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CENTRAL PROGRAM STRATEGY STATEMENT

BUREAU FOR PROGRAM AND POLICY COORDINATION

I. Introduction

The Agency's main function is to carry out programs. PPC's is not. The
use of the term "program" and the use of "program funds' for both PPC's program
and the Agency's program should not obscure the fundamental differences between
the two. PPC's are essentially staff functions, and the program funds PPC uses
are to help the Bureau carry out those functions. Accordingly, the first step
in determining whether PPC's use of those funds is justified is to examine the
functions that PPC is responsible for performing for the Agency.

The following brief overview of PPC functions includes all major functioms,
regardless of the extent to which program funds are or are not used to support
them. Under "PPC Program Strategy" below, the need for program funds to carry
out many of those functions will be discussed. '

II. PPC Functions

PPC's functions can usefully be divided into two general categories—policy
development and peolicy implementation. Policy development consists of coordinating
the Agency's efforts (1) to define appropriate goals and (2) to formulate the
policies most likely to achieve those goals. Policy implementation means helping
the Agency (1) to promote those policies through the Agency's programs and other
activities and (2) to allocate the Agency's resources accordingly.

A, Policy Development

1. Agency goals. The Agency must continually examine its goals in
the light of changing circumstances in the world, U.S. interests in the developing
countries, the latest thinking and experience regarding the developing world,
and the views of the President, the Congress, and others. PPC has the primary
responsibility for undertaking that examination, recommending the appropriate
course for the Agency, and articulating the Agency's goals, the reasons for them,
the relationships among them, and their relationship to other goals and interests.

2. Agency program policies. As Agency goals are defined and redefined,
it is important for the Agency to determine how those goals can best be achieved.
PPC's role is to help the Agency decide which policies and programs will con-
tribute most to Agency goals and how they can most effectively and efficiently
be carried out. With regard to development, which is the Agency’'s main concern,
the formulation and articulaticn of policies require familiarity with the latest
thinking and experience regarding various aspects of development, particularly
from economic, social, and political perspectives, including the views of develop-
ment practitioners, researchers, evaluators, and analysts, both within and ocutside
the Agency, as well as Executive Branch and Congressicnal views. It is part of
PPC's role to identify and help f£ill gaps in knowledge and analysis that inhibit
the Agency from determining what programs should be emphasized and how they should
be carried out to best achieve the Agency's goals.




B. Policy Implementation

1. Making policy operational. Agency policies are of no use unless
they are disseminated and acted upon. PPC is responsible for ensuring dissem~
ination to those concerned, both within and outside the Agency, of the Agency's
policies and the research, evaluation, and analysis that underlie them. PPC
helps promote Agency policies internationally and domestically. PPC is responsible
for reviewing and evaluating the Agency's program to determine its responsiveness
to Agency policy. It establishes and monitors systems of program development,
approval, implementation, review, and evaluation that are needed.to enable the
Agency to carry out programs that support the Agency's policies. PPC also pro-
vides to the Agency those services in support of the Agency's geoals, policies,
and programs that cannot be provided more effectively in socme other way.

Finally, it carries ocut actual program activities in a few areas of importance
to Agency policy to the extent that they cannot be carried out as effectively or
efficiently by an operating bureau.

2. Allocating resources. One of PPC's most important functions is
to help the Agency to allocate its resources, especially its programs funds, in
accordance with the Agency's policies. As part of that function, PPC helps the
Agency to obtain the financial resources that are most appropriate and to direct
those rescurces toward programs that are most supportive of Agency policies.

c. Relationship among Major Functions

A number of important relationships are evident among PPC's major
functions as they are carried out by the four PPC offices: Policy Development
and Program Review, Planning and Budgeting, Evaluation, and Women in Development.

The development of policy requires not only research and analysis, but
evaluation of how the programs the Agency and others have carried cut have worked
(or not worked), as well as familiarity with specific attempts to translate policy
into projects in the field. To the extent that key parts of the Executive Branch
and the Congress can see the Agency pursuing sound policies, the Agency is more
likely to obtain the resources needed -to carry out those policies. And as
improved policies lead to improved programs, the effectiveness of those programs
can also be used to help obtain additional resources.

Evaluation serves several related functions. The performance of the
Agency's evaluation system for improving the design and execution of ongoing
projects is a PPC responsibility, though the actual evaluation is the responsi-
bility of the operating bureaus. Evaluation to determine the extent to which
Agency policy is reflected in program activities is a function that lies partly
in the operating bureaus, but on an Agency-~wide basis has also been performed
by the Operations Appraisal Staff, some of whose functions are being abscrbed
by the Office of Evaluation. Finally, evaluation is essential to determine what
kinds of policies, strategies, and programs have been most effective in pro-
moting development and what kinds have not. As noted, a reputation for
effectiveness is necessary to obtain adequate resources.
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Program review is needed to determine whether the Agency's program,
as reflected in particular activities, is in accord with Agency policies.
Review of programs can suggest needed changes in policies, programs, or opera-
tions to facilitate greater consistency between programs and policies.

Resource allocation--allocation of the Agency's program budget and
participation, with FM, in budgeting the Agency's operating expenses and
personnel resources—enables PPC to help the Agency make policy considerations
dominant factors in allocation of Agency resources. This function alsoc includes
determination of the levels and kinds of rescurces to request from OMB and the
Congress and defense of those requests on the basis of soundness of Agency policy
and effectiveness of Agency programs.

Program support functions help ensure that the operating bureaus have
data ot services needed to carry out programs reflecting particular policy
objectives. When PPC staff provides these services directly, it increases PPC's
understanding of particular aspects of Agency policy as applied to specific
situations in the developing countries.

Program activities carried out by PPC are used primarily to help ensure
that the Agency's attention to a particular area of significant policy concern
is adequate where this cannot be assured without such programs.

ITI. PPC Program Strategy

A. General Guidelines

Many of PPC's functions can be carried out without using program funds.
But most can be performed more effectively with a small amount of program funds,
and some cannot be carried out adequately without some program funds. The
following general guidelines for PPC's use of program funds emerge from the
above discussion and the role of PPC within the Agency.

1. The most fundamental is that PPC's use of program funds must be
important to PPC's policy development and policy implementation functions.

2. A subject may be important to policy development or implementa—-
tion for any one of a number of reasons. For example—-

-— It is central to Agency goals.

-— It has a major impact on large numbers of poor pecple
in the developing countries.

-— It is part of many Agency programs carried ocut by
operating bureaus.

-- There is intense interest in the subject inside or
outside the Agency.

-— It is a picneering subject where more knowledge is
necessary to determine the extent to which the Agency
should direct its program into new areas.
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3. PPC's use of program funds should help improve PPC's and the
Agency's ability to deal with problems affecting large numbers of the people
the Agency is trying to benefit. Many of these problems are those being faced
today, but some will be probiems likely to be of major importance to the future.

4. For the most part, PPC's program is not meant to benefit poor
people in developing countries directly. It is meant to improve Agency policy
and assure its effective implementation. To the extent that these objectives
are achieved, the beneficiaries of the Agency's program will be served.

5. Since PPC's functions involve policy, PPC comcentrates on economic
social, and political aspects of development problems, generally leaving sector-
specific technical matters and regiomal or country-specific matters to others
(except to the extent that examination of such specific matters is needed to
approach a general policy issue). The bulk of PPC's work is both cross-sectoral
and interregional,

6. PPC's work does not duplicate what others are doing. Although
others both inside and outside the Agency undertake research, evaluation, and
analysis on many of the same general subjects as PPC does, much of that work,
undertaken for different purposes, does not explicitly address development
issues in a way that makes it directly applicable to the Agency's policy concerns.
It is PPC's responsibility to be aware of this other work; to help collect,
synthesize, analyze, adapt, and summarize it; to make the best of it more
widely available; to support and supplement it; and to take account of it when
developing Agency policy.

7. PPC's work not only needs to be responsive to the Agency's
current concerns, but needs to be especially sensitive to trends that may shape
the Agency's goals, policies, and programs of the future.

B. PPC Functions Supported

1. Policy development

a. Agency goals. In order to be in a position to recommend
appropriate Agency goals, PPC needs to be aware of and analyze a variety of
views regarding development, its effects, and its relationship to other goals
and interests. In particular, PPC plans to continue to examine various aspects
of and approaches to development, including equitable growth strategies, basic
human needs, participation, patterms of growth, and internal and intermatiocnal
asset and income distribution, as they relate to human rights, the internatiomal
economic order, intermatiomal social and political goals, the earth's resources,
the environment, population growth, and other matters of global concern. The
object is to gain more knowledge of the kind of development most suitable for
developing countries in the context cof world development over the next several
decades, so that the Agency can adjust its policies and programs accordingly.
For this purpose, the Agency, through PPC, needs mainly to examine, communicate,
and analyze a variety of views on these subjects, as well as to undertake some
research and evaluation of the effects of various kinds of develcopment on other
U.5., developing country, and global goals.
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Wnile helping the Agency set appropriate goals is of great
importance, PPC plans to use only a small amount of program funds for the purpose,
for several reasons. First, the Agency's goals are heavily influenced by the
broad framework of U.S. government goals established largely by the President
and the Congress. Second, the kinds of relationships that can be drawn between
various kinds of development and other goals and interests are on such a high
level of generality that they are fundamentally speculative, and judgment much .
more than research is called for in this area. Third, the Agency's overall
course is reasonably well laid out at the moment, in legislation, in Presidential
decisions, and in Agency policy. Nevertheless, it is incumbent on the Agency
continually to test out the assumptions on which its current course is based
and to explore the desirability of adopting new goals. Program funds are needed
to undertake the relatively small amount of outside research, evaluation, and
other work required for this purpose.

b. Agency program policies. Much wmore than with respect to
setting goals, the Agency generally exercises comsiderable control over the
establishment of program policies in support of those goals. There is a large
and growing body of literature on many aspects of development that are of great
importance in helping the Agency to formulate its policies. But the subject
matter is so vast and varied that there is always considerable room for further
exploration and refinement through research, evaluation, analysis, and communicatiomn.
Here is where a major share of PPC's program funds are to be used.

Four major areas are of importance under this category:

i. Development goals themselves, such as equitable growth
and basic human needs, participation, and income redistribution. While for the
purpose of setting Agency goals it is important to understand their effects, a
greater understanding of the nature of the Agency's goals is also needed to deter-
mine the best means of achieving them. Tor example, there is mno accepted
definition of basic human needs; if achievment of basic needs is an Agency goal,
some further work will be required to determine at what point that goal would be
reached. If equitable growth depends on patterns of growth that achieve greater
output with methods of production that increase employment and broaden income,
research and evaluation on cases where such patterns of growth have occurred would
help in determining their key characteristics. If participation is a goal, it is
important to examine a variety of cases to determine which forms work best in
which settings,

ii. <Cross=-sectoral areas such as employment, choice of tech-
nology, macro—economic policy, women in development, the rcle of human resources
in equitable growth, infrastructure, participatory institutions, human rights,
resource degradation, ethnicity, the role of families, migration, and modernization.
These are areas that by their nature are not limited to any particular sector of
activity. The relationship between them and the Agency's main goals is crucial,
however, and more knowledge in these areas can have a profound influence on the
effectiveness of the Agency's programs. These are areas where work is being done
by others, but where significant gaps exist and where further refinement is
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needed to make the Agency's understanding of these subjects more useful in
shaping the Agency's program. For example, a greater understanding of the ways
in which unemployment and underemployment can be dealt with may be gained through
3 research program in which country efforts to absorb surplus labeor into produc-
tive employment are examined and analyzed. Research intc how and to what extent
resource degradation causes or 1s caused by poverty could help the Agency deal
more effectively with both. Evaluation of various kinds of infrastructure in
terms of its effect on equitable development can be extremely valuable in shaping
the Agency's policies and programs, Better data on the degree to which improve-
ment of human rescurces through better education and better health can contribute
to economic growth would enable the Agency to make more rationmal decisions om

the appropriate level of support for programs of human rescurce development.

iii. Secters of major actual or potential interest to Agency
programs, such as rural development, agriculture, autriciom, health, pepulation
planning, education, energy, environment, science and technology, industry, and
urban development. These are areas often thought cf as sectors, though in many
cases they represent development goals that can be achieved only through action
in several sectors, and the line beftween them and the cross-secteral areas
mentioned above is not always clear. Since these are areas in which the Agency
does now or may in the near future carry out substantial pregrams, it is important
for the Agency to know what kinds of eamphases within the sectors can most effectivel
achieve the Agency's development goals., It is perhaps even more important for
the Agency to know how attention to a varisfy of sectors can be used to achieve
a particular sector-related results, such as improved health, reduced population
growth, or cheaper and more abundant energy. Here, too, the work of others can
be usefully supplemented and refined. TFor example, it is important for the
Agency to know how the kinds of programs it carries out in various sectors
combine with economic and social forces to affect fertility., Social and =conomic
research and evaluation in the area of potable water can provide a necessary
base for the rapid expansion of Agency programs in this area. As the Agency
increases its programs in renewable energy, more understanding is needed of the
economics of emergy use in the rural areas of the developing world. Rasearch
and evaluation on how food management and pricing systems affect agricultural
production would be particularly useful to the Agency's afforts under PL 480
Title III. 1If better health is a basic need, it is important for the Agency to
undertake the research necessary zo determine what combination of improved
diets, basic health services, cleaner water, sanitation measures, aealth education,
disease control, or other facters can achieve the greatest improvement in fealth
for the lowest cost.

iv. Areas important to Agency programming, such as terms and
conditions of aid, local cost f£inancing, recurrent cost financing, and procurement
policies. The way the Agency's program operates cam have important efifects on
the Agency's ability to achieve ics goals, and an occasional study of various
aspects of Agency programming mav be useful. For example, research into the extant
to which the payment of recurrant costs by aid donors has heiped or hindered the
ultimate wviability of an activity can hel: the Agency decide to what extent and
under what circumstances it will finance recurrent costs.




2. Policy Implementation

a. Making policy operational. PPC needs to carry out a variety
of activities with program funds to help make Agency policy operational,

i. Providing support for conferences, studies, and other
activities to communicate the Agency's views on development matters and to pro-
mote the Agency's development objectives. For example, given current inadequate
information and communication on the subject, it is important to provide financial
support,for meetings and studies to help expand knowledge and understanding of the
role of women in development.

ii. Evaluating Agency programs to determine the extent to
which they effectively support Agency policies. For example, where a particular
country program is operating in a context that makes it especially difficult for
even well-designed projects to reach the intended beneficiaries, the Agency might
benefit from an objective assessment of benefit incidence.

iii, Establishing and monitoring systems of program develop-
ment, implementation, and evaluation that enable the Agency to carry out its
policies. For example, a thorough study of the Agency's program implementation
.sYstems mieht teveal areas wyhere rhnse gystemg wnrkagainst. efficieor 2nd affartiva
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iv. Providing services to operating bureaus in situations
where, at least for an initial period, it is more efficient or convenient to
provide them from PPC or because Agency expertise is located in the same unit that
develops policy. An example of the former is PPC funding for the data services
RSSA with the Bureau of the Census, which 1s being reduced to core costs as the
user bureaus pick up the bulk of the costs of their use of the service. An
example of the latter is women in development, whers PPC develops technical
services to make available to the regional bureaus. It may alsc be necessary on
occasion to provide services in an area that is important to Agency policy where
those services are not likely tc be provided effectively by any other part of the
Agency. This has occurred, for example, in the case of fertility determinants
and motivation for family planning, and may well cccur in other areas, but at
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b. Allocating resources. A small amount of program funds is
needed for research, evaluation, and analysis concerning matters that should be
taken into account iIn allocating Agency resources, such as criteria and factors
for determining country progress, performance, and commitment.

IV. Proposed Assistance Planning Level (PAPL)

If PPC had the personnel to backstop them, a great many activities of alil .
kinds could usefully be carried cut with PPC program funds. The amount of
program—-funded activity that PPC now carries out is extremely small compared to
the Agency's need. The major limiting factor is the amount of time and effort
PPC can afford for carrying out programs, given the number of PPC personnel and
the need for PPC to perform many functions that do not require program funds.

While a certain level of program-funded activity is clearly necessary if PPC is
to carry out some of its major functicons, too much will prevent PPC from carrying
out other important functions.

The following PAPL is PPC's best current estimate of the level that will
enable the Bureau, assuming no major increase in staff, to carry out effectively
those functions that require program funds, while not seriously impairing the
Bureau's capacity to carry out its other functions.

It is assumed that the level of PPC program activity will rise only gradually
over the planning period, while the Agency's program increases considerably more
rapidly over the same period. The emphasis is expected to change from construction
of the basic policy framework for the Agency to adjusting and filling out that
framework with more specific guidance on more aspects of the Agency's program.
While program support functions and actual program activities now carried out by
PPC, such as those relating to women in development, may over time be tramnsferred
to other parts of the Agency, and PPC may undertake programs in new areas of
major policy concern, the program funds associated with the former are shown here
in the PPC budget throughout the planning period.
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