e

to manage/monitor this project and ancillary activities.
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SUMMARY PROGRESS OF —&1_,/,‘7,( 3{

ONGOING PROJECTS

" Project #_720-936

KPA #6

Project Title Agricultural Management (Commodity Action Systems)

Contractor a) Harvard Graduate School of Business School

I. Idplementation Progress

Outputs

1. Multi-country
ment problems
solutions for
ness projectg

2., Multi-country

analyses of managé-
and feasibility of

selected agribusi-

surveys of manage-

-ment and training requirements,

operational solutions and insti-

tutional/enterprise linkages

3. Agr. management concepts/apprecaches

for better collaborating institu-

tion/private enterprise management

capabilities.

4. Agribusiness management curricula

and training, evaluation workshops,

bibliographies.

Progress to Date & Relationship
to Project Purpose and Goal

Fruits and vegetables commodity

systems analysis conducted in
four Central American countries,
Four study related international

wofkshops held.

Methodology developed in the
Central American study has been
adapted by HBS and the Séﬁtheast
Asian negional Center for
Graduate Study and Reseérch in
Agriculture (SEARCA) corn
commodity systems in Southeast

Asia.

Country studies in the
Philippines, Thailand, and
Indonesia and a regional study
were reviewed at a recent SEARCA
sponsored regional workshop.

Additionél country workshops and

+
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Progress to Date, etc. (cont.)

-2-

a bfoader based second regional workshop are scheduled thru this
summer and fall. Industry note=z, case studies, (18 for S.E. Asia
;orn studies), curricula, bibliographies and other training ﬁaterials
have been developed for use by INCAE, SEARCA, and numerous client

organizations.

Five collaborating institutions (HBS, INCAE, SEARCA, Kasetsart, and
LAAD) are using these concepts, méthodologies and approcaches in
Central America, S.E. Asia, and the U.S. They are additionally
consulting and exchapging agribusiness knowledge and experience. A
network and secretariat are planned for linking institutions around
the world who areinvolved in commodity systems studies. HBS is
designiné an agribusiness institute to backstop the negwork and
secretariat. A third major commodity anal?sis activity is planned

for Africa.

The progress outputs identified above have contributed significantly
to.the capacity of the participating training and research institutions
to teach, train and consult with regard to ag;icultural program
management (project purpose). It is perhaps foo early to judge what
significance they-have'had towards the broader goal of improving the
capacity of agricultural institutions to eorganize and manage agri-

cultural development.
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I1. Project on Schedule: Life of Pr;ject Budget Accurate?

A number of activities (reiating to secretariat establishment?
institute design and network build-up) were deliberately slowed
duering FY 75 because of the need to avoid getting out of phase with
work of the intré-agency management planning group (Hall group)
and gecauée office pérsonnel limitations made it impossible to
proceed as rapidly as contemplated in lagt year's program submission.
Thus the project is so;ewhat behi;d the original schedule but no
irreparable harm has been done. In fact, we believe the purpose of
effective project management will be served by establishment of a
new projeet in FY 76 as discussed below. The current budget, whilé

not completely accurate)will be adequate to carry the activity over

into a2 new project life-cycle.

III. Significant Change in Project Proposed

The present PROP expires with FY 1975 funds. A new PROP will .
December,
be submitted prior to/ 1975, with a four year lifespan, emphasizing
thé utilization/dissemination of methodoloéies, concepts and materials
developed-in the present project.

This Qill be accomplished through the establishment cof a mini~-
network of collaborating institutions served and supported through a
secretariat which will act as an information, knowledge and materials
exchange mechanism. The secretariat will also provide a means of
11nking.with other dimensions of the agricultural sector. Additional

support for research, training materials and consultant capability

will be provided by an institute funded partially by AID.
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IV. Role of TA Technical Office; Mandays Required

The TA/DA management effort in relation to the activities of
this project has increased as the number of regions and collaborating
institutions has Increased. Outputs and their utilization has increased
over the life of-the contract and this will continue. We expect
during the coming fiscal year to more directly link the new project
into AID mission field programs and this Eoo will increase the need

for coordination and management. We estimate this project will

require at least 200 direct hire mandays during FY 76.



SUMMARY PROGRESS OF
ONGOING PROJECTS

PROJECT # 720-936

KPA #6_

PROJECT TITLE Agricultural Management(Implementation)

CONTRACTOR Governmental Affairs Institute

I'

Implementation Progress

Outguts

1.

- »

Comprehensive reference manual

"Managing Planned Agricultural

Development" based on comparative

study of theory and practice.
Traiﬁing methodologies, training
materials, course designs and
bibliocgraphies.,

Established training capabilitieé
in selected regional/national
institutes

Coﬁsultant Services

Mini-network for Agricultural
Planning & Implementation

Management

Progress to Date & Relationship
to Project Purpose and Goal

Over 1000 documents have been
analyzed and used to compile the
basic reference. A seminar
attended by senior LDC Agricﬁl-'
tural Managers and AID Mission
representatives was held in
October 1974 to validate the
approach and content of thé:manual
against practical experience;of
operating personnel. Recommenda-

tions were incorporated into the

current draft which has recently

been submitted to selected experts

for evaluation. The manual, one
of the major outputs of the

contract, serves as the basis for

developing general and country

specific training materials (Out-

put 1}.
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Progress to Date & Relationship to Project Purpose and Goal (cont.)

Training materials and course design are under development. A
six-week pilot training course for 24 LDC middle level Agricultural"
Managers will start July 21, 1975. A task oriented training
methodology 1s being developed that combines both shbétantive and
.proc;ss concerns and relates them to the job requirements of each
trainee. These methodologies, concepts, and approaches will assist
the participants to make maximum use of fheir own experience as well
ag that represented by the reference manual. (Output 2)}.

Selection of the first collaborating country-institute is scheduled

for September, 1975, with subsequent development of country specific

training materials and adaptation of the basic manual. and training
The
course., /First in-country course will be conducted during March, 1976

(Output 3).
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This activity was initiated as a part of project 720-936,
but will be re-constituted in FY 76 as a new project.

The goal is to improve the capacity of the LDC to implement
agricultural and rural development plans. The purpose is to develop
and- foster the use of improved methods to appraise implementation
feasibiliﬁy, plan and manage implemeﬁtation and systematically
relate the two. '

This is being acc;mplished b;: 1) deveioping knowledge through
analysis of LDC and other experience; 2) assuring its relevance and
usefulness thru testing in LDC situations; 3) developing problem
oriented learning materials and training programs; 4) developing
consuitaptlcapability; 5) promoting of national and international
linkages for exchange of knowledge and ski;ls. Progress has been

oily minimally satisfactory in 1, ‘2 and 3 and much remains

to be done on 4 and 5.

I1. Project on Schedule; Life-of-Project Budget Accurate?

The project activity is designed to be accomplished in five
overlapping phases. Phase one has been completed, however the extensive
research and writing required for completion of a working draft of the
basic manual put the phase one activity considerably behind schedule
and delayed the pilot training course and subsequent parts of phase
An acceptable version of the manual still has not been produced.

2 a few months. / Work has proceeded concurrently on additional trainlng

materials needed for phase 3 (in-country work). Training material

development and course design are proceeding satisfactorily.
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.

The portion of the current project budget for this activity
1s adequate. However, as noted this activity will become a new
project in FY 76, with a separate budget.

ITI. Significant Changes in Project Proposed:

To ailow better workload distribﬁtion within TA/DA and more
flexibility in management, the Agricultural Plan Implementation
activity of the Agricuitural Manaéement Project will be incorporated
in a new PROP which will be submitted prior to December 15, 1975.
The present project expires with FY 75 funds. The new project
will have a four-year life span and will concentrate on the "pay-
off" fo LDCs by assisting them to adapt the reference manual and
tfaining materials tco their specific situations, training LDC.
personnel in its use, and ﬁelping develop local institutional
capability to conduct training programs. Thus the R & D focus iﬁ:
the existing project will be shifted t¢ a fiel’  utilization focus

in the new project.

IV. Role of TAB Technical Office; Mandays Required

The émount and kinds of interface and coordination within TAB
and with Regionai Bureaus and USAIDs is increasing as this project
activity moves into the field utilization stage. The time required
to evaluate outputs and guide their adaptation and utilization is
also increasing greatly. We estimate that 175 direct hire mandays
per year witﬁin TA/DA will be required.

Attachment: PAR dated 2/4/74 !



¢2

SUMMARY PROGRESS OF
ONGOING PROJEGTS

Project # 720-937 ' KPA #24

Project Title:Modernizing Management for Development (terminating)

Contractor: 8) Vanderbilt University Graduate School of
Management
b) Vargas Foundation, Inter-American School of Public
Administration (FY 74 grant)

Part I. Implementation Progress
Progress to Date & Relationship

Qutputs to Project Purpose and Goal
1. Training materials in Six sets completed.

project management

2. New project management Documented in several papers;
doctrine/methodology non-funded research continuing by
Vanderbilt faculty; professional
interchange begun with several inter-
national assistance Institutions.

3. Tests of training materials Pan African Institute for Development
by collaborating institu- and University of Sao. Paulo (project
tions management) _

CAFRAD (executive devel. training)
'U. of Bahia (organizational devel.)
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Part II. Project on Schedule; Life-of-Project Budget Accurate?

Work under this project from l§72-75 produced six sets of
project management training materials; a seventh will be delivered
in November. In addition, a broad search and evaluation of U.S.
projlect management materials appropriate for LDC édaptation was
compieted under the Vanderbilt contract and a subsequent purchase
order. A directory of U.S. resources for project management is
being published. Overseas tests ‘of project management training
materials were completed successfully in West Africa and Brazil,
in addition to tests of other materials and approcaches wvia CAFRAD
and the Federal University of Bahia.

A two-year grant of $§120,000 to tﬁé Vargas Foundation Inter-
Americaﬁ School of Public Administration (EIAP) on June 28, 1974
is funding adaptation of training_materiais to the neéds of ETIAP's
generic project management training progfams in Spaniéh and
Portuguese. A second element of the grant provides for developmént-
of training for management of potable water projects. Grant |
iﬁplementation was delayed for several months due to problems
with bank arrangements and a change of personnel at ETAP. The
effort is now underway with sound leadership.

The FY 75 program under the priér project was sharply curtailed
due to TA/DA staff reductions and the prolonged absence of the
project manager on detall to the Hall Wrok Group. However, ground-
work has been laid for very rapid initiation of network and field

support activities under a new project.
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Part 1II. Significant Changes in Project Proposed?

Not applicable.

Part IV. Role of TA Technical Office; Mandayvs Required

Completion of this project will require 10 direct-hire

mandays. -
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Project # . KPA #24

Project Title: Institution Building and Technical
Assistance Methodology

dontractor: Midwest Universities Consortium for International
Activities, Ine. (MUCIA) 211(d) grant #AID/csd-2958

Part 1. Implemenfation Progress

-A oné-million dollar 211(d) graﬁt was awarded to MUCIA for the
period 28 May 1971 to 27 May 1976. The érant funds a Program of
Advanced Studies in Iﬂgtitution B;ilding ané Technical Assistance

Methodology (PASITAM). It is intended to build MUCIA capacity in

these fields for work benefitting developing countries.

Qutputs Progress to Date
1. Research and development 1. Two studies of design for inter-
products national agricultural activities;

others in process.

2. MUCIA staff, course, and 2. Impact on 3 courses/seminars in
curriculum development ‘ MUCIA schools; 1 U. Minn. professor
‘developed to high degree of compe-
tence.
3. Training and consultative 3. MS5U workshop in rural development
-capability design;. rural development training

materials.

4. Documentation center servi- 4. Extensive materials distribution to
ces. . ’ multilateral organizations; design
studies and notes in preparation;

abstracts prepared,.

5. MUCIA/LDC collaborative 5. Collaboration with Asian Center for
work in IB and TA methodology Developnent Adwmin.; work plarned
with Inter-American Institute for
Agricultural Sciences

6. Capacity for services to 6. Services provided to AID in Develop-
LDCs, AID, and internatioconal ment Studies Course and evaluation;
organizations American Tnstitute for Free Labor

‘Development; Nicaragua (health).
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Part II. Project on Schedule; Life-of-Project Budget Accurate?

Progress 1is behind schedule; after four years, 1/3 of funds
remain unexpended. If warranted, project could be extended through

a sixth year with no additional funding.

Part III..Significant Changes in Project Proposed

A PAR of April 1975 rates the overall status of the project
unsatisfactory. (See éftached PAR.and demurrer by the Director of
PASITAM.) MUCIA is proceeding with its own evaluation via the
PASITAM advisory committee. The PAR recommends a full-scale AID
evaluation in the fall of 1975 unless a decision is reached sooner

to terminate the activity,

Part IV. Role of TA Technical Office; Mandays Required

The grant was assigned to TA/bA in April, 1975 with instructions
from the Deputy Assistant Administrator that it should draw no more
than three hoﬁrs per week on the time of TA/DA until the current
situation of serious understaffing can be remedied. However, it is
very clear that a great deal of time and interaction with MUCIA/PASITAM
people wiil be necessary to seek to assure thét the sunk costs and
future costs of ghis dctivity have appropriate payoff. External
consultants can be of some use, but close attention by direct hire
staff is indispensible. For example, item-by-item assessment of
outputs should be treated in a thorough evaluation. We estimate -

a minimum of
that A0 mandays of TA/DA staff time will be required during FY 1976,

assuming reliance on outside assistance for the AID fall evaluation.

Attachment: 'PAR dated 4/18/75
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24

PROJECT APPRAISAL REPORT (PAR) !

t.PROJECT NO,

. l 2. PAR FOR PERIDO: 3. COUNTRY 4. PAR SERIAL NO.

y 1971 "March 1975 _map

5, PROJECT TITLE

Institution-Building and Technical Assistance Msthodology = AID/cesd 2958

&, PROJECY

" DURATIOMN: 8agon FY w—t Ends FYi aiﬁ - m

) 7.DATE LATEAT PROP 8. CATE LATEST PP 9. DATE FRIOR PAR

n/a -

10. U.5. a. Cumulative Obligation b. Current FY Estimated
FUNDING Thru Prior FY1 § 000 000 Budaﬂ: $ ‘_0-

c. Estimated Budge? to campletion

After Current FY: § 3y nn man

1t. KEY ACTION AGZNTS (Cantrocter, Participating Agenty or Vaoluntary Agency)

a, NAME

b, COMTRACT, PASA OR VOL. AG. NO.

Z 25561

I NEW ACTIONS PROPOSED AND REQUESTED AS A RESULT OF THIS EVALUATION

A. ACTION (X}
USAID| AID/W | HOST

B. LIST OF ACTIONS

C. PROPOSED ACTION
COMPLETION DATE

evaluation ghould tzicn place fnllowing PASITAM'S
self-evaluction. Such & review to be conducted by
utsiders cosplinentsd by AID officials.

Future activitiez shtould be dspandent oen tha outcome
- of the sbova evaluastions.

x L Project moniter to ba deaignated, vice Ihrahaa M.
nirsch. o April 25, 1975
X | [2. If the Grant activit> continves, a compratensive ‘

Fell 1975

| Fal1 1975 ana
theroalter.

O, REPLANNING RLQUIH

REVISED OR NEW!

£

Dpncp l Ipm I—]r‘ao ABDPIOIT Dr—'m/c l !moxp

E. DATE OF MISSION REYIEW

PROJECT MANAGE: ITVIED MAME, SIGHNED INITIALSY AN LATE MIBSION DIREGTOR TYP;Z_B NAR A, L\Nf.}) INITIALS AMD ODATE

—Bbrahan

.

ro d 4 - -
, \pedl 18, 1975 1 Caxl Fxstsd~ ~ ;‘;v;g:)u 21,1875



Vi. ACTION AGENT- A.L.D./W

tor Period:

QLI iL to 371975

A. IMPORTANT OUTPUTS DEPENDENT SUBSTANT_IALLY ON ALD./W

Monitoring the Grant activity, liaison, and technical support

B. ACTUAL PERFORMANCE DURING THE PERIOD

AS COMPARED TO PLANS

C. IMPORTANCE FOR ACHIEYING

PROJECT PURPOSE

Unsatisfactory Satisfactory Qutstending Low Medium High
1 2 @ 4 5 6 7 1 2 3 4 @
Actuol | t
D. PERFORMANCE FACTOR RATING Pt — v po— Chack
FACTORS coble e.ga!we Plonned uperior portant
1. Provision of Personnel X ' ¥
2. Provision of Commodities
3. Provision of Adequote AL.D./W Technical
Backstopping " v
4. Coniract Negotiation

E. ACTION REQUIRED: What Mission oction{s) should be taken to stimulare lmprc.ved ALD./Y

performance?

See recommendations on page ena of the narrative.

(¥ cdd tional spoce is neaded, usw the reverse side of the worksheet)

&G



PERFORMANCE ANALYSIS

1. LS. ACTION AGENT - Contractor, Participating Agency,

ot Voluntary Agency

20

Evoluation

for Period: 571971 . 3/1975

— e+ e Atr———

Agent: MUCIA/PASITAM .

A. FUNDING _—
1. Cumulative Obligations 2. Estimated Budget,
Through Prior Fiscal Year Current Fiscal Yeor
$ 1,000,000 $

3. Estimated Additional Budget to
Completion, After Current Fiscal Year

$

B. IMPORTANT OUTPUTS DEPENDENT SUSSTANTIALLY ON THE ACTION AGENT:

.

See guote on page two of the narrative.

C. ACTUAL PERFORMANCE DURING THE PERIOD AS COMPARED TO PLANS (y.5.: Tt is DASITAM'S

hesdguarters avd oparations conducted pv it, not MUCTA,

+hat s rated below)

cuicn 17 | PERFOSMANCE AGAINST PLAN i)
1. EVALUATION FACTORS B T e T
a. Understonding project purpose, . ... v v it i tsea s es X X
b, Plonning to achiove purpose. « oo i v n i B I T 4 X
. Staff of Proper 128 . v i cs it nace st et it s ante st 4 X
d. Timely crrivael of personnel ., . ... C it et e et s et s
e. . Technical qualificotions of persornet. . . L0 .0 i i ie i i i i n s e X X
f. Responsivenass to A.l.D. Directions .. .... T I < %
g. Adherenca to scope of work ... ... B e 4 X
h. Adhsrance to work schedule . . ... .., e e e et e e s
i. Controctor's home office support . v . v . .. oW Pt e e s X X
j- Relations with cooperating country nationals . RN
k. Locol staff troining and utilizotion . .. ... Cesas s r vt e Er s e
I, Effective administrotion of participants. . . v .o i v v v i v v nn P e e
m. Monogement of commodities .. v v v v vt e e s -
n. Timely submission of required reparts, . . .. ..o o0, e e
o. &3, and vsefulness of tequired Teports L o i L L i e i s e e X X
p. Other {specify) M@iﬁg&emﬁnrmmmﬂ_ X
and_expertise therein.
i - Unth i agtsay sATIIF AL TORT DUTETANDIAG
2. OVERALL EVALUATION . ' 1l 3 . . ] 7
[t/f Check one B . S N

D. ACTION REQUIRED:

See recommendations on page one of the narrative.

¥Whot action{s) should be taken and by whom to improve performence?

{if addirional space is ncaded, uso the roverse sida of the worksheet)

-~

{Revised 12-72}

e —————
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PROJECT APPRAISAL REPORT ON THE 211(d4) GRANT TO MUCIA ON INSTITUTION-
BUILDING AND TECHNICAL ASSISTANCE METHODOLOGY (Grant AID/csd 2958, May 1971)

NARRATIVE

Introduction

This PAR and Evaluation were performed by Ms. Mary E. Mozynski and

Mr. Abraham M. Hirsch'in April 1975. The level of thisz PAR exercise corresponds
to the lowest level of evaluation provided for by applicable regulaticns.

It is based on files, on documents prepared by MUCIA and the Grant activity
directorate (PASITAM), as wall as on a visit to the PASITAM office on April

8-9, 1975, and a session with the advisory comnittee to PASITAM which met

in chlcago w1thout quorum on April 10, 1975. - :

Recommendations

. This PAR is not the only evaluation of this Grant now being perfozmed. The
PASITAM advisory committee itself has begqun an evaluation of its own. In
addition, this Grant is slated for a full-fledged evaluation in the Fall of
1975,

The PASITAM advisory committce has designed an ambitious f*ame of reference

in its evaluative sffort; a copy is attached. 1In addition to the three
alternatives stated on the Mikol draft, a fourth one was voiced by Dr.aAxinn:
to clege the activity down at the end of this grant year, and return the
balance of the furnds to AID. It is too early to gauge which way the committee
will tilt, since the meeting at which the evaluation was discussed did not =
even bring together a quorum of the committee members.

We recommend:

1. That in the event that the advisory committee recommends early fore-
closure, that this recommwndation be accepted and allowed by AID.

2. That in the event that the committce chooses option "1"-~a110wing
. the activity to run its five-year course ard ending it then--AID accept this
course of action, but considey, together with MUCIA, whether fcrxr the last '
year the objectives should not be revised and focussad cn a narrower set of
~ tasks.. This may focus more narrowly on "training®, and work in support of

AID manpower development, within the "IB" and technical assistance methodolegy
area.

. 3. . That in the event that the committee prefers option "2"--and requests
AID to allow a sixth year but without additional financing, this course of
action be considered syinpathetically, but with the narrowing of pufpose
suggested under 2. above. :
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" That if either option "1" or "2" of the committee's options is accepted
by AID, the Documentation Cepnter effort be tarminated as of the end of the
current "grant year".

5, That this Grant nct be considered for an add—on.grant or utilization
_ grant. : ‘ :

. 6. That a prcject monitor be designated, vice Abraham M. Hirsch, who is
being transferred to Tunisia. If the narrowing of focus suggested as part

of recommendation #2 is accepted, ard the Grant document revised accordingly,
the most appropriate project manager might well be a staff member of SER/PM/MD.

7. That, unless the Grant activity is foreclosed at the end of May 1975,
a full evaluation be made in the Fall of 1975, following the completion of
PASITAM's self-~evaluation. Such an evaluation should be conducted by out-
siders, or by outsiders complemented by AID officers. Among outsiders, we
suggest illustratively Dr. Milton Esman, Dr. Norman Uphoff (both are at
Cornell University), Dr. Robert Wegt {Fletcher School of Law and Dlplomacy),
and Dr. Don Kimmel, of the FAC Liaison Office in Washington, D.C,

Background

In May 1971, AID made a 211(d} Orant . to Midwast Universities Consortium for
International Activities, Inc., headgquartered at the Michigan State University -
in East Lansing, Michigan, in the amount of one millieon dollars, and for a
five year period. Thae grant was intended

"to strengthen the exportisa of tho Midwest Univercities Consortium
. for Intevnational Retlivitisg, Inec,, in institution bullding and
technical assistance methodology. Thie [was te] be achieved through
(a) a coordinated proagram of research and training concexrning o
overseas institution building and technical azsistance methodology
among the five maior public universities which compsse KUCIA; and,
(b) creation of a documant repository of the litcruture relevant to
these areas which will make its information readily available to
scholars and practitioners in concise and useable form,"

The objectives were further 2zfined by reference to facilitating the synthesis
of previous research and the further advancement of theory and practical
application of "IB" and technical assistance methodology. The docurent

speaks of "long-term active and vigorous, innovative, and coherent leadership"
t¢ an academic core pregram of recearch, integration, research operations,
training and a document depository, and of a simultanecus extension f the ceore
program in the LDCs.

There were several unique features to the Grant. It was the first ever made
to a consortium. More importanit, it was a grant not in a readily dafinable
and conventionally understocd area such a pigciculture or nutrition, but in
an experimental and innovative arca of research, training, and operations

the very parameters of which were not widely understood within AID, let alone
within the academic community. Anothar npvel arrangement was implicit rather
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than explicit: the scope of IB and technical assistance mcthodology encom-
passed the entire range of tha Tachnical Assistance Methodology Division
{TA/PM/M), the sponsoring organization. Though, of course, all 211(d) grantees
are concerned with subjects addreseced by BARID professionals in-house as well,
this arrangement uniquely bestowed on the Grantee a comprehensive responsi-
bility, the parameters of which mirrored the responsibilities of the monitoring
organization. This was not & coincidence. The Methodology Division had been
created in September 1969, wacen one officer was assignad to it. He was not
joined by a collzagque until the summer of 1970, and even then the Division

was staffed at only half its projected level. The Division, in any event,

was intended to remain small. The grant was seen as a device to permit a

much greater level of effort to be brought to bear on the substance of the
Division's resnonsibllltles.

The Grant had been neogotia; 2d with injtiative by Dr. George H. Axinn, President
and Executive Director of MUCIA., He is an eyperienced practitioner, manager,
designer and evaluator of diverse technical assistance efforts all over the

ILDC world, and a creative conceptualizer to boot. It readily became apparent

to those involved in the Grant negotiations (mainly Mr. Xenneth Levick, then
Associate Assistant Administrator for Program and Methodology, Dr. James W.Green,
then Chief of the Methodology Division, and Dr. Abraham M. Hirsch, then
Social Science Regearch Advisazr and the other half of the division) that they
and Dr. Axinn spoké the same language and applied the same thoughts to the
parameters and tasks of the crus:. The professional anéd conceptual rapport
between the AID officers and Dr. Axinn was heartening at the time, and
remains an important asszet in the management of the Crent activity. At the
same time, this rapport may have obscured from the beginning the dangers )
that others involved with thaz Grant might not apply the ssme understandings,
or seek the same objectives with the same strategiles.

The first director of the grani activity-~it acguired the name Program of
Advanced Studies in Inpti:iuticn-Bullding and Technical Assistance Methodolcgy
and was acronymed PASITAM~-was Dr. Davis Bobrow, then of the University cf
Minnesota. A man who had performed excellently both in government and in
academe, Dr. Bobrow lacked an understanding both of the L2C enviromment and
of the aims of the Grant. His regignation was reguested in the Fall of 1972,

He was succeeded as program director by Dr. William Siffin within a few
nmonths, and in some ways the history of PASITAM starts all over again late

in 1972, when Dr. Siffin assumad both the post of program director of PASITAM
and of director of the Indiana University's International Development
Research Center (ILRC) at Blocnington, Indiana. DRr. Siffin had been, for
some three years, Director of the Office of Develerment Administration in
the Bureau of Technical Assictance. He was strongly ldeatified with public
administration and its developmental twin, development adrinistration. He
had experience in academe, in regearch, in teaching; more to the point, ha
had experience both as a developrent bureaucrat and as a practitioner overseas.
He alsce, while in T2B, had become involved with the Grant as a formal and
informal "kibitzer" during the period of ths Grant's negotiation and during
the stormy months when Bebrow's handling @f the project was being challenged
and his departure sought. '
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Though on one lavel this PAR is written toward the end of the fourth-year
of the Grant, in another sanse leass than thres years have elapsed since the
project had its second birth under the management of Dr, Siffin. :

Through March 1974, principal liaison with the Grant on AID's side was
entrusted tc Dr. Green, who as chief of the Methodology Division and project:
monitor could promote a synergistic relationsiip between PASITAM and his
Division., When Dr. Gresn retired rather suddenly at the end of that month,
project monitorship was assumad by Dr. Abvaham M. Hirsch, who himself will
be reassigned early in ay 1975. In large measure, project management at
AIND's end has baen low-key since the directorship was assumed by S5iffin.
The monitoring office responds of course to inquiries and requests by the
project director. Personal interface is limited to attendance at PASITAM
advisory committee sessions which occur some six to eight times a vear for
a few hours, at annual wmeetings, and during the more frequent visits by
Dr. siffin to AID/W, visits ususlly not initiated by the Division but re-
sulting from Dr. Siffin's appropriate iiaison with divers= AID units. 1In
addition, & few of PASITAM's prolects have involved meetings of one form
or another by Methodology Division staff with PASITAM mAﬁagers or PASITRM-
funded researchers, :

Grant Act1v1tics

For purposed of this PAR, the activities conductzd under the Grant are
discussed under five headings: : '

1. Strentthening Expertize
2. Research

3. Training

4. Documentation Center

5. Linkage Bullding

Item 4. corresponds te the upacific obiective quoted -bove from the Grant
document. The other itcms_aru aspects of the cother quoted obiective of the
project.

1. strengthening Eiperviize

The grant document is rather axplicit in i)lustrating expactations of enhanced
experiize, . This effort is described, at least iliuctratively, in several
passages, including pages 13,.14 and thereafter, in terms fairly distinct

from training activities. Tho expertize referred to is that in areas of
relating to the generic techulcal assistance process, and the general
methedology of technical assistance including Institutlon-building.

The program so far has not strengthened expertize slgnificantly. Though
experienced former practitioners participate in the advisory cormmittee, or
have received research granis, oz tean involved in PASITAM ranagement, there
.is no evidence that the general expertize of the five campusues, ox the
individual expertize of academics or graduate students, has Lecn enhanced by
the Grant except in relation to spesific participation in efforic listed
below, mainly in researcih. In short, at the end of the fourth year of the
grant period by formral rechoning, the expertize of (he MUCIA compusses remains
high, but not.highar than it would have been without the Gront,
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2.‘ Repearch

The research program has not bezn properly coordinated, or appropriately
focussed on the concerns listed on pages 3,4, and elsewhere in the Grant
document. That is not to say that nothing has been done in furtherance of
. these listed subjects. It is to say that much of the research program has
been engaged with issues which, though interesting and meritorious by them-
gselves, do not clearly lie in the bull's eye of the Grant's targets.

Research has been based largely on projects initiated by would~be researchers
who submitted proposals for consideration by the Program Director, who

thern referred them to the Adviscry Committee for consideration and approval.
These proposals reflected the personal professional interests of proposers

more than the purposes of the grant: The Grant was tapped by many individual
researchers for funds wherewith to do their thing, in return for some

modicum of adjustment of thc regearch proposal to give superficial legitimization
to the use of 211(d) Grant funds. Two or three reasons appear to underlie
this malfunction: {(a) Poor Grant management (see below) failed to sufficiently
create an awareness of the Greant and its purposes to bring forth the most
appropriate research endeavors; {b) the Program Director and the rdvisory
Committee appear toe havo felt under pressure to approve proposals in orxdex

to appear to implement the Grant:; and (c¢) the relative vagueness of the

Grant's underlying rationale~-"institution-building and technical assistance
methodology®~-permittad the exesrise of flexibility unmatched by discretion.

Not all research activity hag bezn irrelevant to the Grant. Underway 1is a
project -on the application of the experimental method to technical assistance,
by Hoole and Job, Thare the guestion is not one of pertinence, but rather
one of the qualifications of the ressarchers, both of whom lacked in-depth
understanding of the LDC envircnment when thay began their work. Extremely
useful has been the Dr. Y, Elasc's Institution-Building: A Source Eook,
financed in part from the 211(d4) Grant, in part under . contract with MUCIA.. BAt
the other end of the scale, the study of political institutiona by Ostrom

and Hlennesey may be singled out as a "beootlegged” item, basically of no
interest to the Grant, focuss:l as it is on political theory and political
economics in the Buronean context, by two authors not familiar with or
sensitive to the LIDC enviromment,

Since most of the research srdecavors- wuire approved late in the life of the
Grant and have not yvet vielded [inael preducts, the judgenents made here might
prove to have been overly harsh: hut they are the best judgement which can
be made at this time. : '

The Program Director now is changing the mode of research irmplementation from
reliance on proposals for suppcrt of the work of individual academics, to

a "sub-contracting” approach unier which he and his staff identify subjectas
that should be researched, leaqnte and coniract with an appropriate Individual,
and manage and process the product in-house out of the PASITAM office. Two
problems arise out of this ewitch. The first is that it weakens the linkages
between the PASITAM directorale and the academic community by reducine the
latter's interest in the principal benefit they soughl from PASITAM~~financial
support for their research endouavors. The second is that it places further
managerial burdens on the PASITAM office; as we shall ses beleow, management
hitherte has been poor, and there 1s no evidence that the PASITIM office

can handle a greater burden.
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3. Training

Lumped into this grouping are two different types of skill development, both
of which were illustrafively or specifically written into the Grant document:
(a) Academic offerincs - courees, seminars, ete. - for the development of °
greater expertize in the Grant's subject matters by graduate students and
faculty; and (b) training courses offered under the PASITAM umbrella to
parsons not in an academic sntting--practitioners about to assume technical
assistance positions, tean lezders, project designers, etc.

: {a)  We have not been made awvare cf a single course or seminar which was .
establiszhed on one of the cauruvsses as a result of the Grant. True,  there

are a few courses known to the PASITAM directorate and to the advisory
committes which deal with farets of institution-bullding and technical
assistance methodology, and no doubt additional courses and seminars tackle
aspects of these subjects, However, 'the Grant has not added new educational
opportunities in this subject matter. The courses now offered preceded the
Grant in some cases, or develecped independently of it. Chances are that when
the Grant ends they will continuc, but the DPASITAM effory will not have con-
tributed to their enrancvwent or survival. ‘

(b} Only one real training course has been held so far ~ dealing

with institution~building in agricultur:. Planned as a two-week course in

August 1974, it last=d aboat wwozk, Insufficient preparation for the course,

inadequate interest on tha pare of the c¢lientole, and othur factors appear

to havz cowbined to make the covrvse a limlted success, Thers was conslderable

turnover of attendeses, the totel numcer of which was smaller than anticipated:

moreover, guest lecturers 4ld not attond thzentire course as had been hoped - (tc

pexmit protracied interzction areng thom and batween them and the trainees),

instead coming to the Michigzn State University campus for a much briefey

spell. .There now sre plans “ov arother training cousse late this suwmer
\&Intexest is ke‘ng golictted meinly among private voluntary orgganations.

W : :

4. Documentation Centcr

Located within the sulte Lhat kouses the IDRC on the Indiana University crmpus,
the Documentation Center consists of one umall rocom which holds two des

ard several hockczzes wrd filing '1L1ue_J. Its currcnt #t2ff, on board since
February 1975, consigts one one full-time and one half-time ijunior prefessional,

neither of whom is traincd sirther in information storage and r°tr1°vﬂ {or
libraxy science) or femiliar with Zevelopment, technical ass tawce, and the
like. . Nor do they have a crasp~-they freely concede this--of what the Grant .

is all about, or what purpeses the Documentation Center is to serve on a level
beyond the merely routle.

The DocCen staff estimates its holdings at scmewhare hetween 500 and 700
individual items {we suspont their guasstimate ig high). The collection
consists of disparate odds-—and-onds aboul developuent, technical assistance,
development administration, =spccific cou1try pregrame, donor organizations,
etc. In ne one facet of thin sweep of subjecte ir tha LosCen authoritatively
stocked. It relies on cthrrs to send it materialsn; ot lecaut in the last
report-year, no woney was cxponded on acgnisitions.  The mateévial is not yet
fully cataloguad. That is, soveral ctaves leve beon mode over time--one guch
is in progress--~to install a catalogue cystem of one ambitioun sort ox
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- another, but each DocCen leader appears to have dismissed what the previous
started and bequn anew. Ms3. Jan Miracle, with the bocCen until a few months
ago, did not complete the cataloguing according to "her" system. The two
staff persons now on board have bequn a new effort, guided by instructions
from senior PRSITAM staff. To speed the cataloquing system along, I suggested
a much simpler approach, cocnmensurate with the size of present holdings
multiplied several times over: a system of "key words" or "mono-terms", and
a semi-mechanized system of duplicating cards. Upon departure from
Bloomington, I had the impraession that Mr. Trout and Mr. Magnuson, who works
with him, had accepted the proposal. In short, the Doclen 1s in a state of
shambles. Moreover, ii also doubles as "warehouse" for certain publications
of the IDRC and PASITAM. Considerzble gpace in that room is taken up with
stock of the Blase sourcchnok, etc.

This s£till leaves the greater guestion of what the DocCen has become, or

has not become, at the end of the fourth yesar of the Grant period. It really
seems to serve no adequate purpose. .Inquiries to thz DocCen are few, if one
dismisses requests for ceoples of IDRC or PASITAM publications. There is no
capacity for analysis in the present staffing. A suggestion to Dr. Axinn that
the DocCen be absorked by his MUCIA office in East Lansing brought forth the
reply, quite justified we bnléeve, that the collection of materials he already
has at MUCIA nnaaquartﬁre exceeds that of the DocCen gquantitatively and :
gualitatively.

Doc¢Cen staff also double in an>ther rcle: that of editors of research products
of PASITAM. It is not clear what qualifications its tws staff menbers have
as editors, but this is beyond the scope cf the aprraisal veport.

5. Linkage Builaing

PASITAM has not succeeded in building linkages between its office and the
participating wniversities. fThore is no evidence that the existence of the -
program is kpnown to a significant potentinl clientele -of staff and students .
on each of the campusse-. Two anecdobal illustratlons way help. At the first
meeting of the advisory committeo that I attended, in 2pril 1974, a draft was
discussed of a pamphlet descri-tive of Grant and whei it could offer. I

was amazed to find this on the zyenda at the end of the third yvear of the
Grant period. I waa even wore anazed to find that the draft failed to mention
expliciteiy and fully the purpasns of the Grant, and its AID origin, (I
digcovered, too, that the deputy program director zt that time had never read
either the Grant document or the Foreigu Assistance Net section 211(d) )

The recond illustraticn is the fact that even during this last year I have
recaived a mmber of phone calls from academicians from one or another MUCIA
campus, asking whetiter our Divisicn might support their research; these '
persons in ecach cage were unfzniliar with PASITAM, or that it offered a
possibility for funding relevsnt projects.

Universities, of course, are complex bureaucracles, and in this case none of
five has a structure similar to that of any of the sthers. The task of
establishing liaison, of waintaining contoc:, i3 a difficult one. Yet, of
all the roles of the PASITAM program director, that cne surely is the most
vital, if the basic purpousc of the Grant, cnhancing cxpertize on the five
campusses, is to be met. :
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PASITAM scores higher in its ability to liaison with various units of

AID. Here the personality of its program director, and his wide contacts
throughout AID, are of great help. Because hig personal professional

assistance is sought quite frequently by various burcaus and offices, he is
able to dialogue with thes both as an individual professional and in his
PASITAM role. This has been a very positive feature of the present director's
incumbency. It has not, however, compensated for other programmatic and
managerial shortcomings. o ‘ .

Like the PASITAM progrim director, members of the advisory committee have not
been effective, on the whole, in serving as links bhetween PASITAM and .
their respcctive campusses. For one thing, that was not envisaged as

their function, since liaison of this type was thought to be a function of

the directorship. Though zble to a degree to speak on hehalf of their
respective university 'at advisory comniittee meetings, their ability to ¢arxy
back information to all parts of their large campusses, and to represerit
PASITAM within their own institutions, is limited.

There have been some contacts batween PASITAM and donor agencies other than
AID, especizally parts of ths UY system. 9They too have been wore of the
nature of sporadic coutacts than institutionalized linkages. I was struck,
for instance, that Professor Heoole, who consulted with me in 1974 before
departure for CGenewva, fuwitzerland, ko +wurk theve on his PASITIM proiject on
the experimental approach, haw not estahllshed contact with the U.H, Research
Institute for Soclal Developwent (UNRISD) located in that city; he did not
even know of it (he is an suthority on <he experimental method, but gulite naw
to. the development fiosld).

Prompted by a suggestion by the rrolect mansger, PASITAM currently is
actively canvassing the world of U.S. privete voluntary organizations active
in IDCs. There is heope that chey mey contribute trainees to the training -
course later this year. &o far, their collzborestive posture with respsct

to PASITAM cennot yei b= assasnad. :

Grant Management

What has been described above boils down to inadeguate management, and this
portion of the PMAR dwells on managoment with all the benefits of hindsight.
If PARg are to- be used not onlv in connection with the activity with which
they deal but az moralitiez for the enhancement of ATD's operations, it is
in this section that the most invortant lessoas may bz evident.

Headquarters Operations

The decision to have PASITAN herdquartered not alongside MUCIA in Eagv Lanaing
but at a site of its owm--at the Usniversity of Minnesota during Dr. Bobrow's
incumbency; at the Indiana Univeraitv during the directorship of Dr. Siffin--
was unfortunate, Sharing office space with HUCIR, or at least being on the
same campus as the MUCTA ofiice, world have kept PASITRM in direct contact
with the leadership of the ovganiration to shich the Crant was made.

Iocating it elsewhere--to rcoomodnte the ipstituticonal connection of the
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program director--resulted in an additional increment of communications
difficulty. More important, it contributed to PASITAM's reduced
effectiveness in its attempt to "linkage"--to draw together the membe

universities. :

In neither case was the program director fully engaged with PASITAM; both
Dr. Siffin and Dr. Bobrow continund to carry other responsibilitlea. PRoth
employed an asglstant diractor to complement thelr own work. Not enouqh
is known about the on-the-job collaboration betwnen Drs., Bobrow

and Benjamin (his assistant) to pormit analysis. Our impression of the
relationshiv between Dr. S5iffin and Mr. Trout is that, though there are no
personality problems, ther: is a lack of communication. HMr. Trout often
must await “the word" from tiie program director, and is stymied in his
attenpts to deal with operational matters. Dr. Siffin appears to be
pivotal to the headquarters operatinnz, and in part because of his frequent
absences on business, in poart for othdy reasons, the managerial tempo of
the PASITAM cperation suffers from over-reliance on his direction, thus
reducing the effectiveness of the assistant director. P different com-
bination of personalities might collaborate more cffectively.

At least since Dr. Siffin's assumption of the directorship, PASITAM has

not been located within the acudemic structure of the university, for the

IDRC is a rgseach unit organizotionally rcomoved from, say, tha college‘bf'
arts and sciences. This in and of itself weakens tha effectivensess of

PASITAM in catalyzing new departures within the courgse-and-gaminay structure
ofVIndlana University. Situd thus awsy from the academic mainrizoam of the ‘
Eﬁme un:v?rsity on thagne hand, and away from MUCIA headquartere on the other,
e locational factors are n maximization of the worst alternatives. o

It is appropriate that Dr. S1ffin assume the Frime role of forger of
external linkages~-lirltages hetwezn PASITAM and ATD and other élienteles.
This, however, assume 1rat his colleague is adopt at internal linkage
building, between PASITAM and the constituent universities. Yet neither
Dr. Siffin's style nor Mr. Yrovt's appearx to have enabled the latter +o
perfori this role aptly. :

There is evidence tco that the headduerters operation suffers of a lack of
what In institution-building is termed doctrine. Not even the professional
staff at headqgarters appears to have a full appraciation of what the Grant
is all about. Certainly Dr. Robrow gave evidence of this, and attempted

to take PASITAM on a quite different route than thot envisaged by the
Grant.. There is no doubt that Dr. Siffin understands the doctrine, but he
appears to have failed to convey it to his colleagues at the PASITAM office.

The lack of doctrine also is reflected in the inhdequacies of tha research
program. A strong, purposs-oriented lecdership wculd have found wayve of
resFricting the support of rescarch to proposals wiich met the criteria
strictly. Given appropriato linlages, we believe that such roposals may
have ?een forthcoming., In any avent:, if they did not, it would have been
more in kecping with the purpose of tho Grant to hold off funiing of
research than to spend Crant funis on projoc&:cnly loosaly connected to the
Grant's purposes.- ‘
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The president apd executive director of MUCIA, Dr. Axinn, has consistently
displayed a keen interest in PASITAM. There is persuasive evidence that the
understanding that he brought to the negotiations for the .Grant continue to
motivate his concern for the activity. His own heavy schedule has precluded
his more persistent attention te PASITAM. - Perhaps too, one may conjecture,
there were political reasons for his hesitarice to intervene in PASITAM affairs
following the dismissal of Dr. Bobrow end. during the incumbency of the
present director, whose own professional links to AID were more intimate

than are those of Dr. Axinn.

Not all menagerial blame--if blame there is--can be piled at PASITAM's door.
At least two issues must be mentionned as reflections on AID's management
of thig activity.

The first has to do with resources. One million dollars is a lot of money,
and of a magnitude equal to most 211(d) Grants. But if this large amount is
disaggregated ameng five universities for five vsars, one arrives at a total
of $40,000 per year per univeraity. and this, given the Herculean task

that was set for this activity, iz not all that much., Perhaps the aggregate
amount was not adequate to provids a "critical mass" for such a complex
effort. : ' - : :

The second has to do with managewent lnputs on RID's part. A grant of

this type (given the dilfune an® innovatiwe character of the Grant purpose)
should have wvarrantsd the assicuant of one offlcer to work iust about
full-time with this activity. (At £35,000 over & five year poriod, this
would have represented an additionzl resource allncation of $17%,000--

or. only a 17.5% addition 1o the effort.) Instead, hzscause of thelr locad, the’
two successive project manaqeis had to cater to the needs of an array of
activities of which this vas only one. Some 211(d4) Greats, given for well-
defined and widely-understood parposes, may not ne2d that much managerent

on AIN's part. Thiz ona 4id.



RO P R T S NN

S —T— AT T B 4 e R T b P AT R A T, i, e T | by e . - e ey

N R SIS aN T ITTN

. Indiana University

ke il B AR AL e £ s L Rt Rt 1t Ak A TGRS o M1 i At s+ e ST

s L DO RO I AP D TR SRR R U

Midwest Universities Consortium for International Activities, Inc

1Q05 East Tenth Street 5/
Bloomington, Indiana 47401

William J. Siffin
Director
{812) 337-1341

Grafton D. Trout
Assistant Director
(812) 337-5186

May 7, 1975

Mr. Kenneth Kornher

TA/DA

Agency for International Development
Washington, D.C. 20523

Dear Ken:

Ah, 'tis a sad thing to be in such trouble! I have read the recent PAR.
According to that document, you have just become the monitor of a project
whose management fails to understand the project purpose; to plan properly
in support of that purpose; to follow AID directives; to adhere to the
scope of work; to provide adequate management; to provide useful reports;
and to develop the subject-matter 'and expertise therein." As the donkey
said when they brought out the piano, "That's a heavy load."

Let me neither plead nor argue much about the PAR, It does contain a most
constructive recommendation: that there be a full evaluation in the fall

of 1975. It will, of course, perceive some problems and surface some
differences of judgment. If "institution-building” and "technical assistance
methodology” were well developed matters of concept and practice, I doubt
there would have been a 211(d) grant on the subjects.

I want to offer you my own views of our situation, along with some
illustrative information. Naturally, I prefer that your initial official
view of this grant-project not be simply shaped by the recent PAR. Othexr-
wise we shall be damaged beyond ocur just desserts. I think that &our
problems as monitor or mine as project manager are neither as grim or
grand as Hirsch has asserted. A dispassionate examination of the PAR

{not easy!) indicates that it is concerned with {(a) basic purpose, (b) organi-
zation, management, and implementation strategy, and {c) results. It
finds us grossly remiss on all counts. The document astonished me in.

its variance from impressions received during more than a year's partici-
pation by the monitor in Advisory Committee meetings, and quite a few ‘
other discussions of our work. Clearly, I really did not judge correctly
an important feature of our own task environment.

It is puzzling and painful to be told that, after two and a half years of
involvement, I do not understand the purpose of the grant. I have read
the grant proposal many times. I have written two annual reports about
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our assumptions and activities. There Have been many meetings. I have
assumed that the purpose of this venture is to build capacity within

MUCIZ to contribute to AID's ability to help foster appropriate institutions
and institutional change, and to strengthen the methodology of technical
assistance. '

Orally and in writing I have said that this aim will not much be served

by more generalities about such things as "leadership," "doctrine" and
"linkages," etc. Practitioners have found such generalizations useful
sensitizers and sources of clues. But, with regard to institution-building,
the need is for something tangible and effective in responses to such ideas
that "linkages are important.”" This is not to knock the old IB formulation;
what matters is to get beyond it. We have been trying to deo so.

The effort requireg a constructive linkage of its own--between academic
expertise and those who plan, decide, operate, and evaluate. Our task
ig to build demonstrably useful capacity. The capacity must consist of
practical, reliable knowledge that can be used to improve technical

. assistance efforts, particularly those with institution-building and
institution-changing objectives. This task cannot be done "in general."
Milt Esman used to say that "institution-building is a generic process."
But institution~-building efforts always occur in some specific place,
within some sector or program context, in some particular time-frame. A
model or perspective made of general labels and particular illustrations
is not a very potent toocl. Our purpose is to do better--not more of the
same. "Better" means concrete and relevant knowledge about how certain
kinds of things work, and abcout the implications of this knowledge for
institution-building, institutional change, and technical assistance more
generally. ’

It remains true that "the instrument cannot properly determine the owner's
aim.” AID is the owner. Insofar as the PAR speaks formally and officially
for the Agency, it finds us out of tune with what is desired and expected.
As project-monitor you will have to make your own judgment of this charge.
I will do all I can to describe, explain and arque my view; but I don't
expect to supplant your own. I don't want to. Waturally, I would prefer
agreement and rapport; but it will have to be AID's judgment that we are
‘or are not acting in accvord -with project purposes.

The PAR faults us on all pessible counts in the area of operations, manage~
ment, and strategy (except for the conclusion that “our staff is of the
proper size and is technically qualified." The latter point is, however,

at least partly refuted in the text.) We have not complied with Agency
directives; are not linked into the MUCIA schools, have a Documentation

and Analysis Center that is "a shambles," and more. (Or less.) If all

of this is true, and if the project monitor had been meeting his responsi-
bilities, why was I not asked to resign long before now? I am dismayed

at the tone of cavalicr uninformed hostility on the part of someone who

was supposed to serve as our chief official link with AID. I .welcome--and
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need--positive criticism. Sweeping indictments that ignore available
facts are another matter. If we have not followed all the AID directives
(i.e., the approved statements in the grant proposal) it is partly a
matter of having failed to yet fulfil all of the key specifications of a
proposal that was drafted with a $4,000,000 budget. The budget was some-
what changed. I do not recall that the substance of the project document
was.

We have not concentrated upon "team leader selection," and "advisor-
counterpart relations,” and some other detailed items in the grant proposal.
We have gotten inveolved in the orientation of key technical assistance
contract personnel, and hope to do more in this area. We have not become
mach involved in training per se, an activity which is not directly a 211(d)
type of activity anyway. - We have been building a training capacity within
MUCIA, and will do more in the coming mopths. Part of that capacity lies
in the materials that we are producing. In addition, one of our grant
"products" is currently very much in use in training within AID, as I shall
note below. We have so far involved eighteen academics from four of the
MUCIA schools in ten different projects or "subgrants." Almost an egual
nunber of individuals has been or is otherwise engaged in some constructive
relationship with us. At least three courses or seminars have been created
or much shaped through our efforts. It is false to assert that we are not
substantially linked into the MUCIA schools.

We do have some earnest problems of management. I fired the head of our
Documentation and Analysis Center after a wasted year. The person has been
replaced, but some DAC problems are yet to be overcome. They are not the
problems of building another self-contained reference center in a world that
has enough of those. Nor do they much involve the adoption of some particular
kind of classification system. DAC is something of a mess and more of a '
promise at this point. Only in the eyes of someone looking for an elaborate
special library is the pla.e "a shambles."

It is useful access to salient information. that counts--not shelves and
files of material. We deliberately changed the label of "Documentation
mentioned in the grant proposal to "Documentation and Analysis," to avoid
going into the library business. Given our budget that was an imperative,
although there are more important reasons. Our aim is dissemination of
useful information to prospective users. We are building a process, not a
collection. The work is well behind our original projections, but it is
intelligently conceived. T

The ultimate test of our merit must be results. These will demonstrate

the extent to which we comprehend what this grant is all about, and will

also show if our operations, management, and strategy are any good. 1n
principle, we are supposed to have a certain level of capability in place

by the time the grant period has ended. Much of that will be visible within
the near future. But there are alrcady some concrete results--direct products
of efforts under this grant during the period in which I have directed it.

For example:
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(1) Richard Blue, of Minnesota, undertook an analysis for us of factors
involved in the design of AID rural development projects (along with three
colleagues at Minnesota and Michigan State}. His report, scheduled to be
published this summer, will reflect the creation of the sort of capability

I assume to be envisioned in a 211(d) grant. 'The course he developed at
Minnesota, which continues to be offered in his temporary absence, was

much shaped and influenced by his PASITAM-funded work. Dan Creedon, head

of the Manpower Develcpment Division of AID, was sufficiently impressed with
Blue's appreciation of AID's technical assistance concerns to hire Blue for
two years to help design and implement AID's development officer training
program. I think of this as (1) a case of the development of the intended
sort of capacity, (2) the achievement of palpable products from the effort

to be used by others within MUCIA and outside it, and (3) the movement beyond
the 211(d) mode of action into the use of the capacity by AID. Grant that
this is but one case. But grant too thdt the case tends to challenge several
of the assertions of the PAR.

{2} Brian Job of Minnesota and some colleagues in other MUCIA schools are
addressing concerns regarding project design and evaluation tha are central
features of the "methodology of technical assistance.” Capacity is being
built. Linkages with and among MUCIA schocols are involved. And some of
the capacity is scon to be "tested" through applications to actual AID
concerns., .

(3} One important current line of technical assistance effort seeks to
build international intermediaries for the transfer of variocus kinds of
technology in the service of agricultural development. The design of these
intermediaries is an important matter, involving both technical assistance
methodology and institutional development. One of our projects, based at
Wisconsin and moving to Illincis, has been analyzing this subject. Results
have already been displayed to some of the operatiowlly interested persons.
People in AID, in fact, have bhcen exploring the posgibility of a TDY
assignment for the individual, to help AID determine its approach to
possible support for INTSOY, the internaticnal soyhean organization head-
duartered at Illinois. Within the next three months twoe reports will be
published out of this work. They should be useful in the design of certain
technical assistance activity.

I can cite other -examples of effort which reflect and serve the.aims.of

the grant as I understand them. I look forward to the opportunity to do so.
(I will also report scme that have not succeeded. But, even these refute

& bald assertion in the PAR--of limited, ineffectual linkages between head-
guarters and the MUCIA schools.)

The PAR is by no means all wrong. We have some important management
problems, and steps are being taken to deal with them. DBut the basic
guestion at this point ig simply: Does this venture possess a promise
sufficiently substantial to justify it? If an informed evaluation fails

to produce an affirmative answer, the program should be terminated. If

the answer is not negative, thoen thought should be given to the time-frame

in which we are operating. A vear and a half elapsed before this grant began
to be set upon its present course. In the past two and a half years (which
involved only two full academic yvears) a strategy has been shaped and
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strengthened. A sizeable amount of capacity-building has gotten underway,
and some of it is well advanced. During the year ahead, gquite a few of

our efforts and investments will be coming tc fruition. In an additional
year, within existing funding, it will be possible to display and disseminate
results, and to determine whether AID wishes to utilize some of them--or

not, as the case may be.

Given my notion that we are doing proper and worthwhile things, that we
do indeed comprehend the project purpose and ways to implement it, this
timing guestion is programmatically important. If an evaluation rejects
that notion, it ceases to be. :

Sincerely,

z e '

William J. Siffin
Director '

/ah

cc: Kenneth Levick
Mary Mozynski .
George Axinn
Ed Mikol
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STANDARD KLY CUESTIONS

Project Inputs . .

1. ¥ES. Key inputs are being supplied according to.plan
' by the USDA. .

2. NO. The supply of inputs is no longer adequate. - AID fore-

sczes deeper involvement by USDA in AID's technical information

planning, producticn and distribution activities. Hence, .
more staff should be available.

3. The performance of the actign agent against the plan was
outstanding. USDA has displayed a high degree of cooperatien

with AID in maintaining a flow of appropriate technical infor-
mation and responding to USAID, AID/YW and LDC requests promptly

and effectively.

Transformation of Tnputs Into Cutputs

4. YES. The management‘hypothesis that the totality of the
resources applied to the project will he sufficient te pro-
duce Lie predecuvimined wuebpuis by tho spooificd tavger datec
is still wvalid, on the assunption thot USDA increases staff
availability to meet increasasd demancs on the services.

5. . YES. The preoject design and methodology are still the most
appropriate, provided there ig8 a built-in flexibility to ac-
commodate shifting ALD prierities. Thus, some chanzes may be
made but the overall thrust will rem:zin the same. '

Project Cutputs

6. See attached matrix for output indiczters, their planned
“targets, and the actual performance zchieved for each during
the period under review. - ..

a. YES. USDA performance was directly on planned target,

b. YES. The attached matrix reflects the changes that are

necessary to mect the demard for increased services,

c. YES. MSDA's renorts provide all data necessary for close
monitoring auvd analysis on 4 continuing basgis.



D.

k.

The statement of purpose remains the same as In the attached

e 7 - . L. _ _
a. YES. The purpose has remained the same over the many

years these services have been available.

b. YES. The statement of purpose remains consistent with

Conditions for achieving the purpos: are the same as those
shown in the attached matrix.

YES. Critical assumptions for achieving purpose are still

YE3. The development hypothesis fo achievement of project
purpose is still wvazlid.

YES. The RSSA rationale remains soimd.

YES. The programming goal and the ey problem area remain

constant to that shown in the matri¢ and orizinal PROP.

YES. The achievement of pro;ect purpose continues to have

aigh priority in contributing to th: program goal., It is

of the utmost importance that currear and accurate agricultural
information be provided to USAID an! LDC users and others in-
terested in the ATD program in a prompt and expediticus manner.

YES. The assuﬁotlone for achieving goal and measures of goal

achicvement are still valid.

¥YES. The assumptions for achieving geal and measures of goal

achievaoment are reflected in the at-ached matrix. - .

Proje:t Purpase
7.
matrix.
the RSSA.
8.
9,
valid.
10.
‘Prozram Goal
11.
12.
13.
14.

The arza of agricultural informatiot is ¢f great importance
to all AID preojects and related pro;octs of other governmental
and irnternational agencies..
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RESULTS AND ACCOMPLISHIENTS .

This RSSA with USNDA has two scopes of work == .one for the Economic
Research Service _ERS) and the other for the Fxtansien Service (E3).
Together thase offices represent a technical information source and
response capability for the USAIDs, LDC institutions, cooperators in
internatienal devalopmenc-and the general publie,

The result is a flow of z2gricultural information required by techmiciaas
overseas to. increase their on—-job effectiveness and to keep them abreast
with the latest dzvelopmoents in their professional fields. Target audi~
ences are Ministrices of Agriculture, Libraries, Experiment and Extension
Stations, Universities, other Institutions, Voluntary Azencies, Peace
Corps Voluntecrs, Missionaries and private individuals in the developing
countries, the U.3., and other developed countries.

Inquirers in the J.3. and other developed countries generally are those
working in international sgriculture or individuals desiring information
on AID's agricultire program.

In this Fiscal Year, ERS has amswered more than 1,200 requests for tech-
nical information and AID-developed or AID-related materials; and ES
‘handled over 202 fov o conedined counl of 2 300 dnauirias coerviced under
the RSSA. These requests came from about. 70 countries., In responding
staffers performei literature searches at USDA program offices and ref-
erence centers ani utilized the information systems of the National
Agricultural Library, the Cooparative State Research Service, State
Extension:Services and Universities, as warranted.

In the area of in%ormation development, ERS completed a slide set on’
AID's centrally finded agricultural program, with an accompanying narro-—
tive brochure; rerised the "Summary of Ongeing Research and Technical
Assistance Projec:s in Acriculture'; publishad "USDA and the Low-Income
Nations, 1974"; ad reprinted "The Marketing Challenece" and "Improving
Marketing Systems in Develooing Nations." Dr. Paul Miller has completed
the manuscrint for the "Muitilingual Compendium of Plant Discases" and

it is to be published by tiwe American Phytopathological Society under an
agreecment that wi.l insure naxinun utilization of this nighly important
work. " ES has ten orizinal uanuscrints in preocess and expects to complete
six this Fisczl Y:ar. Revised publicaticons include the Methods Series —--
"Educational Cazpzaigns,” "Fiucational Tours," "TFarm and Home Visits,"
"Seeing is Believing,” "Showing tlow," ‘and "Helping Hands." Among the
five publications reprinted are "Agricultural Extension Training' and
"Visuals for Villigers." Demand for all these publications has been

exceptionally higi.



Significant publicearions and periodicals Lave bren sent periodically
to the USAIDs and ATD/W Bureaus. ES disvatched these 'in bi-weekly
packets which incluied a ecdvering memorandum describing each of the
five or six publications and sucgesting possible uses. Two issues of
the Extensicn Inrermazional Znchunnz were dispatched with a-third
issue projected for this Fiscal Year and one issue of YHome Lcononics
Extension went out. These newsletters were sent to 350 agricultural.
leaders in the developing countries.

The collection of the AID/USDA Reference Center maintained by ERS was
publicized at a briefing given at a TAYAGR staff nmeeting and an ERS
memorandum sumnarizing the presentation circulated to other AID/W
Offices and Bureaus.

ES initiated the Sabbatical Study Leave Project through which university
professors serve in LDCs on a non-salaried basis. So far over 60 well-
qualified individuals have responded and thoir resumes have been sent to
USAIDs, FAQ and Peace Corpo Represertatives. On2 seminar on Reachinz the
Rural Poor was sponsored by ES «ith Dr. Joseph Di Franco of FAD presiding.

- . e B LTI L. -~ bl N o T RN, S [ B + T 1« -
NCoPpOlaaily, CO Gh aGae TLOUISLD, LRS ‘I—-LLJ.\..b—d LOOCT fonLTocT In J:‘.t‘.‘_’z‘:y e

highly qualified librarians who are assistding in the development of AID's
Bibliographic Control and Document Delivery Systam.

JSSUES RAISED AT APRIL 4th RIVIEW

A Type "B" Review was held for the RSSA on April 24 and it eli
sions of general satizfaction oa perforoance under present ters
In atteandence were reproscntatives from AA/TA, other TA Offlces, ;egio“
Bureaus and the PASA Office, end from the Departnent of Agriculture, rep
sentatives from ERS and ES.

The more significant issues raised concerned deq‘rability of "expanding and
increasing sevvices to coniorm to shifting pricr tics of AID. Moreovar, rhe
questidn arose wierher all target auvdiznces wero aware of services alreads
existing under the RESA. TIn view of stalf limititions overseas, there were
requests thac the USAID's be assisted in their eiforts to achieve maminmum
impact in the dissemination of technical informsecicon. The group also war

to koow about the Sabbitical/Rrudy Leave Program and how it wight meert
day neads. Coneern vus cxpreasad on oxlglﬂ” o7 requeshes -- domestic and
developad counteles vigs-a-vis USALD and ldevelooin | countries. It was poinced
out, howover, Lhal the rovuer type wogld Ve Lo e ausyeroed by ALD, il not
handled und:r the w33A,  In ract, wson 1y Suein redquesLs ave recoived indvially
by AID's Oivice of Fablic A'?airs an rererred Lo Lhe Yeobnies 1 Inforaation
Specialist,
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LIST OF PARTICIPANTS AT APRIL Z4th REUVIEW

M. Belcher

. Leon Eisser

Michael Galli
Ryland Holmes
Charles Molfetto
W. T. Harris
Lloyd Clyburn
Everett Headrick
D. T. Myren
Kurt Anschel
Fdwin llawson
Halen JSchiroeder

Al Chable

. John Gunning

Ruth Lincetti
Helen “trow

Lawrence McGary

Patricia Wetmora

0. A. Iauman

Woodrow Lecke

AA/TA

, SAJAGR
TA/AGR

" TA/PPU
TA/PPU
NESA/TECH
AFR/CWR
AFR/ESA
TA/PPU
TA/AGR
CM/PAS
Gl [EAS

LA/DR/RD

CTA/PM

TA/PPU
ES/USDA
ES/USDA
ERS/UShA
ERS/USDA

AFR/RA
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SMALL ACTIVITY.REQUIREMENTS FOR TA/DA PROGRAM FY 1976, INTERIM QUARTER

AND FY 1977.

£
The following summarizes that TA/DA,office needs in categories

coming under this section within KPA 24 (other Worldwide Technical

‘Assistance).
" requiring explanation.

a. Small Research Projects

TOTAL ’ TOTAL
b. Evaluation & Utilization -~ nane
c. Special Projects

1) Prcject Design - none

2) Conferences _ )

Management in Technical Assistance
3) ¥Field Service/Support: Purchase Orders,
"Task Orders, ete.
4) Books, Publications, Subscriptions
TOTAL TOTAL

1st Priority: Project Management for Rural Equality'
2nd Priority: L.D.C. Perspective in Project Management

GRAND TOTAL

e
it g
\.--/‘% _Z‘;q‘by (

A brief statement follows the summary for those items

,A,Lf,-\!(’-er ;

FY 76 I.Q. FY 7'~
$25,000
$25,000
$25,000 $25,000
-0- —0- -0~
$1o,ooo‘
$15,000 $ L,000 $15,000

$ 6,500 $ 1,000 $ 6,500

$31,500

$56,500

$30,000

$30,000 $21,500

e — e
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Methodology
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1.

Project Tdentification Documanis
New Projocty
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2. Sumweu Pro.rest SLatonmangs

C-‘U.E,'Jh"’,‘, L)Lh\.',-:\l-'

a. Lozal Acoian Gu'dance and Tomole-
antation (KPA £5)

b.o Agricultural Manasement--Cowmnodliay
Syeinas L1000 D60

¢. Agricultural Manawewment-—-~Ag. Sacotor
i lomentas Lon (0PA EE)

d. Maultisacte Project and Pronrasnm
Mana gen YA R4
e. HMUCLA ZLioar {7 x v24)

fo Aorviculturnsl Information and
Related Acr . vitles

D. Small Aciivity Reguirenznts for TA/DA
Prograw FY 1976, Interim Quarter and
Fy 1977

Part IT. Tabular 3Set
A. Office Summary
B. Xey Probvlem Araz Sunmaries

C. Project Data Sheoats
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