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PROGRAM OFFICER
 

Outline of Functions
 

I. DETERMINES PROGRAM
 

A. Obtains Information Relevant to Program Development
 

1. Confers with potentially Imowledgeable people
 

2. Selects and reads documents
 

3. Observes host country conditions 

4. Assigns USAID personnel to obtain information 

5. Evaluates information
 

a. considers reliability of sources
 

b. deduces or infers errors or inconsistencies
 

c. verifies data
 

d. judges relevance of data 

6. Generates (new) information
 

a. conducts or initiates empirical research or surveys
 

b. makes estimates 

c. analyzes data
 

1) calculates
 

2) weights data
 

3) interprets verbal material
 

B. Develops and Revises Programs
 

1. Makes decisions concerning program content, costs, and fmding
 

methods
 

a. reviews, and approves project plans
 

b. establishes priorities
 

c. integrates plans with host development program
 

d. anticipates AID/W information when delays occur
 

e. works out compromises 
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2. Provides guidelines, assistance, and information to other
 

mission personnel
 

a. suggests project ideas
 

b. advises others on plans, policies,- and procedures
 

c. provides assistance of subordinates
 

3. Coordinates with other agencies
 

a. explains USAID position to other agencies
 

1) Embassy, USIS, other U. S. agencies
 

2) third-country, multilateral, and private groups
 

b. participates in developing coordinated plans
 

1) confers on joint problems
 

2) reviews and edits i-eports
 

3) writes portions of reports
 

c. arranges for other-agency assistance to AID and vice versa
 

4. Obtains approval for new and revised programs 

a. follows routine procedures
 

b. expedites approvals
 

c. defends and justifies
 

1) prepares briefs 

2) Gives formal presentations 

3) gives informal presentations 

4) provides routine and requested justifications to AID/W-7 

C. Prepares Documentation
 

1. Writes or rewrites portions of CAP, LAS, or other documents 

a. selects or revises relevant portions of previous documents
 

b. formulates project descriptions in required terms
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2. Prepares numerical charts and tables
 

a. checks for consistency and accuracy
 

b. prepares explanatory material 

3. Coordinates and supervises the work of others 

a. schedules and assigns work to subordinates and technical
 

personnel
 

1) monitors progress
 

2) pressures as needed
 

b. reviews, edits, and evaluates
 

c. requests revisions
 

d. rewrites work of others 

e. requests review by others
 

4. Supervises mechanical production documents
 

5. Directs forwarding procedures for documents 

D. Integrates Development Plans with World-Wide Programs (e.g. Food for
 

Peace)
 

II. PARTICIPATES IN PROJECT TIPLEMENTATION 

A. Reviews Background Information Relevant to Projects
 

1. Confers with staff
 

2. Reviews documents
 

3. Obtains clarification as necessary
 

B. Reviews and Approves Details of Project Plans
 

1. Checks plans for conformance to goals and regulations
 

a. reviews and edits documentation for grant projects 
b. reviews loan applications
 

2. Institutes revisions of project plans
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C. Conducts Negotiations
 

1. Negotiates with host country officials
 

2. Negotiates with contractors
 

3. Negotiates details of loan application
 

4. Obtains necessary signatures
 

III. MANAGES PROGRAM
 

A. Monitors and Guides Projects
 

1. Obtains information on project status and host contributions
 

a. confers with U. S. personnel
 

b. confers with third country or multilateral personnel
 

c. confers with host government personnel
 

d. reviews project status documents
 

^. visits project sites
 

ft.assigns others to observe field operations
 

2. Evaluates projects
 

3. Corrects project deficiencies 

a. advises on changes
 

1) in personnel
 

2) in equipment
 

b. presses host government to honor commitments if necessary
 

c. coordinates division activities
 

d. coordinates division and host agency efforts
 

e. coordinates division and other U. S. agency efforts
 

f. presses USAID personnel as required
 

g. explores solutions with technical staff
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4. Advises on routine project administration
 

a. reviews staffing r.id requests for personnel
 

b. recommends procurement procedures
 

c. assists in planning cost reductions
 

d. approves use of local currency
 

e. interprets project documents
 

5. Manages phase-outs 

a. negotiates with host government officials
 

b. prepares completion reports
 

B. Revises Projects and Adjusts Program Budget as Necessary
 

1. Advises on fund transfer and budget revisions
 

2. Reviews and approves requests for supplemental funds
 
3. Explains or justifies project and budget changes
 

a. to USAID personnel
 

b. to AID/W 

c. to host government personnel
 

4. Advises on handling contingencies
 

a. provides information on relevant regulations
 

b. recommends funding procedures
 

C. Accomplishes Other Program Management Functions
 

1. Reads, reviews, prepares correspondence
 

2. Reads, reviews, prepares project reports
 

3. Keeps others informed about project status
 

4. Acts as Division Chief as required
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IV. CONTRIBUTES TO MISSION MANAGEMENT 

A. Directs Program Office 

1. Supervises subordinates
 

a. provides information
 

b. monitors and evaluates performance
 

1) prepares Efficiency Reports
 

2) serves on Efficiency Report review panel
 

c. develops skills, counsels
 

d. settles disputes 

e. recommends recognition of superior performance 

2. Manages Operations 

a. assigns and adjusts duties and responsibilities
 

b. establishes work schedules and priorities
 

c. requests additional personnel as needed
 

d. interprets policies, regulations, and Manual Orders
 

c. reads incoming materials
 

f. maintains files on host country information, AID/W correspond­

ence, directives, etc.
 

g. edits written materials 

h. insures effective working relations between the Program Office 

and divisions
 

B. Participates in Personnel Matters
 

1. Assists in recruiting staff
 

a. gathers information
 

b. prepares documentation as required 

c. corresponds with friends or professional associates
 

d. evaluates and selects personnel
 

2. Orients new staff members
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C. Handles Public Relations
 

1. Handles publicity
 

a. advises or develops publicity policies and procedures
 

b. prepares or approves news releases
 

c. arranges and conducts press conferences, public ceremonies, etc.
 

d. arranges for production of information and publicity materials
 

2. Coordinates efforts with USIS
 

3. Receives non-official visitors (as assigned)
 

D. Accomplishes Other Management Activities
 

1. Consults on organizational matter-s
 

a. advises on mission structure
 

b. advises on staff behavior problems
 

2. Provides advice and assistance in executive office functions
 

3. Substitutes for other administrative officers 

4. Receives visitors as assigned
 

a. gives briefings
 

b. schedules meetings and trips
 

5. Answrers special information requests as required 

6. Socializes with other U. S. agencies, other donor agencies, and
 

the diplomatic community 

V. MAINTAINS WORKING RELATIONS WITH HOST PERSO EL 

A. Develops "Good" Relations with Host Officials 

1. Adapts to local usage in negotiations 

2. Cultivates friendships with hosts
 

3. Uses appropriate means for handling project rejections or
 

curtailment
 

4. Makes speeches to host groups 
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B. Represents Mission at Social Events
 

1. Attends luncheons, parties, etc.
 

2. Entertains host officials at home -- as appropriate 

3. Attends or participates in ceremonies
 

C. Provides Information, Advice and Assistance to Host Officials
 

1. Provides information on AID policy and procedure
 

2. Advises host government on their operations
 

3. Assists hosts in dealing with other donors
 

D. Uses Conduct Appropriate to Position
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USAID PROGRA4 OFFICER
 

INTRODUCTION
 

In broad outline, the Program Officer's job consists of functions
 

and tasks found in many middle-level executive positions. He is
 

responsible for collecting information, analyzing written materials,
 

providing others with information, considering the suitability of 

plans, deciding between alternative courses of actio., reviewing and 

writing documents, and similar activities. The specific job description 

describes the major functions in detail, and indicates the essential 

tasks and subtasks involved in each major function. It also indicates
 

the problems or obstacles commonly reported to impede or complicate 

the accomplishment of these tasks. There are, however, certain 

considerations, problems or obstacles which cut across all job 

functions that are worth discussing before taking up the specific 

descriptions of each function. 

Certain aspects of the Program Officer's job that lead to problems 

result from the context within which he must work. Some are common to any 

bureaucratic establishment, such as delays because of requirements for
 

multiple clearances or approvals, slow or faulty communication systems,
 

confusions and ambiguities regarding the chain of command, and conflicts
 

in policy between different operating levels, to cite a few of the more
 

salient difficulties. For the Program Officer working in a foreign
 

country, however, these factors become exaggerated because the mission
 

exists as a minor bureaucratic system operating within and governed by
 

a larger bureaucratic system distantly removed, while at the same time 

operating in conjunction with several other relatively independent
 



The latter include other United States Government
bureaucracies. 


agencies, academic institutions, the host government, and sometimes 

In addition, the mission functions within
other aid-donating agencies. 


a developing nation, with its characteristic deficiencies in resources,
 

All of these aspects of the job situation
 manpower, and institutions. 


interact to complicate accomplishing assigned duties and discharging
 

responsibilities, so that ordinary problems frequently balloon 
to
 

and unusual problems develop. The followingunusual proportions 

of these problem areas which were ccmm.nly
discussion describes some 

reported by Program 	Officers interviewed in the study.
 

In all of the Program 	Officer' s job functions, he is required to 

planning directives, and special instructionsinterpret Manual Orders, 

and insure that they conform tofrom AID/W, explain them to others, 

them. Many difficulties occur because these regulations and directives 

for easy reference, and areare conflicting, unclear, too voluminous 

constantly being revised. The time required to keep up to date on 

Manual Orders is viewed as an obstacle by many of the Program Officers. 

they report that changes are forwarded so unsystematicallyIn addition, 

that they can be easily overlooked. Another time problem arises in
 

clarifying directives. Apparently it is not uncommon to spend two
 

or more hours searching for specific items mentioned in cables, air­

grams, or other sources. In instances of conflicting or ambiguous
 

call for requesting 	clarificationdirectives or instructions, procedures 


from AID/W. Because Washington frequently delays in answering these
 

requests,or occasionally fails to answer them entirely, activities or
 

decisions affecting many aspects of the job may have to be postponed,
 

or undertaken with the risk of incurring official criticism or disapproval.
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Further complications develop when the Director, or at times the
 

Ambassador, holds views opposing or conflicting with AID/W's regulations,
 

especially at the policy level. Since any important action requires
 

approval by both local higher officers and Washington, the Program 

Officer may risk disapproval at either level unless he can phrase
 

requests or plans in terms agreeable to both. In some cases he may 

be able to convince the local higher officer to modify his views, but 

in others he may have to act according to an approach which he knows
 

will be rejected by Washington. When the latter occurs, he usually must
 

completely redo significant portions of work. 

Most Program Officers report a major obstacle to be the time pressure 

on all their work, created by workload, as well as by required deadlines. 

This appears to result from a variety of causes. 

In some missions, the Director depends so heavily upon the advice
 

and assistance of the Program Officer that he consults him about nearly 

all decisions whether or not these are related in any way to program
 

operations or development. As a result, the Program Officer may spend
 

a large portion of each day in the Director's office working on non­

program aspects of managing the mission. In addition, some Directors
 

require the Program Officer to accompany them to many meetings, both
 

inside and outside the mission.- This requirement, added to other
 

meetings which the Program Officer feels he must attend with Program 

Office or Division personnel, brings complaints from many incumbents 

that there are entirely too many meetings and that most of them accomplish 

nothing useful.
 

A related problem is the tendency of many Directors to assign
 

Again, these matters may
miscellaneous tasks to the Program Officer. 


have little, if any, relation to the program. In the opinion of most
 

incumbents, this is a complete mis-utilization of their time.
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Certain time pressures are created by AID/W. The delays in
 

answering requests for clarification, discussed above, are one set of
 

factors. Another factor, perhaps the most serious, is AID/W's failure
 

to allocate enough time for the mission to complete program documents
 

between the arrival of final instructions or approvals and the deadlines
 

scheduled for submitting required documents. This means that most
 

of the work involved in developing, planning and implementing the program
 

must be performed at a hectic pace. Frequent requests from Washington
 

for information or special reports on a crash basis are a third factor.
 

These requests not only have to be answered hurriedly, but attending
 

to them disrupts the schedules for completing routine work which may,
 

in turn, have to be rushed to meet deadlines.
 

All of the Program Officers interviewed attributed a certain 

portion of their problems with time pressure to the fact that they 

frequently had to rewrite the work prepared by others. Since this tends 

to occur during the periods of peak workload--the documentation phases 

of program development and program implementation--they regard it as 

extremely troublesome. 

The result of these factors is that most Program Officers find 

it necessary to work overtime, if not regularly, then during the 

documentation phases of program work and for occasional special reports. 

Moct find it necessary to put in an extra hour or two of work every 

day, or to devote part of each weekend, to catch up with their less 

urgent routine work or to find time to read and think without interrup­

tion. Some incumbents resent having to work overtime so frequently 

and report that this, added to their work-related social obligations, 

leaves them insufficient time with their families or for recreation. 



Field observations indicate that some incumbents created a portion 
of the time pressures themselves in one or more ways. Some seemed
 

uncertain about particular tasks to the point that they spend apparently 

unnecessary time in reviewing and reworking written materials. A few
 

seemed unable to delegate work to subordinates and either did it all 
themselves or thoroughly reworked everything produced by their subordi­

nates. A very common failing was their lack of control over the flow
 

of people into their offices. They would allow anyone to interrupt at
 

almost any time, no matter how trivial the visitor's question or how
 
important the interrupted task. Similarly, some incumbents did not
 

utilize their secretaries to screen telephone calls, but answered
 

themselves each time the telephone rang. The importance of these
 

observations should not be exaggerated, however. Interviewers generally
 

agreed that there is a great volume of work assigned to Program 
Officers and in many cases complaints against the requirement that they
 

work extensive overtime to complete their tasks seem completely 

justified.
 

Some of the most important job problems for the Program Officer 
result from the discrepancy between his authority and his responsibilities.
 
In all of his program '.unctions, he schedules and reviews work performed 

by division personnel. However, in most missions, he possesses no
 

clearly defined authority to insure that his requests or instructions
 

will be carried out correctly and expeditiously.
 

Mission Directors rarely attempt to correct the situation by
 

explicitly defining the scope and limitations of authority delegated
 

to the Program Officer. Further, the Director frequently takes
 

inconsistent action regarding decisions or recommendations made by the
 
Program Officer. On one occasion the Director may support the Program
 



Officer's position in a matter concerning a Division Chief, and sub­

sequently, in an ostensibly identical situation he may fail to do so.
 

As a result, the Division Chief realizes that his interests are served
 

by circumventing the Program Officer and dealing with the Director, or
 

by forcing the Program Officer to refer disputed decisions to the Director.
 

Conversely, the Program Officer may be discouraged or resentful of the
 

Director's lack of confidence in his capability.
 

To some extent the Director may be utilizing the ambiguity of the
 

Program Officer's status in relation to division personnel as a buffer
 

between the front office and the divisions. Whether deliberately or
 

inadvertently, the Program Officer freq.uently becomes the Director's
 

"hatchet man", charged with informing technicians of plan rejections, 

fund cuts, and similar unpleasant decisions. As a result, nearly all 

Program Officers interviewed consider that their jobs are the most
 

unpopular in the mission. Many corroborative comments by other mission
 

officers confirmed this point.
 

Another source of confusion created by the Director is his tendency 

to assign miscellaneous non-program tasks to the Program Officer, which
 

was mentioned above. Fellow staff officers often regard these assignments 

as infringing upon their domains and resent the Program Officer 's under­

taking them. Accordingly, they fail to cooperate if their assistance is 

required, making the Program Officer's task more difficult. 

The position of the Program Officer in the mission organization is 

also complicated by the failure of division personnel to understand the
 

reasons for even hraving a Program Office. They see it as a bottleneck,
 

serving only to create extra work for them and rejections of or delays 

in their projects. The Program Officer is regarded as a "paperpusher" 

who obstructs rather than facilitates project activities and infringes 
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on technical areas in which he has no competence. In conjunction with 

their failure to recognize the status of the Program Officer, technicians 

alao fail to recognize the status of the Assistant Program Officers or 

Deputy Program Officers. If they deal with anyone in the Program
 

Office, they insist that it be the Program Officer.
 

A few comments by interviewers may be illuminating here. The
 

responsibilities of the Program Officer require more information than
 

he can possibly obtain about all aspects of the program. As a result,
 

he constantly seeks out additional sources of information or means of 

verifying information. The technical personnel see this as an attempt 

to aggrandize his position and encroach upon their control of their
 

projects. In a few cases, interviewers were inclined to agree with
 

technicians that, consciously or not, the Program Officer was striving
 

for greater authority and control of certain projects. The crux of the
 

conflict isof course, that the Program Officer must assert his
 

authority and establish his position vis-a-vis the Division Chiefs
 

in order to perform his duties effectively. 1flat is required is
 

that he clothe an aggressive pursuit of his necessary demands upon others
 

in very subtle and diplomatic terms to diminish any feelings of resent­

ment or threats to their status which these demands may generate. He
 

must be aware that Division Chiefs feel that they do not have sufficiently
 

important roles, particularly in the determining and planning phases
 

of programming, and plan his strategies accordingly. Or he may make
 

decisions as he considers appropriate, insuring that the Director will
 

support his stand, and accept disputes and personal enmities as part
 

of his job.
 

Further complicating the status area is the problem of rank and
 

professional standing. Rarely is the Program Officer of higher rank
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He is usually of an equivalent, or in some
 chan the Division Chiefs. 


This contributes to the technician's reluctance
 cases, lower rank. 

to take orders, however subtly phrased, from the Program 
Officer. 

length of service with AID may be involved. This cuts
In addition, 

channels and procedures, feel­
two ways. New personnel tend to ignore 

ing that they have been hired as specialists in particular 
areas and 

that they should be left free to operate as they see fit. Conversely, 

far more experience and
old AID hands frequently feel that they have 

than the Program Officer, especially if
knowledge in AID operations 

to the post. Further, both new and old
he is younger and fairly new 

technical personnel tend to hold higher academic degrees 
than many
 

Program Officers,I
/ which sometimes serves to reinforce their feelings
 

beliefs that the Program Officer is not qualified to advise or 
or 


direct them concerning "technical" matters.
 

One of the most important considerations involved in the Program 

Officer's performance of his job is his understanding of the views and 

working premises of the Director.2/Since sufficient latitude 
exists
 

within the policies and regulations prescribed by AID/W for each
 

Among the 32 Program Officers interviewed, 3 held doctoral degrees,
iV 

Eight of the 13 Division Chiefs
 7 masters, 1 bachelors, 1 non-degree. 


held doctoral degrees. Of course, the size of the study does not
 
no
permit firm generalizations from this information because there is 


way of knowing whether the sample is representative of the total
 

population of Program Officers and Division Chiefs.
 

In certain missions the division of responsibilities betwcen the
2/ 

Director and Deputy Director results in many operational matters and
 

In those cases, many of these
decisions being handled by the Deputy. 


remarks pertain to the Deputy.
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Director to modify significantly some elements of the program and some
 

operations within the mission, and, in addition, higher control is
 

ordinarily thousands of miles away, the effectiveness of the Program
 

Officer depends in part on the extent to which he and the Director
 

agree on substantive matters and Working methods.
 

Nominally, the Director runs the mission. Actually, this varies
 

considerably from virtually ignoring the Program Officer on policy
 

matters to consulting the Program Officer on almost any decision. Where
 

there is disagreement, the degree to which the Program Officer
 

accommodates to the Director's position or attempts to counter-balance
 

it also varies considerably. (Some Program Officers are apparently
 

not aware of basic disagreements and complain that it is "difficult
 

to work with the Director.") The appropriate adjustments required 

of the Program Officer in dealing with a Director who habitually or 

occasionally pursues questionable policies and courses of action is
 

beyond the scope of this study.
 

A series of problems commonly encountered by Program Officers
 

are credited to the failure of other staff officers, either super­

visors or colleagues, to perform their jobs effectively. When the
 

Director, or sometimes the Deputy Director, fails to command and control
 

the activities of mission personnel, serious obstacles in handling
 

program matters result unless the Program Officer is forceful enough
 

himself to pusn people to meet schedules. Equally disruptive are
 

situations where higher officers become so deeply involved in minor
 

operating decisions that they block program work and fail to attend
 

to broader or lQnger-range decisions. Similar difficulties occur
 

when the Director (or Deputy) becomes enmeshed in "pet projects".
 

These may be regular portions of the program especially interesting
 

to the Director, or, more frequently, they may be the result of his
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or someone else's ideas of areas where AID can be especially 

helpful. They tend in either case to be relatively minor in relation
 

to the total program and usually have a high potential for favorable
 

publicity. These situations generally have two unfortunate results 

for the Program Officer. First, it becomes almost impossible to get 

any other work accomplished by the people involved in the current
 
"pet project". 
Technicians neglect their regular responsibilities, 

and higher officers let papers requiring approval or review accumulate 

on their desks. Secondly, if one of these projects is pushed through 

and made a part of the program, it usually doesn't fit into any on­

going projects and, therefore, has administrative costs greatly out of 

proportion with its probable results. 

When colleagues of roughly equivalent rank with the Program Officer
 

give ineffective job performances, there are also unfortunate results 

for the Program Officer. Ordinarily he simply takes over and either
 

handles neglected matters personally or delegates them to a subordinate.
 

In view of the discussion of the workload in the Program Office given
 

above, it is to be understood that taking over is not, in fact, a simple 

matter since considerable interpersonal problems may result. When 

colleagues resent the Program Officer's actions or develop animosities 

toward him, they may in turn try to block activities which are 

important for the Program Office. 

The job of the Program Officer can best be summarized by citing
 

the variety of conflicting pressures or demands that an incumbent is
 

required to resolve. The following list indicates some of the types
 

of judgments required; no significance is to be attached to order of
 

presentation.
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Types of Conflicting Pressures
 

U. S. policy A vs. U. S. policy B
 

U. S. policies vs. Host Government policies
 

U. S. goals vs. demands of local situation
 

Host Government request A vs. Host Governmei't request B 

Economic vs. social vs. political considerations
 

Procedure A vs. Procedure B
 

Division A's views on budget vs. Division B's views on budget
 

Short-term gains vs. long-term gains
 

Work demands vs. intcrpersonal relations
 

Quality of work vs. time and money considerations
 

Views of U. S. agency A vs. views of U. S. agency B
 

Personal and family needs vs. job demands
 

Judgments such as these must be made with inadequate information in the
 

context of difficult communications and fluid organizational factors,
 

while living and working in an underdeveloped country and dealing with
 

untrained or ineffective personnel. Details follow.
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FUNC TI ON S
 

I. DETERMINES PROGRAM
 

This major function includes deciding what specific projects
 

or changes in projectswill be recommended, "selling" these ideas
 

if necessary, and preparing the formal and informal documentation
 

needed to obtain Agency for International Development/Washington (AID/W)
 

approval. While this function is nominally the crux of the job,
 

relatively few details )rexamples are available. This may be due to
 

such factors as: a) the fact that most of the yearly programs are
 

basically continuations of projects decided upon and approved in the
 

past, b) the difficulty of verbalizing the process of making complex
 

judgments, and c)the occasional necessity to make program decisions on
 

the basis of sensitive considerations.
 

The major problem cutting across all of the activities included
 

in this function, and affecting those in other functions as well, is
 

the lack of accurate information pertaining to all aspents of the
 

host country. It is characteristic of assistance-receiving nations
 

that they lack the facilities and personnel to provide such information.
 

When the host government can provide information, it is frequently
 

unreliable and can be used only as an estimate of actual conditions.
 

A. Obtains Information Relevant to Program Development
 

Information is gathered throughout the year, although special
 

more systematic efforts tend to be made during the period in which
 

the Country Assistance Plan (CAP) is prepared.
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The types of information potentially needed may be categorized
 

as follows:
 

host country goals, policies, and expectations 

host 	country needs, resources, laws, and traditions
 

host 	country politics 

U.S. 	goals, policies, and e:pectations
 

U.S. 	resources, laws, and public opinion
 

U.S. Congressional views
 

third country and multilateral programs, resources, and
 

intentions
 

progress and experience of United States Agency for
 

International Development (USAID) and other projects
 

views of USAID and other overseas American personnel
 

sources of information
 

1. 	 Confers with potentially knoledgeable people 

Many types of people may be consulted for relevant information, 

including representatives of both the government and private sectors of the
 

U.S., the host country,and third coiuntries. hile the data do not permit 

charting a systematic linkage between the type of source and the type of 

information obtainable, the evidence indicates that U.S. personnel may at 

times be the best source for host country information, and that host 

nationals may at times be the best source for third-country infolation. 

For a number of reasons gaining information from other 

people is frequently difficult. Representatives of host or other govern­

ments scmetimes are restrained from speaking freely by political or 

commercial considerations. U.S. policy may prohibit the exchange of 

information with representatives of certain "unfriendly" nations; and 

other U.S. personnel, in the mission or in other agencies, may fail to 

cooperate because of organizational or personal conflicts. Conferring 

ranges from a quick meeting or a telephone call to regional conferences 

and trips to the United States. 
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When I first got here I learned that the Embassy
 
Economic Officer had been here for quite some
 
time. I felt that he would be able to give me 
an excellent orientation about the country on 
the basis of his experience here. I also found
 
I had no time to do outside orientation reading
 
after I got here. So to get as complete and
 
current a picture as possible about the situation
 
here I went to the Embassy and spoke to the
 
Economic Officer at length about host conditions.
 

When I sent some preliminary economic status
 
sheets to AID/U, the Desk Officer requested 
additional data on the plans of a third country.
 
In order to "tease" the information froia the 
third-country government, I requested permission 
from AID/I., to release some classified data. When 
I got the permission, i sent the data to the 
AID Liaison Of'icer in ' at country. I have not 
yet heard from him. 

* . * .x. 

While attending a public ceremony I talked
 
with the United Nations representative who
 
explained their budget for the coming year.
 

(From observer) 1 was with the Program Officer 
in a hotel coc ttr i1 'lounge. On the ray out 
he met a stai'T nutLmber c' an international bank. 
The Program Officer spoke to hi... about a 
commodity produc-ed and importcd by the host 
country. The P-o.-ram Officer got information 
about the vc.Ltune the comodity available. 



Since an international agency is a big donor I
 

have built up a good relationship between myself
 
and their principal representative here. I did
 
this, in part, because it helps me get informa­

tion as well as for purposes of social contact.
 

In this case, :1called him and made an appoint­

ment to see him. I told him over the phone I
 

was interested in his projects, especially their
 

implementation rates, growth rates, expenditure 
rates and status. 

When I went to see him the next day, he had this
 

information on his desk. I had a social visit 
with him first and then asked about this informa­
tion. He simply gave me the documents and let 
me read them.
 

I got the information I wanted and even got 
some pertinent statistics about a section of the 
Country Assistance Plan. 

At the time I got this information "unofficially" 
it was due to be published in 3-4 months. How­
ever, getting it that much later would make it
 
much less valuable than having it so far in 
advance of its publication. 

A staff member of an international organization 
was leaving the country. I went over and had 
" inch rLth him. I wanted to find out what 
people to contact for certain types of informa­
tion and hat channels of cormunication were most 
efficient and reliable in providing information
 
after he left. lie had always been extremely 
helpful but since he was now leaving a new 
"system" had to be developed for procuring infor­
mation about host financial matters.
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I met a third-country representative at a party,
 
and, at his insistence, agreed to introduce him
 
to the AID Director. I arranged the meeting but 
he did not appear, nor did he notify anyone of the
 
cancellation. Later 3 met him again and agreed
 
to arrange another meeting. This time the meeting 
occurred, and I participated. He asked for some 
information, which I agreed to provide. I tried 
to reach him via telephone, at the appointed time, 
but found that he was unavailable. I have now 
decided to stop contacts with this group in order 
to determine if they will be more cooperative 
with a less aggressive AID. 
This group tends to be secretive, and that their 
program is closely allied with commerical 
interests, so their effort is on a different 
basis than AID. 

When the AID/W official was visiting, I arranged
 
appointments for him, and accompanied him to
 
meetings with representatives of other donor 
agencies.
 

(from interviewer) I was invited to dinner by 
the Program Officer. Other guests were repre­
sentatives from a world-wide financial organi­
zation who had arrived to have discussions with
 
host officials.
 

The next morning the Program Officer gave a
 
brief explanation to the Country Team (at 
the weekly meeting) about the visitors, why 
they were here, and what they were going to do.
 
Obviously his source of information was his pre­
arranged dinner the preceding evening.
 



I discussed AID assistance to a local industry 
with a host national businessman who was con­
cerned about proposed changes in the project. He 
explained why the proposed changes were potential­
ly harmful to the industry and suggested another 
approach. I agreed to consider his suggestion. 

* * * * 

2. Selects and reads documents
 

Reading for information about AID regulations, orders, and 

directives, as well as for substantive information is included in this
 

entry. The written sources are as diverse as the human sources, ranging
 

from classified State Department cables to local newspapers.
 

Several types of problems arise in using documentary sources.
 

One of the commonest problems reported is insufficient time for all kinds
 

of reading, both routine program documents and various background ma­

terials. Acquiring source materials is complicated by the lack of a 

centralized clearing system within AID/ j to insure that publications pre­

pared by other donor agencies and economic or financial institutions are 

forwarded to the field. There may be difficulty in gaining access to 

classified materials in missions where classified files are maintained by 

the Embassy which is located at a distance from the mission. Under­

standing certain types of technical reports written in "jargon almost 

unintelligible to outsiders" is another problem. By far the major problem 

reported concerns the inaccuracy and unreliability of information publish­

ed by host government agencies. 

I also asked to go through his chronological 
files for the past two years and also the Embassy
 
Economic files. For orientation purposes I wanted
 
to see the types of things he had done, what his
 
sources were and who his contacts were. This gave
 
me a good starting point while I built up my own
 
personal contacts.
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In going through the Embassy files I found a
 
copy of the agreement between a third country
 
and the host governent which set up the
 
relations between them. It gave me basic
 
information on how that country's aid was
 
to be carried out. I felt that this document
 
was extremely valuable, so I classified it in 
order that its use would be restricted and
 
that it wo-lldn't leave the Embassy files.
 
It is now a constant source of information.
 

I discovered that the Embassy Economic Officer
 
had received a useful report by the International
 
Development Bank. It contained a great deal of 
information that should have been made available 
to the Program Officer. I immediately notified 
AID/W that the mission should have its own 
copies of this report, and also requested 
that a system be set up to send such things
 
to us routinely.
 

The host government published a report about
 
former bank assets of neighboring countries.
 
I skimned the document lightly, but missed the 
point of the very significant information it 
contained. I did not realize it unuil I received
 
a memorandum from a representative of an inter­
national agency calling my attention to the 
information.
 

3. Observes host country conditions
 

Although it seems an obvious method for investigating assistance
 

opportunities, few Program Officers function.perform this Program 
Officers rarely leave the city wherc the mission is located. This may
 
be partially explained by the demands on their time for completing paper 

work and attending meetings within the mission. 
Another partial explana­

tion may be that this method has not been institutionalized, that is to
 
say, it is not recognized as a standard procedure. It is, thereforegiven
 

a low priority and rarely accomplishpd. Still another reason may be that some
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Program Officers do not know the systematic procedures which would make
 

such observations most meaningful and therefore don't believe that much
 

useful information can be gotten this way. Finallyit should be
 

an sourcerecognized that, whereas personal observation can be excellent 

of ideas for needed projects, it rarely can provide the type of data 

that must be written into the formal AID documents. 

4. Assigns USAID personnel to obtain information 

This 	task refers to activities that range from instructing 

routinely available data to asking thea subordinate to gather some 


Mission Director to confer with host officials about sensitive matters.
 

A problem arises when the Program Office staff is too small to permit
 

placing personnel within various host agencies on an extended or
 

continuing basis to gather necessary information. Also, the staff time
 

allotted to this task interferes with their completing other duties, and
 

sometimes makecs it necessary for the Program Officer to take on some of
 

their work. 

The host asked the Director if we cculd help 
them finance the purchase of equipment from 
a company that had completed a large project. 

Much of the equipment was available for 
purchase at low cost because it would be very 

expensive to transport away. The Director
 
bucked it to me for analysis.
 

I asked our engineer if the host government
 

needed this equipment, if iL could afford the 
cost and maintenance, and if it had skilled 

personnel to operate it. The engineer added 

other data to the answers to my inquiries.
 
Based upon his report, I turned down the
 
request.
 

5. Evaluates information 

a. considers the reliability of sources 

b. deduces or infers errors or inconsistencies
 

c. verifies data
 

d. judges relevance of data
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While this task consists of routine steps, it becomes
 

complex in the overseas situation because of the inadequacy and
 

inaccuracy of basic information which was discussed above. In many 

countries statistics published by the government conflict with those 

published by the- private sector and*the Program Officer may have no 

means of reconciling discrepancies among sources other than his own 

experience and judgment (which, particularly if he is new, may be 

pointless). 

Other problems concern mission records of past projects.
 

The descriptions of why projects were initiated and the results accom­

plished are frequently so poor that no useful information can be
 

gained from them. Similarly, current reports may be so slanted to
 

conceal deficiei~cies in the projects that they are nearly useless.
 

These same difficulties are encountered in using the reports published
 

by other donor agencies.
 

Another problem arises out of the need to evaluate techni­

cal information in specialties in which most Program Officers have
 

no qualifications, and where there is no technical expert on whom to
 

rely for advice, either because no such experts are available or .
 

because their qualifications-or judgments. are questioned by the
 
Program Officer.
 

The sumnary comments prepared by Division Chiefs 
on host self-help deficiencies were very mild. These 
reports were typed by host secretaries. The Assistnat
 
Program Officer and I talked to Division Chiefs 
informally and found that their views were much less 
mild. I asked for pencil-draft rewrites .nd arranged 
for typing bya US. secretary. 
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Project analyses and~documentation-have to be pieced 
together by us. We have to dig up and evaluate. We 
get very little help froma the host government. There 
are few experienged-government workers who :know
 
how to gather and present valid statistics and
 
information. The information we get from various
 
ministries is just a starting point. It has to
 
be qualified in light of all the other data we get.
 

The rate of population growth in Latin America
 
is conservatively calculated to be 31)by U. S.
 
scholars. Data provided by host sources, how­
ever, utilized another figure. Many of their
 
other projections were based on this figure.
 
I discussed this difference ith a USAID
 
colleague. We decided that the host figure

could easily be wrong. He sifbccquently 
checked with the source and found they really

didn't mow if their figure was correct or not.
 
I decided to use the U. S. estimate
 
because I felt it more accurate. I then had to
 
watch carefully other data from the host source.
 
This factor of general unreliability,of course,
 
consumed a good bit of my time.
 

* * * Y 

6. Generates (new) information
 

Planning requirements frequently include types of informa­

tion which are totally lacking in some host countries. To fulfill
 

these requirements, Program Officers havw to develop "new' data by 

some of the following procedures.
 

a. conducts or initiates empirical research or surveys
 

AID's research efforts are sometimes the first systematic
 

collections of information about some aspects of the host country. The
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task may range from simply assigning a subordinate to analyze some sec­

tor of the host economy to systematically collecting opinions from well­
informed people. It may also include arranging for extensive surveys 
by TDY specialists or contract teams. Disagreements with AID/W on the 
scope and operations of such teams is sometimes a problem. More general 
problems encountered! are poor performance by subordinates and inadequate 
time to do thorough studies. 

Because the host government lacks adequate staff, 
it is difficult to learn what types of project 
they desire. They have formulated a general

development plan, but have few plans for specific 
projects. Therefore, it is difficult to list
 
potential projects in the CAP. To help solve 
this problem, I sent a letter to provincial 
officials stating that USAID had money to lend, 
and would be happy to consider any capital 
projects which the region might be planning. 
This is not done as a rule, dealings with the 
National Ministry xw, more appropriate, but I 
made the exception in order to try to build up 
a shelf of projects. This effort has really 
provided no concrete response, but it did demon­
strate that the U. S. was willing to cooperate, 
and willing to listen to host government plans.
This frame of mind then makes them more recep­
tive to U. S. suggestions. 

As part of my responsibilities to inform Washing­
ton of investment possibilities related to the
 
development program, I participated in an invest­
ment feasibility survey of a factory. I accom­
panied the Mission Director, the Embassy Economic 
Officer, and the head of the planton a tour of 
its facilities. I lagged behind the other three 
men and questioned a plant engineer to get the
 
details of its operating procedures and capa­
bilities, taking copious notes. I had previously 
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accompanied an AID/W engineer on surveys of two 
plants in another country and had listened care­
fully to the detailed and persistent question­
ing by the engineer. So I knew what to ask
 
about although I was quite aware of my inability 
to evaluate the information from an engineering
 
standpoint. My memo was dictated from my notes
 
and circulated to the regional capital project
 
officer, the regional chief engineer (both
 
personal friends) the desk officer for the
 
region and the latters' advisor on capital
 
development and private industry.
 

The project "suggests itself" as an important 
one and was one of the first ones listed in the 
first *rogram book. However, I feel that no 
one in Washington is sufficiently aggressive
 
to buttonhole prospective investors for the 
project, and I plan to push it at higher levels 
myself on a trip to Washington which I am plan­
ning for the near future. 

b. makes estimates 

Because of the scanty information available about economic, 

financial, demographic, or resource aspects off the host country, the 

PO is constantly required to develop estimates in fulfilling many of
 

his functions.
 

A technician dropped in for assistance in prepar­
ing a report which involved describing host plans 
which were not clear and detailed. I suggested 
that host plans for applying for outside agency
 
funds would have to include plans for manpower 
in order to get approved. I suggested that host 
lack of cost data be reported and U. S. experience­
based figures included with a summary descrip­
tion of the on-oling project. I suggested supply­
ing bracketed figures for estimates of proposed 
costs.
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To tease out data on the contributions of other

countries to the host development plan, I pre­pared some estimates for a speech to be made by
the Mission Director. Members of the host
 
planning agency corrected the estimates and I
thereby got the data I wanted.
 

c. analyzes data 

1) calculates
 

2) weights data
 

3) interprets verbal material 

Simple arithmetic accounting to sophisticated statistical 
analyses may be performed in this task. 
Comprehensive analyses and
 
comparison of documentary materials may also be required. 
General
 
problems of time and staff performance, as mentioned in 6
a, also pertain

here. 
In some missions there are difficulties in allocating personnel

to this task because of differences of opinion between the Program 
Officer and Director regarding the importance of data analysis.
 

Evaluation or interpretation of' some economic

data presents difficulties. 
The host govern­
ment publishes a number o. statistical docu­
ments, but their categories arc broad and not
easily broken down. 
Scme are actually ris­leading, e.g., the host government budget showstransfers of money from certain treasury fundsto the development fUnd as an expenditure. This 
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is a substantial amount of money and handling 
it this way makes the balance sheet look as
 

though the difference between revenue and 
expenditures is much smaller than it actually 
is. I discovered this only after very detailed
 
examination of the budgeb, including a reworking 
of the figures.
 

B. Develops and Revises Programs
 

The Frogram Officer is responsible for directing and coordinat­

ing the work of all other line and staff personnel who participate in
 

the planning stages of program development. All aspects of this function
 

are affected to some extent by problems arising from the ambiguity of
 

his authority in relation to these perbonnel. See the discussion pre­

sented in the introduction.
 

Other problems also affect all aspects of the fuction. AID/W
 

frequently fails to allow adequate time for planning between the time the
 

mission receives instructions and the deadline date, often creating
 

tremendous time-pressure in getting out the work and requiring much
 

strenuous overtime effort. Instructions and policy may be so unclear
 

that much time is wasted in getting clarification before work can
 

begin. In some missions the Director may disagree with AID/U policy
 

or directives, so that the Program Officer must manipulate plans so
 

that they are acceptable to both the Director and AID/w. Regulations 

requiring that classified inatcrials be locked in central files crcate 

delays in using them and sometimes prohibit working with them after 

regular office hours.
 

When an AID/W official visited the mission, he
 

argued that evory project should include a particular
 
technical aspect. Uhen he visited a host minister
 
who was responsible for that specialty he told him 
that he would see that he would have anything that 
he wanted. The only way to contend with pressures 
like this is to send messages back to Washington 
directly quoting the irresponsible statement. 
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1. 	Ma es decisions concerning program content, costs, and
 
funding methods
 

The 	freedom accorded the Program Officer in making program
 

decisions varies greatly among missions because the Director defines the
 

task in accordance with his oim opinions. It may carry great responsi­

bility for deciding program content or it may consist merely of advising 

about regulations and expediting paperwork.
 

The Director wanted to get a development loan for 
a project. I argued that AID/W rould take too 
long to process a loan and recon .ended a direct
 
grant instead. I failed-to persuade him at
 
first. But a month or so later I tried again
 
and succeeded.
 

Ue had arranged writh the host government and 
another donor agency to do a certain type of 
project in a particular section of the coimtry. 
It was my task to develop the master plan 
covering all projects. Fortunately I knew a
 
host national engineer who was qualified to do
 
most of the basic technical planning. He has 
been hired to assist me in this task.
 

* * 	 * * 



a. reviews, and approves project plans
 

Proposals are weighed in terms of how they conform 

to AID and mission goals and policies, their suitability to 

current conditions in the host country or to host government expec­

tations, their valiQ compared to other projects competing for funds, 

and other relevant factors. Reviewing can consist of a range of
 

actions from a casual conversation to a detailed study of formal
 

project documents and to detailed formal presentations by TeIchnical
 

Divisions.
 

Determining if specific project activities conform
 

to mission and AID/, goals sometimes is difficult because the state­

ments of these goals are often unclear and disagreements regarding
 

interpretations arise.
 

Bccause project funding must be decided long before
 

there is any firm inowledge of the amounts that AID/W will approve, 

and the action that Congress will take, the whole area of estimating 

future budgets is regarded as a problem. This also makes it 

difficult to settle other project details both within the mission
 

and with host government agencies.
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Developing an integrated program is difficult for 

several reasons. One major reason is that most projects continue over
 

fairly long periods of time and are hard to alter once in operation. This
 

reduces the flexibility of the mission in planning to meet changes in
 

external circumstances or in AID policy. Another reason is that Division
 

Chiefs fail to understand the broad aspects of the total mission program
 

and fight to prevent changes or reductions in their projects.
 

Another set of problems arisesbecause technical personnel 

either will not or cannot conform to planning directives. Program Officers 

generally agree that 1owever able he may be in technical operations, the
 

average technician is simply incompetent in presenting adequate program
 

proposals. The Program Officer therefore comes to be regarded as a
 

"bottleneck" or "hatchet man" because he must constantly reject plans 

or send them back for revision. 

Yesterday a Division proposed a small project. They 
said the host government could not afford this so
 
we should do it since it would have a far-reaching
 
effect. I disagreed with this and explained that
 
this is notihe kind of thing we wanted to do. Be­
cause it is such a small amount of money, if it 
were really that important the host government would 
either pay for it or pay for part of it. At the 
very same meeting Qp proposal was brought up to build 
institutions which would cost the host government 
Lhousands of dollars to run and will turn out
 
technical people whose salaries will have to be paid
 
by the host government . And yet, the Division
 
said the host government could not afford the small
 
project. If a job is worth doing they should put
 
up their share of the costs.
 

2 8 .x- * 
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An officer of the Embassy interested the Deputy
 

Director in a small project. I disapproved of
 

it because it would not do enough good to justify
 

the time spent on it. AID/W also disapproved. 
However, later political pressure was exerted on 

AID/W to approved the project. Now I must find 
no on­a way to administer it because there is 


going project into which it can be fitted. This
 

is wasting my time on a not very useful project.
 

An incident involving policy conflict: The host
 

government wantcd to use some heavy equipment which
 

it had purchased under a loan on a project sponsored
 

by another donor. The Anbassadoi and Director 
approved of the idea for political reasons. The 

Director drafted a message for Washington, and 

asked ine to review it. I, however, was opposed to 

the idea since I felt that ich a violation of
 

policy would provide Congress with ammunition to 

attack AID as ineffective in carrying out its 
programs, and thus would undermine AID's position.
 

I drafted an alternate message, and when I was
 

reviewing it with the Deputy Director, who
 

characteritieally took no firm position, the 
Director walked in, saw my draft and "hit the 
ceiling." Washington did not agrec with the 

Director and told the mifssion tp keep the equipment 
off the project. 'Jhen the Director finally 

reported this to the Ambassador, he gave full 
credit for good judgment to me.
 

I had gotten policy information on major program
 
erphasis at a regional meeting. The Director
 

disagreed With me and the plan was written up
 

with the kind of emphasis he wanted. 

disapproved it. * * * * 

AID/W 

b. establishes priorities 

The fundamental difficulty in this task is 

criteria or guidelines with which to judge the various 

the lack of 

priorities. 

While broad guidelines may be provided by AID/W, the application of 

these guidelines in the context of both the specific country situation 

and the specific projects possible in the various technical areas, 

represents an intellectual task of considerable magnitude. 
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Changes in policy at either the mission or AID/W level,
 

or the existence of new factors affecting the host government may
 

necessitate revising priorities from year to year even though the
 

content of the program remains substantially the same.
 

Complicating the task is the problem of satisfying all
 

of those concerned with the program. Technical personnel frequently
 

feel that they are being deprived of their "fair share" of program
 

funds if their areas are not high on the list of priorities. AID/WI
 

desk personnel disagree with mission-established priorities and
 

attempt to have changes made. Visiting dignitaries, AID/W officials,
 

and host personnel concerned with particular specJalities all believe
 

that their particular areas are of prime importance and bring pressure
 

on the mission to do more projects in these areas. Pressure may also
 

exist for doing less in certain areas. For example, some incumbents
 

feel that assisting local industry may bring about Congressional
 

pressures because of potential competition with U. S. busineeses.
 

In the last programming cycle, I substantially
 
cut the funds for a certain segment of the pro­

gram. One person objected violently and we had
 

to go to the Director to settle the dispute. The
 

Director upheld y decision after I went through
 

the details of funding the entire program and
 

showed that in accordance with directives covering
 

the scheduling of funds committed by the mission,
 

this was the only area where the cut in the funds 

by AID/W could be taken. 

c. integrates plans with host development program 

Few program officers can perform this function because
 

few host governments have adequate planning capability. In practice,
 

it usually means various attempts to teach planning concepts to host
 

officials and to encourage them in establishing and using planning
 

agencies.
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Where there are host planning agencies, various problems
 

arise. One is the tendency for these agencies to be staffed by poorly
 

qualified personnel who plan very unrealistically. This adds the task
 

of re-orienting their thinking to that of developing workable plans. 

Another problem arises when host government ministries refuse to co­
operate with their government planning agencies. This may mean that the 

Program Officer has to pay lip-service to the planners, while real 

planning takes place with ministry personnel. Sometimes the planners 

could do an adequate job but their programs are so dependent upon AID 

support that they cannot make long-range decisions without knowing the 
amounts and conditions regulating futu:e funding. As noted above, AID 
does not have and therefooe cannot provide this information. The
 

organization of host planning pertaining to certain areas may be split
 
among different agencies, so that deciding upon agricultural projects, 

for example, may involve dealing with several different groups. This 

can create serious time problems during the finalrushed planning 

stages. There are also problems because these different groups do not 

agree with each other, or do not agree with AID about the goals or 
procedures appropriate for a project. 

Still another problem in integrating planning with the
 

host government programs grows out of the instability of economic and 
political conditions in many aid-receiving mtions. It frequently is
 

impossible for anyone to predict to any satisfactory extent what pro­

jects will be most useful and what their costs will be.
 

I try to build up the power of the host planning
 
group by channeling all. requests through them
 
and insisting on their presence during negotia­
tions with the ministries. I doubt if this has been
 
of any great help, but I feel that the situation 
may improve because of a recent host reorganization.
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I was trying to reach agreement with the host 
planning group concerning a project. At an 
ehrlier meeting, which I had not attended, the
Director, the planning group, and other host 
govermnent officials had not been able to reach
 
an agreement. 
They could not decide how to
 
set up authority for controlling the project.

I asked an engineer, who is a friend of mine
 
and who was present at that meeting, if 
anyone had ulterior motives for blocking the 
project. le explained thalt there were none 
and suggested that we go on with makting
preparations which did not depend upon the point 
at issue. I bought this interpretation and
 
preliminary steps are underwiay. 

Different host officials took different
 
positions on the advisability of'a feasibility

study that had been suggested. In questioning

them to get them to state a unified position,
 
I was unable to make them understand that I
 
wasn't pushing for or against the project,

only that AID would do it if, and only if, they

really wanted it. 

The political forces opposed to the President 
of this country have done everything they could 
to oppose the establishment of a planning body. 
Ue are trying to get the religious leadership
 
to rally public support for us and maybe in
 
that way public opinion will have an effect on
 
the opposition.
 

*X -4:- -X- * 

(See also the relevant example under iA6a above.) 
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d. anticipates AID/W information when delays occur
 

This task arises because of the frequent delays in
 

communication between AID/1'1 and the mission. In order to meet deadlines
 

set by AID/W.I on various aspects of programming, work may have to be 

started before approvals, instructions, or clarification of instructions 

have been received. Problems of delays appear to be more serious in the 

distant missions where the Program Officers hesitate to make frequent
 

telephone calls to Washington.
 

e. works out compromises
 

Conflicting points of view about Program content 

or priorities frequently arise among mission personnel. In order to
 

prevent these differences from affecting peoples' attitudes toward
 

thdrwork or creating disputes among personnel in various segments of
 

the mission, the Program Officer often has to assume the role of
 

conziliator and attempt to evolve amicable settlements. This task
 

overlaps with advising others on plans, policy,and procedures (dis­

cussed below).
 

2. Provides guidelines, assistance and information to other
 

mission personnel
 

The steps in this function are closely integrated with
 

those described above under the decision-making function, and in
 

practice the two usually occur concurrently.
 

a. suggests project ideas
 

The Program Officer may devote considerable attention
 

and effort to this task or he may do very little depending upon his
 

interpretation of its importance. The ideas may range in form
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from a casual remark to a documented project outline. Failure on the
 

part of superiors or technical personnel to accept the Program Officer's
 

ideas is sometimes reported as an irritating aspect of this task. One 

of the complications of this task arises out of the need to make suggestions
 

about technical matters without having technical qualifications. These
 

suggestions must be made to people who are technical specialists, some of
 

whom may consider the Program Officer not only unqualified technically
 

but also unnecessary to effective mission functioning.
 

With new road building programs there has come 
increased need for transportation. The host
 
government needs a large number of vehicles.
 
If they get them, maintenance becomes a problem.
 
For each project for which vehicles are requested 
spare parts requests are being made. Mere is 
no coordination. The host government does not
 
have the concept of fleet maintenance. I
 
proposed fleet maintenance so that there w1.11
 
not be spare parts requests project by project.
 
If this is set up, there will have to be a
 
project to teach management of stock and inven­
torying of parts. I suggested this to one of
 
the technical divisions and to the host
 
government. The first step will be to do a
 
formal survey. 

The worst mistake in advising the Director to
 
press for expansion of the program occurred
 
last year. I had been considering a new pro­
ject. I persuaded the Director to request 
approval in Washington late in the fiscal year.
 
Washington strongly disapproved, asserting that
 
the Director was just trying to use up funds on 
new projects. 
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b. advises others on plans, policies, and procedures
 

There are two principal aspects to this task. The first 

consists of insuring that appropriate information is communicated to the 

mission staff and line personnel. It requires that the Program Officer 

be aware of all project plans and the opinions toward these plans of 

significant policy-makling personnel. Frequently division personnel will 

have biases toward the program which are contrary to mission policy and 

the Program Officer must make them aware of the correct emphasis and 

try to persuade them to change their approach. 

The second aspect of this task is providing advice and 

clarification to other personnel about the orders, directives, and 

regulations that pertain to programming. This requires that the Program 

Officer be thoroughly familiar with this information and have it easily 

accessible for reference. Some Program Officers write summaries of these 

materials and distribute them to the technical divisions. This task has
 

two major problems. The first is interpreting what AID instructions
 

really mean when directives are phrased in unclear terms or frequent 

changes are made. The second is the questioning of some Program
 

Officers' interpretations by other personnel.
 

In meeting the problem of the technicians' inability 
to plan, I must consider the technicians and evalu­
ate their competency. I have tried a variety of
 
methods of indoctrination and education: holding
 
meetings, hearings, exhortation, and having my
 
subordinates press for good planning. There has
 
been some improvement in some of the technicians,
 
and as new people come in I have been successful
 
in indoctrinating them.
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An Acting Division Chief dropped in for assistance in
 
the preparation of a report which involved detail­
ing host plans which were neither clear nor detailed.
 
I suggested that host plans for applying for out­
side agency funds would have to include plans for
 
manpower in order to get approval. I suggested that
 
host lack of cost data be reported and U. S.
 
experience-based figures included with a summary
 
description of the on-going project. I suggested
 
supplying bracketing figures for estimates of
 
proposed costs.
 

A Division Chief wanted to use prior year unobli­
gated funds for a research team In this case I
 
was able to convince him that this was an invalid 
use of the funds by citing appropriate directives. 
The project will be covered by current year funds. 

The Director liked the idea of having a special
 
fund for useful projects that come up, but
 
which would be too small for a loan or grant
 
aid. The Director wanted a sort of "large" 
petty cash fund for this. I listened to the idea, 
then told the Director that the idea was nice, 
but that AID/U would never allocate money 
on such a basis This was effective in that 
it saved time, saved being turned down by AID/U, 
and saved the Director from making a foolish 
request. I knew from my work in AID/U that such 
a request, however meritorious, would have no 
chance of approval.
 

An airgram was received from AID/. with a series
 
of questions about a contract technician whose
 
activities were covered by a Project Implemen­
tation Order/Technician for this fiscal' 
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year but for whom funds were not included in
 
the next fiscal year CAP. The mission wanted
 
to keep him beyond this fiscal year, but the
 
acting Director had decided that the project
 
on which he was working must be closed out
 
and no funds would be obligated for it for
 
the next fiscal year. The technician was
 
on loan from another government agency, so the
 
Chief of the Division and Acting Director
 
drafted an airgram telling AID/W that the man 
would still be here at the end of the fiscal 
year but no funds would be available and asking 
AID/W to request his agency to pick up his pay­
roll from that point on. A subordinate knew 
this was wrong, but refused to buck the Acting 
Director. I refused to concur on the airgram, 
and sent it back to the A~ting Director giving 
the reasons why I refused to sign it. The 
Acting Director then called a mreting with the 
Division Chief and me. In about 14 minutes I
 
convinced them that AID/U would just laugh at
 
this request as thE procedure they were suggest­
ing was illegal in a very basic manner and the
 
mission would appear foolish and incompetent. I
 
won my point and the airgrmn was changed. 

In another instance, I saut a cable to Washing­
ton from the Ambassador reporting a request
 
from a host Ilinister for assistance to a govern­
ment ministry. I advised AID/U of the political 
sensitivity of the matter at the present time. 
I pointed out that the local press was already 
misconstruing the Director's ;uggcsticno about the 
host needs in this area. I felt that if the 
U. S. provided the assistance we would be
 
plunged into the middle of a very thorny politi­
cal problem involving conflicting factions
 
among the host nationals.
 

In one instance, the instructions ask what the
 
U. S. could do to help the host government
 
politically. In my -eport, I suggested that
 
the U. S. assist then in getting into an
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international organization. I was criticized
 

four months later by the desk officer who said 
this was absurd, and that the U. S. couldn't 
interfere in such affairs. I Imew this at the 
time and assumed that the desk knew I knew it. 
I assumed that the desk wanted some sort of a 
suggestion no matter how absurd it was. I knmow 
now that they are not "serious" about some of 
their requests.
 

c. provides assistance of subordinates
 

Preceding sections have described the common failure of
 

technical divisions to rrovide well-executed plans for future or con­

tinuing projects or to respond adequately to special requests from
 

AID/W. In order to meet deadlines,Program Officers frequently assign
 

subordinates from the Program Office to assist division personnel in
 

completing assignments. The assistance provided may range from simply
 

drafting a cable to developing an extensive bac!;ground analysis for
 

project justification.
 

A technical division was assigned the task of 
developing a plan for a costly project. 
Their plan waa pDorly done; it was inaccurate 
and proposed "dream world" facilities. Their 
planning required a full year, with me occasion­
crlly participating in their meetings and encourag­
ing them to be practical, advising about what 
AID/W would approve, and even maling suggestions, 
e.g., starting with a small facility capable of
 
being expanded. My efforts were to no avail, 
so I finally asked the Division Chief if a 
Program Office employee could,bu assigned to help 
on the plan. The Division Chief agreed, so I 
assigned a subordinate to worl. on the plan who has 
experience in putting research together, and
 
knowledge of economic mattcrs. INcw,
 
an adequate plan is almost ready for presentation.
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A Division is constantly delaying. This may be
 
a tactic to get their program into the CAP without 
change, because no one has time to review it.
 
Last year, they were again late, so I tried
 
telephoning them to remind them of the deadline.
 
This didn't work, so I asked if I would assign
 
a Program Office subordinate to the Division
 
temporarily to help produce the paperwork. It
 
worked. The Division accepted the Program

Office subordinate and he successfully turned
 
out their documents.
 

There is to be a conference between tile mission
 
and the host government on a project that is
 
being planned. AID/W had warned the mission to
 
be careful to limit the scope of assistance to
 
specific target areas and to learn a third govern­
ment's interest in participating. A techrAciun
 
drafted a reply to AID/W, telling them in effect
 
that the mission was capable of handling the
 
situation. The reply was also inadcuate in 
that it did not describe how the scope was to 
be limited, or other information required. My 
subordinate cleared this message routing it to
 
me. The Director read the message and realized
 
its inadequacy so he bounced it back to me. 
I
 
took the disapproved message to the subordinate
 
who had cleared it, and instructed him to
 
meet with the technician to work out a more 
appropriate reply.
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3. Coordinates with other agencies 

This function involves maintaining contact and working
 

out coordinated plans with all United States Govurnment agencies and
 

with other assistance groups -- third-country, multilateral, or
 

private -- which are cooperating with the host government. 

a. explains USAID position to other agencies
 

1) Embassy, USIS, other U.S. agencies
 

2) Third-country, multilateral, and private groups 

In order to develop cooperation and coordination with 

other agencies, it is frequently necessary to define or clarify the 

general philosophy and purpose underlying the AID program and any 

particular interpretations developed within the mission from special 

emphases chosen by the Director. It requires an ability to state 

explicitly these mission views on various topics and itu position 

vis-a-vis other agencies. The extent of the Program Ofiicur's 

responsibility varies considerably from mission to mission. In relations 

with other United States groups, he may have rcgularly assigned liaison 

duties or he may functioi solely as an advisor to other personnel. His 

contacts with non-United States groups my be tangential and intermittent 

or they may be close and regularly scheduled. 

A problem frequently reported in working with the
 

Embassy concerns the "superior attitude" of its personnel toward AID
 

personnel.
 

In dealing with other groups, there is a feeling among 

some Program Officers that the lack of communication between the United 

States and other donors at higher levels creates a situation of "near­

competition" in the field. A problem that may arise in part because 
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of this is a tendency for representatives of other agencies to be aloof
 

or cool toward mission personnel.
 

I am trying to improve Embassy relations by
 
considering the role of the Embassy and trying
 
to put my arguments in their terms. I cannot
 
judge whether I have been effective or not.
 

b. participates in developing coordinated plans
 

1) Confers on joint problems
 

2) Reviews and edits reports
 

3) Writes portions of reports
 

Coordinating plans usually means working with United 

States agencies, particularly the Embassy, more than the other types 

of agencies mentioned above. In some missions,the Program Officer or 

one of his subordinates constantly consults with counterparts in the 

Embassy, military groups, or USIS. One of the obstacles in developing 

mutually acceptable plans is the difference in objectives among the 

various United States agencies. It particularly affects the progress
 

of work on preparing reports because each agency tries to slant the 

contents to support its oim interests.
 

Another difficulty is the reluctance of these agencies
 

to consult knowledgeable AID personnel about special information, but to
 

rely upon their own staff'mcmbors, with the result that Washington
 

receives conflicting reports.
 

In working out project plans, incumberts report that
 

Embassy officers "try to order AID around and impose political decisions 

over economic wisdom," or want to expLnd projects beyond what AID considers 

to be appropriate levels of operations, content, scope, or goals. 
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Vic :.hbassy scuctincs creates difficulties for the mission in 

ncotiatin ith host officials by supporti..< the host's vieors in 

opposition to AID's.
 

Both the Embassy Rnd the mission received a
 
joint message froT; State/AID urgently requesting
 

certain economic data. I prepared my parL
 
immediately and turned it over to the Ebassy 
Economic Officer, vino hadn't quitc finished his
 
part, and assumed that the Economic Officer
 
would reply with a joint message. Joint
 
messages arc credited to both sources, but I 
learned later t]"' !:the Economic Officer had 
sent the reply it the State message series,
 
thus precluding any credit for tht USAID
 
contribution. There was nothing I coula do
 
about it.
 

The Long-Range Assistancc Strategy uas well­
coordinated. i sent lots of copies to all of the
 
United States tc.nn, gave them plenty of time for
 

-perusal, and spi. a good bit of time discussing 
it with each zgcncy. I knor they were well -informed 
and had ample olp,, ,Lirity to object if there was 
any conflict betw, rnAID's position and thviru.
 
In spite of this c.,cllent coordination, one agency
 
filed an objection with Washington, without
 
apprising the mission, after appearing to agree
 
with the Long-Range Assistance Strategy as it
 
had been discussed and revised.
 

Coordination with non-United States agencies depends
 

upon several factors: the size and extent of other assistance programs,
 

the personal rapport between mission personnel and other-agency
 

representatives, and the location of projects or offices. One source
 

of difficulty encounterti here is the poor internal coordination of some
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host governments. There frequently is no central point where informa­

tion on assistance programs can be obtained. Also, if a country has
 

multiple teams working within any one area of development it is very
 

difficult to avoid some duplication of programs. The problem of
 

secrecy about program plans for political or commercial reasons
 

discussed in section I A, also applies to this function.
 

A third-country Ambassador (who is a personal
 

friend also) came here to find out how our
 

aid program was working out. I gave him a 

report on the status of our projects. At the
 

same time, I asked him what they were financing
 

for the host and what types of aid they were 

giving. I specifically wanted to know whether 

they were considering reducing a certain project
 

because host officials had made unofficial queries
 

to find out whether 70 would provide some 

arsistance. If this third-country withdrew, 
we might get a formal request. If this were to 

come about, it would be best for us to have
 

looked at the situation in detail before a
 

request was made. It would also mean that
 

there would be a potential chance to expand
 
our program and influence.
 

A private agency is distributing food and goods
 

in this country. They have a very large program
 

of their oim and they also have been implementing
 

some of our PL 480 projects. However, they have 
been getting very little cooperation from the
 

local government and the public and are considering
 

pullin,; out. The representative for the area 
came to meet vith me yesterday. The meeting 

was mutually desired. We exthanged policy views. 
We discussed his problems and alternatives.
 

During our discussion, I was trying to get
 
some background on what they had been doing 
so that I would have scme information on 

which to anticipate new PL 480 proposals which 

we most certainly would receive if they pulled 
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out. At the same time we were discussing
 
possible means of improving the level of
 
cooperation and assistance which they were 
being given in an effort to possibly save the 
program. So, in effect, the entire meeting 
with him served a dual purpose -- I was able 
to gather information with which I could 
prepare for one eventuality, and at the
 
same time was exchanging points-of-view 
and information which I could utilize to
 
recommend possible solutions to the problems 
at hand. 

* ** * 

Another important consideration which has to
 
be made here is that of other countries or
 
agencies who are operating in the same area
 
as the proposal under study. For example: The 
United Nations is also interested in agriculture
 
extension and in agriculture programs in 
general. In trying to meet our objectives il 
this area, we try to coordinate our activities 
with theirs so as not to duplicate or contradict 
theirs but rather to supplement them. In view 
of this, we cannot use host country "ncds" 
as our sole criterion for evaluating new 
proposals. 

I found out that a third-country was interested 
in a project. This allowed me to eliminate a 
proposal that AID should support a similar 
project. 

It is difficult for the mission to find out
 
what the U.N. is doing here since the nearest
 
U.N. representative is in another country.
 
AID/W has a U.N. coordinating office, but it
 
has never been very effective, probably due
 
to understaffing. Whlen I was in Washington,
 

44
 



one man was responsible for coordinating all U.N. 
I sent three messagesactivities for this region. 


of complaint about the lack of information 
to
 

I feel that this must have been effective
AID/W. 

as AID/W sent two U.N. project proposals 

to the
 

mission for comment.
 

arranges for other-agency assistance to AID 
and vice versa
 

c. 


This task usually pertains to arrangements 
with other U.S.
 

It includes obtaining permission from the 
Embassy as required,
 

agencies. 


and arranging for borrowing or lending 
personnel and equipment. A
 

special instance of this task, arranging 
assistance from USIS for
 

in section IVpublicity is discussed below C. 

One obstacle is the reluctance on the part 
of some
 

requests assistance. This
 
agencies to provide personnel when AID 

reluctance may result from policy laid 
dc-m in Washington, from policy 

made by local officers, or from a shortage 
of personnel. At times 

want to pursue objectives
when personnel are loaned to AID, they may 


of AID. Bottlenecks
 
held by their owm agencies rather than those 


deadlines
 
develop because other-agency personnel ignore AID 

sometimes 

in completing their tasks. 

Arrangements with non-United States agencies 
are made
 

aswith world-wide programs, such Food 
most frequently in connection 


A comuon problem

for Peace, which are discussed in section I D below. 

reported is that the agencics involved tend 
to be religious organizations
 

of the host population.with certain segmentswho may be in conflict 

This creates the risk of engendering anti-AID 
attitudes among these
 

host groups. 
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Another problem arises when AID develops joint programs 
with other agencies and cannot fulfill its obligations because AID/W 
delays in approving the plan or recruiting personnel.
 

I requested permission from the Embassy 
Administrative Officer to use the Ambassador's
 
diplomatic privilege to import a shipment
 
of goods donated to the children of the country

by a private United States group. Use of the
 
Ambassador's privilege would avoid the payment

of custcms fees for which there were no official 
funds available. The Administrative Officer
 
got the Ambassador's permission and so informed
 
me. 

4. Obtains approval for new and revised programs
 

This function includes obtaining approval f:r programs at
 
several levels -- mission superiors, the Ambassador, or AID/W. Disagree­
ments between AID/W and the Mission Director regarding program goals
 
or policy create problems for the Program Officer in accomplishing
 
this function. 
(Se the discussion contained in the introduction to
 

Section B.)
 

a. follows routine procedures
 

Formal channels for obtaining approvals are specified
 
in the Manual Orders and other regulations, and under usual circumstances 
approvals are requested through these channels. Failure to answer 
requests for approval or long delays in forwarding their decisions by 
AID/W are the major problems reported. 

AID/W sent out a team of experts who met with 
various Ministers to set up a joint committee
 
and develop a program for reviewing projects.

The program wa submitted to Washington whcre it 
languished. Then AID/W proposed sending out a 
consultant. I approved of this, but only on the
 



condition that AID/W approve a conmitment 
to get the project going. AID/W did not 
reply, but a consultant came out later -­
without a commitment. The project died
 
because Washington never got around to it.
 
I believe this is the fault of the Desk
 
Officer, a key man, who should be sensitive
 
to country priorities as well as regional
 
ones. Urgency should be his business.
 

b. expedites approvals
 

To overcome delays in obtaining program approvals, 

non-routine procedures are frequently employed. These include seeking 

the intervention of a "friend" in AID/U to facilitate action, going 

to Washington personally to "walk a document through channels," by­

passing someone in the chain of.commnd, or other similai measures.
 

There are risks involved in some of these actions since they may lead to
 

difficult working relationships in the futire.
 

c. defends and justifies:
 

1) prepares briefs
 

2) gives formal presentations
 

3) gives informal presentations
 

4) provides routine and requested justification to AID/W
 

The task refers to both the routine procedures of pro­

viding oral or written background sin-;arico to dcmonstrate the purposes
 

of a program, and the extra efforts required to overcome questioning
 

or disapproval of'a program. It also includes the preparation and
 

presentation of vioual displays, statistical information, and briefings.
 

It may require traveling to AID/W.
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The major problem relating to this task is the amount 
of detail which AID/W requires to justify projects. Program Officers
 

report that completing the work involved is a serious drain on their
 

time. 

There are frequent reports that communicating the 
rationale of a project to AID/W is a very difficult task, often
 

complicated by a requirement to "Justify political aid on economic 

grounds."
 

A technician wanted to send .P&.ticipants to the 
United States. The Director was against it. 
I thought it was a good idea. I went to the 
Director and pointed out how integral a part of 
all our projects this area was and thought 
that the United Status should get in on the 
ground floor beforc somebody else does. I 
convinced him to change his mind. It hasn't 
gotten off the ground yet., hoiever. There 
is a risk in tlat, if the pro-rain failed and 
more harm than good were done, the United 
States' position here would be seriously
 
affected and a great part of it would be my 
fault for having supported the idea so 
strongly.
 

I had arranged for a TDY specialist to do a
 
survey to provide justification for a project
 
which AID/W had rejected. The Technical Chief 
agreed, but the Director objected. Later I 
learned that a high official from AID/W was
 
planning a tour of the area. As an altcrnative 
to the TDY specialist, I suggested that the 
Technical Chief arrange for the official to
 
come to the mission. The Director agreed to 
this. During his visit the justification was 
provided, and AID/W approved the project.
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AID is interested in certain projects in the
 
host country and has contributed to this type
 
of effort with host national financial support.
 
One 	host national Minister advised one of our 
Division Chiefs that they were interested in
 
additional projects of the same type, which
 
would likely be under the auspices of another
 
Ministry. However, as planning progressed,
 
additional host national funds were not
 
available. Since regulations require 
contributions from both host national and 
United States sources, I had to develop a 
justification for United States unilateral 
contribution. I emphasized the Director's 
approval of the procedural deviation, the 
one-shot nature of the request, tae high 
return in terms of benefits to the host 
economy, and host national commodity 
contributions. The proposal was approved. 

C. 	Prepares Documentation
 

For 	this function, as for I B, the Program Office is ordinarily
 

the center for directing and coordinating the efforts of all personnel
 

concerned with completing progra documentation.
 

Problems reported are also similar to those described for
 

I B -- inadequate time, iuclear instructions, undefined authority,
 

and 	the need to redo the work of others. Other problems are discussed
 

in connection with the detailed tasks of this function.
 

1. 	Writes or rewrites portions of CAP, 1ASor other documents
 

a. 	selects or revises relevant portions of previous
 
documents
 

b. 	formulates project descriptions in required terms
 

A large proportion of the Program Officer's time is
 

devoted to this function. It is generally his responsibility to
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provide some, if not all, of the narrative sections of program 
documents. Frequently the standard periodic reports required by AID/W 
can be prepared largely by updating former reports and revising them 
in accordance with any changes of instructions. However, special 
reports, and at times standard reports, may require writing extensive 

narratives. 

AID/W requests for special reports tend to disrupt 
the usual activities of the mission. 
Also, these reports frequently
 
request information which has already been forwarded in other documents, 
making the Program Officers feel that they waste their time writing 
materials which are never read. 
The necessity for providing irrelevant
 
detail (in the Program Officer's view) in reports also brings comments
 
from Program Officers about wasting thcir time. In the words of one 
interviewee, "There are too many curious clerks in Washington." 

Problems in aeciding upon appropriate materials to
 
be included in reports arise because of the frequent changes in
 
format and content instzuctions and a general lack of clarity of
 
these instructions. Many Program Officers feel that the writing tasks 
would be simplified, especially for the CAP, if repetitive presentations 
of the same materials were eliminatcd. 

I wrote the first draft of the strategy state­
ment. I looked up the instruction for rreparction,
former copies of strategy statements, read a 
summary of the economic situation, political 
analyses and slf-help reports, and sat with my

head in my hands. Final iritinz was done over 
a period including Saturday afternoon and evening,

and Sunday morning. On Monday morning, thf-
Director showed me his version of the sLatement 
and then I realized that the Director's version 
was going to be the official version. I had 
spent 15 hours on it. 
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The Director had told me that he thought the 
CAP was a silly Qxercise and that there was 
not much to be said in it. Director felt
 
that the only significance of the CAP was 
for cutting up the AID pie, and that claims
 
were already staked out. I felt that I
 
was slaving to do a conscientious job without
 
support from the Director and that the 
Director didn't care whether it was done 
well or on time. I also knew that no matter 
how good my product was it wouldn't be good 
enough for my backstop at the desk in
 
Washington. In view of all this, I felt 
compelled to push. I submitted a draft of 
the CAP to the Director who reviewed it 
conscientiously. But he rejected one 
fundamental point. This point '.-as that 
USAID should seek some modifications (not 
changes) in the host goveirnmcnt's develop­
ment effort. The Director knocked this out, 
and told me that the United States posture
 
is to build political -elationships and
 
USAID shouldn't rock the boat. I felt the
 
Mission Director showed inadequate concern. 
He brushed off further di,cussions of the 
point with a Lrusk rebuttal. The upshot 
of all this was that we compromised and did 
it his way. 

•*X* * *.-

AID/W is forever asking the mission for anditional 
details, even when the mission is at peak work 
load, e.g., when CAP is being produced. Last year, 
during CAP preparation, AID/W askecl the mission to 
submit project work pl-ns to AID/U. I knew that 
to do so would take! much time. Thurelore, I sent 
a single cable to AID/U saying that work plans 
would not be submitted because they would not 
be useful to AID/W. AID/U didn't press for 
the work plans. 
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The principal time pressures are those which 
come from Washington. Last year, when I had 
understood that the CAP would be due in December,
I was informed in September that it would be 
due in October. Since I was ncw on the job,
had never prepared one before, and the old 
one was full of errors, I worked day and night
for three weeks to get it done. I do not 
think it would be much of a job to update it 
this year, and I have been keeping files of
 
materials which will help me do it. In 
April I learned that the new CAP would be due 
in June, but this did not bother me. 

While Working full time trying to get out the 
CAP and to mcet AID/W deadline, AID/W still 
continued to send other work with early

deadlines. Right in the middle of CAP work, 
I received a request from AID/l Lo submit a 
report on what other countries were doing to 
aid the host. I solved this problem by
letting the non-CAP work pile up. I simply
didn't do it until the CAP work was finished. 

2. Prepares numerical charts and tables 

a. checks for consistency and accuracy
 

b. prepares cxplaiiatory material 

The Program Officer's task usually consists of 
reviewing the work of subordinairs (se below). However, in small
 
missions, he may have to calculate th: data and compile the charts
 
and tables himself.
 

Many of the same problems affect this task as were 
reported above concerning narrative wnriting, and in section I A con­
cerning evaluating informatior. The requirement that the same figures 
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be broken don into numerous categories is considered inappropriate
 
by many Program Officers because of the unreliability of much of
 

their information. It also is very time-constuning. 

For the last volume 1 o' the CAP, the Economic 
Advisor and I disagrced wihcther summary 
tables (E-4's) were required by Washington. 
CAP instructions wiere not clear. I decided
 
to go ahead and send the CAP without them, 
figuring Washington would ash for them if 
they were nrceded. No word from Washington 
yet, so I assume it vas O.K. 

* *** 

The tables for the CAP are not done yet.
 
Depuaty Director told me to go to the Program 
Econom:ist and simply tell him to get it done, 
n-ow. I h-sitatc to do that., howcver, because 
I have gorc to him several times in the past 
and vskcd L.bout thi.gs hc :,a: doing and whor 
hL could have them finish_2u. I altayz gct a 
big reaction iik: a oxpcctiro,. him ",.wThdo you 
mu to do, I'm only humzan .r-d I have no one to 
hclp mc." Becaus of' his attltuace I just 
don't bothier himii anymore. I guess he'll finish 
sooner or later. Perhaps this is very inefficient
 
of me, but I don't kno7 what else to do about 
him.
 

3. Cooidinates and supervises the work of others 

In many ways this is the most difficult task for a 

Program Officer because his lakh of authoriy over tue technical staff 

means that he must resort to pe.siusion or appeal to higher authority
 

to get his "orders" carried out.
 

Delays in clearing drafts with all of the people involved
 

in document preparation also create problems in accomplishing this 

task. 
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a. 
schedules and assigns work to subordinates and
 

technical personnel
 

1) monitors progress
 

2.) pressures as needed
 

The task involves establishing procedural guidelines,
 
intcrpreting directives from AID/W,and sotting internal deadlines.
 
Classification of certain portions of aocuments produced somctimes
 
slows wrork progress becausc it inhibits tho free flow of information
 
among 
 staff mcmbcrs who need to work with or review thece materials. 
Another problem frequently reportcd is that technical divisions ignore 
memoranda sent to them advising or inquiring about work progress so that
 
the Program Officer (or a subordinate) must spend u gi-eat deal of 
time in visiting their offices to give and get information. At times 
technicians rcfusc to conform to mission deadlines and will not turn
 
in reports until shortly before the AID/W deadline, creating great
 
difficulty for the Program Office Jn its attempt to develop unified
 

presentations.
 

We got a directive from AID/W which included a 
timetable for presenting the various areas of
 
our E-l's and suggestions for their improvement. 
They w;ere broad guidelines describing targets

and goals. I had copies of the dircctives;
 
distributed to the technioal divisions. There 
were no qu-ct'ono; the instructionc were very
clear. I was very pleased becnuce a couple of 
weeks earlier I had drafted a directive myself
which included many of AID/' -s suggestions for 
imp-oving our,E-l's and CAP preparation. I
 
had anticipated Washington very well, I thought. 

I handle the tight deadlines from AID/W by setting
internal deadlines well in advance of the AID/1l

deadlines. This worked well on the last CAP which 
was in AID/W carly. 
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b. reviews, edits and evaluates
 

Ordinarily, responsibility for developing good program 

documents is given to the Program Officer. He must examine all
 

document inputs produced by other people for both substance and style
 

to insure that they meet requirements and are clearly written.
 

The low quality of other people's writing is the 

major difficulty. According to many Program Officers, most technical
 

personnel and some Program Office subordinates simply don't know how
 

to write, and occasionally competent technical personnel dash off
 

their work hurriedly, knowing that the Program Office will "fix it 

up." An ancillary problem arises because some technicians resent 

the Program Officer suggesting or making improvements in their 

documents. This resentment occasionally develops into permanent
 

interpersonal conflicts.
 

During the CAP preparation, I was assisted by 
a subordinate who had never done a CAP before. 
I workud with him as closely as I could, but 
my time was limited by the "hurly-burly." I
 
did not realize that the subordinate wouldn't 
produce until the last minute, so there .as no 
time for ne to review his material which went 
from rough draft to final copy and then out into 
the pouch, with the rest of the CAP. Then 
there was a short period of "let dowm" and I 
forgot about that subordinate's contribution.
 
I then preparLd to review the strategy section 
in Wachington, but when I got to Washington 
the first criticism I heard concerned the
 
section of the CAP which the subordinate had
 
prepared. AID/W asked whether it couldn't 
have been done better.
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c. requests revisions
 

These actions may range from a suggestion for a few
 
changes given by telephone to an extensive iritten outline detailing
 

additional substantive materials needed or major stylistic rewrites. 
Some Program Officers arrange a meeting with the drafter and go over 
the document point by point. The problems cited regarding the 
preceding task also pertain to this one. 
Another problem is that
 
division personnel often regard the Program Office as delaying
 

unnecessarily long in acting upon materials submitted and requiring 

too many potty changes. 

The specialists in a division i;rote a report.

These people were th- ones who wore attaching
themselves to a host Ministry and so their 
report ccnsisted of all the great good that 
was going to come from onc type of aid. When 
I read this, I called in the Division Chief
 
and discussed the report with him. We agreed 
to have the technicians re;rite the report.
It has been rewritten but they have still not 
pinned down the exact aim of rhe project. It 
was my function here to analyzc this report 
and ask for further data. Ily background in 
this area stood me in good stead.
 

d. rewrites work of otl,crs 

Many Program Officers consider this tack a problem
 
in itself. It adds an extra burden to their workload during the last
 

and busiest phases of gett ."yout reports, and it creates personal
 

animosities (see above). 
 Th- tsk rangrs from correcting the
 

grammatical constructions tc completely reformulating the content of
 

a report.
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A subordinate wrote a section of the CAP. Zt 
was oratorical and verbose. He wrote things 
for which there was little evidence. This 
was very confusing and I had to cut and revise 
this considerably. 

When I arrived, a first draft of a document 
had been written. It contained lots of
 
repetition, rambl2d. I did not have time to
 
do anything with it, but later AID/W said a
 
revision of it should be prepared. They 
offered a man to help With it. I accepted, 
since I thought the man could edit and revise 
itbut it needed a lot more than just editing, 
and the man from AID/W was unfamiliar with 
local conditions. I decided I had to do it, 
and asked the Director to give me the time, and 
to let the Assistant ProGrar Officer take 
over. I worked day and night for Cix weeks. 
Then it took more time to clear with the 
Embassy. AID/W reviewed it and decided that
 
it chould include other information which had 
not been in their original gnuidelines.
 

I consulted the Director about his feeling 
that a division report contained too much
 
irrelevant data. The Director agreed and
 
sketched an outline of appropriate topics.
 
I took the report home and rewrote it. The 
next day I showed it to the Division Chief
 
who made a fer minor changes and approved it. 

I reviewed a proposal from a Division Chief. 
I felt that the text of the proposal was not 
presented in such a way as to get the best
 
possible response from AID/'. Th- benefits and
 
advantages of the proposal were nit spelled out 
clearly at the beginning. So I rerote the 
introduction with the Director's approval, and
 
this wns accepted by the Division Chief.
 

57
 



e. requests rcview by others
 

Most documents prepared in the Program Office are 
regularly reviwed by higher officers. If a technical report has been
 
e.xtensively altered, the Division Chief is usually given an opportunity 
to "approve" the final draft. Occasionally the Program Officer May
 
call upon various line or staff personnel to read documents to insure
 
that they are accurate and in accordance with mission policy. 
When
 
all personnel are very busy, it may be difficult to persuade others
 
to dcv~t, time to an adequate review. 

I routinely had subordinates check data in 
reports. They questioned the baseline for 
data in one report. I advised the originator
of the problem and my subordinate and the 
originator worked out the problem.
 

4. Supervises mechanical production of documents
 

This task involves instructing secretaries in following
 
format directives, providing assistance if drafts ure not clear,
 
supervising proof-reading, and monitoring document assembly. 
It also
 
includes making administrative arrangements for borrowing extra 

personnel if needed.
 

The necessity of asking secretaries and subordinates to 
work overtime, espec.ially rcr~on in producing the CAP, is considered
 

a problem by many Program Officers. 

Another problem wle have is that we -ire far 
away from anything. It takc3 a long time to 
send and receive communications with ashington.

We got into the last stage of drafting all thc
 
pages making up the final form of the CAP, and 
discovered that we were short of the proper forms 
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on which to make our drafts. We requested
 
more from Washington. The request was
 
days in getting there. When the actual
 
materials got here thej were the wrong kind 
and they arrived past our deadline. We
 
had to do the final draft without the 
correct forms, so we simply used what we had. 

(from interviewer) At the morning meeting, 
the Director indicated that a "working 
raper" about a pro-ram should be prepared 
to hand-carry to Wshington, and a smooth, 
final document would b., mailed to AID/W 
later. This was to enable them to get 
something into the mill early, and better 
thought out ideas would be submitted later. 
The Program Officer, instcad, turned out as 
smooth and final a dloctunent as possible, not 
only correcting minute typing errors, but 
also cancelling any reference to a future 
final document. I have observed other Program 
Officers having documents typed up smoothly
 
when it appears that Chey don't need to be. 
In this case, it meant that both he and his 
secretary had to work three hours overtime. 

(from interviewer) Getting the CAP typed 
up properly is a problem. There ore many 
drafts and revisions by Program Officers and 
Assistant Program Officers. The CAP is thick, 
running to a few hundred pages with detailed 
tobles, graphs, tabular precentotions, etc. 
The Progrom Officcr' , tinf- was consumed merely 
being availaLble ta typiotL, proofruading, and 
acsisting borrowcd occretarier who did not 
know the procedurec. The Program Officer and 
Assistant Progrem Office, helped to prolong the 
typing of the QIP. They would frequently have 
a typist redo an entire page to change one or
 
two words. 
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5. Directs forimrding procedures for documents 

.efersThis to all of the tasks perforimed in clearing 
and sending a finished document, obtaining approvals and signatures,
 
writing cover letters, and other routine processes. It also may 
call 	for hand-carrying a document to Washington in order to meet a
 

deadline.
 

We submitted our first phase (as called for by

Washington's schedule) with a request for 
comments, criticism and suggestions in the event 
that we should need to revise our sucond phase.
We got no response from AID/U so we got no 
benefit from any errors ire may have 	made in 
the first phase. Ie had to do phase two without 
any commen; or specific guidance from AID/U.
The result was that it took us longer to finish 
the CA- book (waiting for AID/W to respond) and 
ie would have submitted it late if I had not 
been going to Washington on consultation whfch
 
allowed me to hand-carry it. If AID/W doesn't
 
respond to our requests for timely guidance there
 
is nothing we can do.
 

The United States Ambassador must approve the
 
CAP, but he was taking a long time to clear it.
 
Ticrefore, I ias forced to wait for the 
Ambassador to write my transmitta] letLer. With 
the deadline for submiscion at hand, I sent the
 
CAP to AID/W with a notation that the Ambassador's 
approval and cover letter would bc forwarded later. 

D. 	Inte rates Development Plans With World-Wide Programs
 
e.g., Food for Peace)
 

The involvcmcnt of the Program Officer in accomplishing this
 
function varies considerably fromr mission to mission. 
This results
 
partly from differences in mission staffing and partly from differencea
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in scope of these programs as a consequence of conditions in the host
 

nations or of acceptance by the host governments. In most cases, the
 

Program Officer performs tasks similar to those cited previously, e.g.,
 

obtaining information, guiding others, making decisions, and preparing
 

documentation, as well as those to be discussed below in implementation
 

and program management. 

This function is cited as a separate "content" area because 

(a) some programs generate funds which are to be utilized in other 

sectors of the program, necessitating additional administrative 

procedurcs; (b) the integration of a program rith other sectors of 

the mission program may be complicatcd by tho involvement of non-AID 

administrative agencies located outside the host country: and (c) the 

actual implementation of a program may be carried out by a non-AID
 

agency over which the mission can exorcise little control. Those
 

factors create additional and perhaps unusual tasks in coordinating
 

rith other groups which may become the responsibility of the Program 

Officer.
 

MosL of the problems described above and below regarding 

regular programs also are encountered in these programs -- unclear
 

regulations and directives, undefined authority, policy conflicts,
 

lack of qualified staff, lack of host acceptance, and so forth. 

A problem peculiar to these special programs is the issue raised by
 

using religious organiz.ations for distributing food. This generates
 

opposition riot only nmong sectors of the host populption who arc 

hostile toward ccrtain religious grcups but also among reople in the United 

States. The forner m-ay extend their negative attitudes to AID, while 

the latter may contribute to public or Congressional opposition to 

AID at home.
 

61
 



I obtained approval from the Director and Ambassador
 
to recruit a Food for Peace Officer for the
 
mission. I discussed the matter informally
 
and met several prospects informally. I
 
called AID/W asking if my preferred candidate
 
was available. AID/W approved the candidate
 
on TDY basis. I drafted an acceptance cable
 
after reviewing fiscal data and checking With
 
the Controller to see how to get the candidate's
 
permanont mission to pay ac much of his travel
 
expense as possible. I could have submitted
 
a routine request, but in that case I would
 
expect no results due to a shortagc of Food 
for Peace Officers.
 

Since AID provides the commoditics for the
 
CARE program, I have come responsibilities for
 
the coordination of' it. I decided what is to
 
be done and prepared a program for the coming
 
year. Washington wac pushing two commoditics, but
 
I noted an item in the local newspaper repoi ing
 
a ban on one of them, apparently to protect the
 
local producers. I thought it would not be
 
right for the Unitcd States to e:qort it for
 
the CARE program, so I restricted the CARE
 
imports to the other comm.odity.
 

During a period of serious riots, I was distressed 
by the "bad press" that tha U.S. was getting.
I felt that some of the .-athcr large amounts of 
money that had been accumuinting from PT, 480 
sales could be used for sorn( conspicuous project
aimed at the urban, politically cons(:ious 
segment of the populntion. (I thiin1, the 
political impact o1 food gifts is lost in the 
complex processes of distribuLJcn.) I decided 
to "make a pitch" for a project, nnd proposed
this to AID/11. This Gave rise to a flap at 
AID/W. They said that they could not approve 
the projecr for political reasons. However, 
I argued successfully against their objections. 
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The host country has never had a PL 480 program.
 
It would be an inexpensJve way to give aid and
 
would facilitate our operations and influence.
 
It would be an entirely new idea here. However, 
I have not succeeded in creating any interest
 
within the host govrnmaent. I haven't been 
able to get them to understand the program
 
and its benefits. I had legislation and other
 
documents translatcd and sent to an appropriate 
Minister. I met with several different officials 
and explained how PL 480 would work herc. I 
finally had a larger meeting with several 
Ministry representatives, the Director, the 
Controller, the Assistant Program Officer,and
 
myself to gct some ruling or idea about their 
impressions. We discusscdi it in full and 
they said they would study it further. The 
last I heard,they gave the action to their
 
Minister for decision. I think the principal
 
reason for my lack of success is that I
 
haven't had enough time to personally explain 
the program to them. As a r.sult, they wil2
 
not formally propose it. In the future, 
perhaps, I'll get some time. 

A cultural difference which mades headaches for 
one of the programs is that the host nationals
 
have no concept of a governmunt velfare program. 
All of the welfare is usually handlcd intra­
family. This makes it very difficult for the
 
PL 480 program whcr we are attempting to 
get vc[ross the concept of government welfare. 
I try to cxplain this co-,-ept t,- the host 
government officials. 

I want the host gov-rnment to propose a PL 1:80 
program. It vould be to both our countries' 
advantage. I have been arranging meetings with 
a Minister -- whenever I can spare the tiue -­
to explain such a program to him. I'm trying 
to point out all the advantages to him. I'm 
doing this in a very concrete manner so that
 
he realizes that I mean what I say and rill 
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take immediate action if and when they make 
such a proposal. I am in hopes that once
 
I get to spend a little more time ith him
 
he will see my point and take the lead
 
himself.
 

I assumed that a host Minister knew I didn't 
have an organi.,ation capa.le of (istributing 
PL 480 coxnaoditics and, conrequtently, I
 
assumed that they would be willing ;o hire
 
an organization such as CARE 
 to take charge

of it. The iiLnister did not h'avu this
 
attitude aind would not sign thc, agiccment

in spit,-, of Lh, Qact ti2t I uzrd .ver-onc
 
else a'sumeci tha there would be no delay

in signing. Just why this happened nobody
 
knows.
 

A religious agcncy prepared poCters for the 
program as per regulations. The posters
highl.ightcd the agency and free food and 
mentioned U.S. contribltions in :mall print.
I instruc led the Co:umnuieizt ions i.Ldia Division 
to mekrl up f,2,)thcr poz' er vithout cnphais 
on frc' food bccauz I kneu th2u it waun't 
going to b,, lung- r. tried,'ice Inuch I to 
increasc crphasis on our coctributicn without 
mnLking t too prominent du. t3 the p iblicity
restriction. i umrgoing Lo have the posLers
printed in the miss.ion ond incur,! that 
the aistribution is monitored by internal 
auditors. 

64
 





II. PARTICIPATES IN PROJECT IMPLEMENTATION 

The Program Officer usually has responsibility for directing and 

supervising the processes involved in completing the final arrangements 

and documentation for all projects. Many of the tasks performed are 

similar to those described in the preceding section regarding review
 

of plans and documents. 

Many of the problems encountered are also similar to those 

commented upon above: ambiguous directives from AID/W, policy conflicts 

between the mission and AID/W, and undefined authority. 

The greatest problem reported concerns the need to accomplish 

these tasks under extremely severe time pressure. Ordinarily preparation 

Once plansof project plans occurs after the start of the fiscal year. 

have been submitted, only tentative arrangments may be made pending 

AID/W approval and fund allocation, and AID/W cannot make commitments 

until Congress acts on AID appropriations. When the cycle is delayed,
 

the implementation of projects on the mission level takes place
 

hurriedly. Many Program Officers attribute the inadequacieo of docu­

ments to the extreme hasin with which they are prepared in order to meet
 

the deadlines for obligating funds.
 

A less pressing problem, but one that irritates many Program
 

Officers, is Washington's "second-guessing" the mission concerning
 

the details of particular projects. It not only holds up implementa­

tion, but also discourages the efforts of field personnel who feel that 

AID/W lacks confidence in them.
 

Another problem arises from the practice of encouraging other 

agencies to take over AID-generated projects. After mission personnel
 

have devoted considerable effort to planning a project, they experience
 

donor steps in and assunies thea psychological let-down when another 

responsibility for operating it.
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Sometimes when the Mission Director or other personnel are new,
 

the Program Officer has a problem in keeping them from starting work
 

on projects before all of the necessary formalities have been completed.
 

A. Reviews Background Information Relevant to Projects
 

In order to insure that all requirements have been met, the
 

Program Officer must be familiar with the details of regulations, mission 

and AID/W policy, and funding procedures, as well as with the substantive
 

aspects of project plans set forth in the CAP. A review of the CAP is
 

almost always required because of the usual time lag between submission of
 

the CAP and the onset of the implementation phase. 

1. Confers with staff
 

As indicated in earlier sections, conferring refers to
 

discussions which may range from short telephone conversations to formal
 

meetings. Conferees may include anyone within the mission or technical
 

divisions who has information pertaining to this functicn. In general,
 

the persons most frequently consulted wil.l be the Technical Chiefs,
 

Program Office subordinates, the Director and Deputy Director.
 

Washington sent approval for a project and an agree­
ment for the host to sign. Although the agreement
 
had been formulated in Washington, certain sections
 
were negotiable. I had to prepare myself to under­
stand everything in the agreement so as to be able
 
to answer questions from host officials. The Director
 
also had to be familiar with the agreement. With the 
Director I went over the agreement point by point in 
detail. U checked with the Controller on points we 
did not understand. The intense preparation was re­
quired because the agreement was in English, and few 
host government officials know English. 

** *, 

2. Reviews documents
 

The Program Officer consults a variety of documents in addition to
 

the CAP for infonnation relevant to developing final details of approved
 

projects. These documents include various AID/W directives or special
 

instructions, project reports, or other materials.
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We are spending a million dollars in setting up a
 
project. It will be completed shortly. We have
 
a private agency representative here who has been
 
working in this area with the host government.
 
He has apparently impressed the Ambassador with his
 
ideas on what could be done to improve the services.
 
The Director has asked me for my comments about his
 
proposals. I told the Director I couldn't comment
 
until I had evaluated the results of the last project
 
done in this area.
 

We had a technician here for 2 years who was doing

just the type of work that had been suggested. I 
got the former technician's end-of-tour report and
 
studied it. It was obvious from this report that
 
he received no cooperation from the government
 
here and that their organization in this area was
 
tenuous and loose. To me, it seemed that the steps
 
we should be taking were to assure and assist in
 
establishing a proper organization rather than to
 
concern ourselves, as the representative buggfsted, 
with improvement of services at such an early stage.
 

I was talking to the AID/U Desk Officer via telephone. 
The lle sk Officer said that there had been a delay
 
in signing a contract for a project. Therefore,
 
the Projecl Implementation Order/Technician (PIO/T)
 
and Project Agreement had to be amended to change
 
commencement and termination dates to coidply with the
 
new dates made necessary by the contract delay in
 
Washington. I didn't think there would be a problem, 
so I told the Desk Officer that the amenrbnents would 
be made. However, when I tried to accomplish this, 
the Controller said that amenrrients to PIO's and 
Project Agreements could not extend termination dates 
beyond 3 years from the original date of the signing 
of the contract. He was firm about this, even though
AID/W had given the order. I then wcnt through 
manual orders for 1-1/2 to 2 hours in order to find 
a ruling on the matter. I founi a sentence which said 
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that extensions beyond three years could be made if
 
the PIO/T and Project Agreement were both changed.
 
The Controller then complied. The Controller
 
apparently had not known of this particular rule.
 

3. Obtains clarification as necessary 

In order to provide guidelines to other personnel, the Program
 

Officer must interpret rules and directives. Since these are frequently
 

ambiguous, he may need to contact AID/U to obtain clarification. He may
 

go through channels or resort to contacting personal friends in Washington 

to expedite answers to his requests. He may also need to clarify points
 

in various project documents prepared in AID/W. Similarly, he may request
 

advice from AID/W concerning issues which apparently are not covered
 

by existing policy.
 

I wrote the first draft of a cable to Washington
 
to get clarification on a program loan agreement.
 
I sent the draft to Division Chiefs for clearance
 
and comment. One Chief pointed out an error in the
 
draft agreement which I had not mentioned in my 
cable. I should have noticed the error but simply
 
did not. I had been present when this matter was
 
discussed and agreed upon by the host government
 
and would have ]nown it was wrong in the agreement if 
I had paid attention to the wording.
 

I wrote a very clear cable to AID/U questioning 
an approval they had made of the wrong figures. 
It was not effective, however, since AID/U 
did not respond to the questions raised by the 
cable. 
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At a meeting with a host Ministerthe Director,
 
Controller and I made a point-by-point explana­
tion of a Project Agreement. We could not agree
 
among ourselves about the meaning of one point.
 
We told the host Mlinister that we would cable
 
AID/W requesting clarification on that point.

Since the Project Agr..enent was written in AID/W,
this action couli pro-eint future problems arising

from a misinterprcation. 

Five weeks of a 2-mcnth stay by a team of
 
advisors were in the current fiscal year, the
 
rest in the next. AID regulations do not allow
 
saving or ca' ying over funds from one fiscal year
 
to pay salaries in the next fiscal year. The APO
 
and I spent 2 houcs ,c>rching for regulations en­
abling payment of this team totally out of this 
fiscal year funds. Nne was found. It happened

that the Controller w s ill and could not be 
con­
sulted. Ie even.uall decided to cable AID/W for 
advice. Payment woula have been simple if'I had 
elected to pay the team for their work in funds 
from both of the fMscnl years. Ho,ever, this would 
require two separate rsignatures from the appropriate 
local national official. Local signatures were
 
hard to get because of che currenL eiection situation
 
which made officials hesitate to put their names on
 
anything. In addi+Jon, I felt silly asking an
 
official to sign tw. papers on the srxie subject. 

AID/U7 authorized loans to the host government to 
purchase certain types of products. The conditions 
of this loan, even though agreed upon by Uashington
and host, may create a problem for Liporters. They
discussed the iLsue with the Director and me. 
 Since
 
we are not ".rll-enough versed in the legfal aspects, 
we had to forward the substance of our discussion to
 
AID/U for an answer.
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Importers seeking a loan called the mission and 
asked to meet with the Controller and me. They 
pointed out that if their products could be pur­
chased from a neighboring country problems con­
cerning the loan would be solved. The Controller
 
and I both felt that there would be no objections
 
on AID/U's part because the agreement did authorize
 
these arrangements if necessary. We insured that
 
they knew our assurance was contingcnt upon approval
 
by AID/W. We then drafted a cable stating the facts
 
and relaying our discussion to Washington.
 

B. Reviews and Approve-,Details of Project Plans
 

The steps involved in accomplishing this task are similar
 

to those described in sections IB3 and IC3. Many of the same problems
 

in working with technical personnel are also encountered, so that
 

frequently the Program Officer and his subordinates have to do the
 

technicians' planning and paperwork. The chief difficulty in this
 

function lies in Juking the adequacy of the plan for achieving the
 

approved goals, since all too often the incumbents believe the
 

Diiision Chiefs' judgments are questionable. 

1. Checks plans for conformance to goals and regulations 

This task involves insuring that plans fill the goals of the 

mission and AID/W regarding the host country. Difficulty sometimes
 

arises because these goals are not always explicitly stated and it
 

is hard to determine whether or not specific projects are applicable.
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A Division Chief came in with a new proposal from: 
the host government requesting funds for certain
 
equipment. The Director and the Deputy Director 
thought it a good sound proposal and wanted to do
it in the new FY which meant we would have to do 
the Project Agreement within a week, in addition
 
to getting all the others signed. They gave it to
 
me for analysis and recommendation. It sounded

good to me but I couldn't fund it with unobligated
funds -- there weren't enough. So I thought that 
we should write to AID/W requesting the additional
 
funds. From my AID/W experience I thought it was

the kind of project and amount they would approve.

The Director and Deputy agreed and okayed going to
 
Washington. 
I then talked to everyone concerned 
about the proposal to make sure I understood all 
its aspects. I got information from the host 
Ministry, the Division Chief, etc., and asked such 
things as who would use the equipment, were
 
qualified personnel available, was better equip­
ment available, etc. 
 I was satisfied about these

ramifications, drafted the request and sent it to
 
Washington. 
As it turned out I committea a
 
gross error. The equipment was produced only by
 
a firm in another country, a direct violation of
 
our "buy American" policy. It took all kinds of
negotiations to "get us off the hook" here. This 
obviously reflected on my judgment. AID/W is
 
aware of this big mistake. It's embarrassing to
 
me. 
I felt personally and professionally guilty
 
and sheepish.
 

An approved project which I inherited involved the
 
construction of roads. 
 I approved plans for these
 
roads to meet certain construction standards.
 
AID/w questioned this, By this time, the mission 
had committed itself, and could not talk the host
 
government into changing the standards to what 
AID/'I considered appropriate. I did not focus 
soon enough on what was really important in the 
project. 
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The host proposed a participant to go to the U.S.
 
This nominee was not very qualified to begin with
 
and his English was riot very good. He was also
 
rather lazy. However, he had political connec­
tions which ,riade the situation more ticklish. I 
certainly felt that he Ghouldn't go and so did the
 
Director. Due to his connections I just let it 
drag withour 1.'wing a decision. I also did not keep 
in closc contact with the nominee to let him know 
there was some doubt about his approval. Finally 
it got to the point where I had to make a statement 
and I had to refuse t.-e app]icant. This made a bad 
imprer~sion with the goverrunent. I should have taken 
a fir; stand and gotten it over with. I knew that 
I couldn't Justify this participant so I should 
have tnken actien immediately. 

* * -0 * 

I felt that a particular participant selected was 
so unqualified that the objectives of the program 
could not be fulfilled by sending him. I called
 
in the Technica] Division Chief and the Training
 
Officer and told them tUat the Program Office 
would withdraw approval of that segment of the pro­
ject unless someone else vras selected. 

* * _ * 

I tried to solve theproblem of interpreting Manual 
Orders by hamering at people to produce good 
documents, and pushing them to find a way to 
accomplish aims within regulations. This has been
 
fairly successful.
 

A relative of a high host official was going to the
 
U. S. as a participant. We knew this was to be 
something of a honeymoon for him and we knew 
unofficially tha be did not intend to work in the 
area of his training when hr got back. Ile there­
fore wrote a memo to his Ministry saying that if 
the returned participant was not utilized for his 
intended purpose when he returned, the host govern­
ment would have to repay to the U. S. government 
the cost of his training. The Minister balked but 
it was finally agreed upon. I talked to several 
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people about this and came to the conclusion that it 
was AID policy to get these assurances. The state­
ment of intended use is written into commodity
 
agreements and I proposed writing it intj partici­
pant agreements to give us uore insurance that our
projects were achieving their desired ends. 
 I
 
talked to the Controller about it and he said they
did have such a written understanding about parti­
cipants in other posts. So I asked that we include 
this stipulation in the project agreement for parti­
cipants for the coming fiscal year. 
 It was adopted

and ritten into the agreement. At first the host 
Minister i cfused to sign it, but we got him to 
agree after a series of negotiations. I think 
our training program is now much more effective be­
cause of this clause.
 

a. reviews and edits documentation for grant projects 

b. reviews loan applications 

These tasks parallel those described in section IC3, 
and are affected by similar problems and obstacles. In some missions
 
the Program Officer may act as an advisor to a Loan Officer, rather
 
than having direct responsibility for the task himself.
 

2. InstitutLs revisions of project plans 

In the event that project plans as presented do not meet
 
the requirements, the Program Officer may advise the originator of
 
appropriate changes to be made, may request a Program Office subordinate 
to make changes, or may accomplish replanning and rewriting himself. 
Extensive substantive changes will usually be cleared with the Director
 
or Deputy Director and with the technical division.
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A project from technicians planned a large job 
requiring host nationals. I had visited the 
area and noticed a dearth of laborers. The job 
couldn't be done with the available laborers.
 
I cut off the plan which would have forced a later
 
distortion of the program.
 

A division chief requested some equipment. I sent 
the request back saying that no specific plans 
were given for using the equipment and there was 
no pla:ming for training host nationals to operate 
the equipment. 

C. Conducts Negotiations
 

The Program Officer sometimes conducts negotiations him­

self and at other times acts as an advisor to other personnel. Because
 

of the restrictions on making commitmunts at the mission level prior 

to AID/U approvals, conzoderable shill may be required in developing
 

strategies for preliminary discussions which do not create the impression
 

that binding promises are being made. Misunderstandings of this sort 

frequently create difficulties in concluding final agreements later.
 

A problem which can have riaJor repercussions involves 

insuring that all mission negotiators understand and present unified 

statements of the mission's position on various matters. Technical
 

Chiefs, because of their tendency to thinh: primarily in terms of their 
own projects, may require careful instructions on this point. In some 

countries where there Is a tradition of sharp bargaining and a deliberate 

use of' "divide aid conquer" tactics, this problcra becomes important 

in all types of negotiutions. 
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1. Negotiates with host country officials 

Negotiations are very often time-consuming and may become 

more so if conferences must be conducted through interpreters. The 

Program Officer who cannot speak the host language frequently finds 

that he must call upon other mission personnel to speak for him. with 

possible loss of respect of the host officials and almost certain loss 

in communication. In some cases, the Program Officer must perform 

the negotiations for technical officers because they -annot speak the
 

language, thus increasing his own workload during the rush to complete 

project implementation documents.
 

Even in cases where there is no language barrier, communicating 

with host officials can be difficult. In certain areas of the world, 

cultural practices involved claborately circuitous di:;cussions and it 

is hard to obtain a clear statement of the host's position or opinion. 

It may occur that mission personnel misinterpret politeners for acceptance 

of their statements, or the hosts may make the slu:ie mistake. A related 

difficulty pertainq to the meaning of terms. For example, one report 

cites a case in which the term "project" -was used by the host to mean 

"idea", while the U. S. negotiators were thinking of' bags of cement, 

man-hours, and so on. 

Other problems relate to the confusion of authority aong 

various agencies of the host govornrsent. Conflicts and power 

struggles between central government agencies and provincial govern­

ments, or among central agencies, may necessitate conducting multiple 

negotiations for the same project, or expetiding considerable ecort 

to rework plans in developing compromlses acceptable to competing factions. 

There is also a risk that some influential official may be overlooked 

initially because it is not obvious that he should be involved, and he
 

may be so offended that he scuttles the project entirely. Frequent
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changes of personnel in host agencies also require duplication of 

while the new incumbent learns aboutthe projects.negotiations 

Difficulties also arise because many host governments are new
 

and staffed by inexperienced personnel who are not willing to accept re-


This creates delays while arranging
sponsibility for maling decisions. 
to see.to see higher officials, who frequently are extremely busy and hard 

Some of the problems associated with AID's inability to supply
 

full project information to host officials have been mentioned above
 

(see IBlc) and also apply here. Another problem created by this curtail­

way reverse prior commitments uponment of information is that hosts 

seeing fuller project details and bring about complicated and prolonged
 

negotiations. Reversals also occur as a result of political changes
 

in the host governent.
 

AID/W's preference for Project Agreements that are not
 

stringently binding upon USAID may raise the suspicions among the host
 

government officials that they are entering into a bargain slanted
 

in AID's favor, and they may become more difficult to negotiate with 

on these grounds. Similar problems may arise when AID regulations change 

or a new Program Officer conforms to procedures that his precedessor 

ignored, resulting in increased costs to the host government in ful­

filling its share of a project.
 

A project director discovered that the local costs
 

had bern underestimated and that additional host
 

funds would be needed, I asked the project director 
to deteimine how much the hoot agency would benefit 
from, the c.ompletion of the project. I negotiated 
with the host government including the budget grokip, 

and frankly presented the problem. I persuaded tne 

host goverrmcnt to contribute hi' the additional 
funds necded and put up half the fund-, from counter­
part fund,. I was successful because I was able to 
convince the hosts that the problem w,.s serious and 
that they shared hie responsiLility for it. LThe 

wasAssistant Programn Officer comented that this 
successful because the Program Officer had treated
 
the host officials as full partners and as serious and 
responsible officials .J 
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A plan called for a large joint AID/Local project.
 
AID/W approved one way of carrying out the project.
 
The local government preferred another way, partly
 
for political reasons. I talked with two 
Ministers and the Chief of State and finally con­
vinced them to pass legislatlon enabling the project 
to conform to AID/'s approved method. 

I have tried to lick the AID/U delays in approvals 
by trying to anticipate their approval. This year 
we are preparing Project Agreements and negotiated 
preliminary agreements with the host government 
to get some of the wor]: done before the approval 
comes in. I must make sure the hosts understand 
that it reall' is tentative. Whether or not this 
will work, I don't luow. 

A routine spucification in a Drojcct Agreement 
is that in the case where there are differences 
in translation between English and the host 
language vernions, the English language version
 
will be the official version. A host official 
objected strongly to the wording of a project 
agreement, saying tha_ _ is the official 
language of the country and that it was impossible 
for English to be the "official" language. I 
amended the document to read...."the English 
language version will apply."
 

The Director and the host Chief of State agreed 
on AID support for a local industry. I asked
 
for a later session between myself and the 
Chief of State alone to discuss details, oo that
 
the Director would not disrupt the plan and 
would not have to devote time to details.
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In arranging terms for a survey team, the host 
officials were supposed to collect and supply 
data to the team before they arrived. They
 
never gathered the data, and USO people had to
 
collect it after the teams' arrival. This was a 
failure on my part to realize that they had not 
been clearly pinned dowm, and a lack of follow­
through on the part of the Technical Division.
 

A host Minister met with me to sound out a pro­
ject. I told him generally what AID could do. 
I made a later appointment to discuss details 
and specific problems. I explained that 
recruiting ____-speaking instructors would be 
a problem. I told the Minister that local 
administrative costs could not be admitted 
because of the balance of payments problem. I 
reviewed the whole idea between meetings, also
 
checked CAP, other projects, and priorities,
 
AID/W guidelines, etc. At a third meeting 
I informed the Minister that the project seemed 
sound. Specific points were discussed further at
 

scvral later meetings, some attended by the techni­
cal team's chief to that he could provide additional 
information or suggCetions. 

The USAID position was clearly and unuribiguously
 
presented; the discussions were carried out
 

smoothly and purposefully, and the negotiations
 
did not cover a long period of time.
 

I K * * 

A commodity request was prepared for a project for
 
assisting an industry. The host Minister refused
 
to approve it on the grounds that the industry 
would be competing with existing industries.
 

Another Minister was angry and said he's tired
 
of the first Minister sticking his nose into this 
area all the time. 
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I was in a dilemma. Should I go to defense of the 
-second Minister with whom I agreed, or should I try

to mediate since the first Minister is powerful andis AID's best friend here. 

My decision was to mediate and substitute different 
items in place of the controversial commodities.
 

The problem of dual negotiations with the planning
 
agency and the Ministries was acutely exemplified

in one project. TheDirector and I wcre anxiocts to 
expedite approval of the project and obtained a
 
preliminary outline from the USAID Division Chief
 
who had been working on it with members of the host 
Ministry. I took the outline to the planning agency 
and after much hassling obtained an approval. 1.1hen 
I took this back to the Division Chief he "blew­
up" because of the changes made. He was particularly 
angry because I had taken these steps without his
 
Imowledge or approval, and I frankly confessed that 
it was a mistake. The Division Chief refused to 
accept the changes and I had to withdraw it while the 
Division Chief and the host Minister drew up another
 
outline.
 

When the outline was submitted to the planning agency
 
the latter requested that I be present at the meeting 
and the Minister asked the Division Chief to come 
also. The Minister did not attend, but the head 
of the appropriate Department (within the F/inistry)
 
did attend and nearly destroyed the whole thing
 
again. At the beginning of the meeting the planning
 
agency called on the USAID Division Chief to justify 
the outline. This he did eloquently. Then the host
 
Lepartment head denied ever having approved the matter.
 
When the Division Chief produced paper evidence of 
their having gone over the details together several
 
times, the Department head said he didn't think
 
they could fulfill their part of the bargain.
 

The planning agency called a halt at this point and
 
said they would take the matter under consideration.
 
I felt that a letter should be sent to the planning
 
agency explaining the situationcnd pointing out that
 
the USAID had indeed made prior agreemento with the
 
Minister, in spite of what the Department head had said.
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But the Director suggested that I simply phone the
 
Secretary of the planning agency. The latter
 
said the members of the committee were well 
aware of what was going on and what the Depart­
ment was trying to do. 

I agreed with the Division Chief that the details 
and priorities of the project should be determined 
by him and the officials of the Ministry and not 
by the planning agency. I also know that the 
Division Chi,.f would like to deal only with the 
Ministry and that their agreements should be
 
sufficient and final. But the planning agency 
is "a fact of life". The Division Chief should 
accept the fact that the government is new and its 
people will ask questions well beyond the scope 
of their authority. The Division Chief should
 
adjust his program to it, and not fight it so
 
hard.
 

2. Negotiates with contractors 

3. Negotiates details of loan applications
 

Some missions have Contract Officers and Loan Officers
 

who have primary responsibility for these tashs and the Program
 

Officer then acts in an advisory role. Many contracts and loan
 

agreements are prepared in Washington, where the negotiations take
 

place, and the Program Officer need only review the documents. In
 

some cases, however, he may conduct these negotiations and would
 

require knowledge of procedures pertaining to loans and contracts 

and the relevant AID regulations.
 

Problems regarding contract and lcan negotiations often
 

duplicate those indicated immediately above. Other problems arise
 

for Program Officers who lack knowledge of legal details, especially
 

when there is no Legal Advisor attached to the mission staff. When
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documents are prepared in AID/W, the Program Officer may find he 
has problems understanding the reasoning behind certain details and 

interpreting these to host officials. 

In the implementation of a construction project,

it was not clearly specified whether a ho-st
 
contractor would have to pay a host government
 
business tax. Arguments over this have delayed
 
theproject and taken much 
 of my time. I should 
have negotiated this point before the Project
Agreement was signed. IThe Deputy Program Officer 
feels that it was time-prdssure which caused the 
Protran Officer and the rest of the Program Office 
to overlook it.7 

The host officials had selected a contractor to
 
do some work on an AID project. I'Je
objected to the
 
choice, on the basis that thc contractor was
 
unqualified, so another was selected. 
The unsuccess­
ful contractor protested to AID/U, telling them
 
the host specifically wanted his company and insisting
 
on their reverting to the original choice. AID/W
 
sent us a cable instructing that the original
 
contractor be used. I recommended to the Director 
that I be allowed to discuss the situation with the 
host government. lie agreed. I learned that 
host government was in agreerment with us and had
 
made no statement about reverting to the original
contractor, nor had they any desire to do so. 
I
 
reported this to the Director, presenting him a cable
 
to go out to AID/W containing the facts of the 
situation. The Director cleared the cable and AID/W 
upheld the mission.
 

X*** 

I recall one incident in which my memory saved
 
trouble. A contractor had submitted a contract
 
for approval which contained a clause referring to
 
a 1954 agreement for its justification. The contract
 
had been approved by all the other offices in the
 
mission, but when it came to me, I remembered that
 
the 1954 agreement had been declared illegal. So the
 
contractor had to change the clause.
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In order to inuure that host government officials
 
thoroughly understand the tenas of a project 
agreement for a loan the Director and I took the
 
Controller to a meeting with us to handle questions 
on the mechanics of the loan. At the meeting we 
read the agreement point b point, word for word, 
in the host's language, and explained each passage
 
to them because few of them are fluent in English.
 
At this first meeting we covered ten pages, and 
plan to finish the remainder at another meeting
 
tomorrow.
 

I. Obtains necessary signatures
 

Frequently this task is an easiily accomplished routine
 

procedure in :oncluding formal negotiations. In some instances, how­

ever, host ministers delay signing documents that have been fully
 

agreed upon, so that it 's difficult to forward them to AID/W by scheduled
 

d(a(llines. It may also be hard to arrange appointments with high 

officials. Sometimes host officials will sign agreements without 

reading them, and this can lead to later misunderstanding of what each
 

side has agreed to do.
 

A contract had expired and steff salaries were
 
being paid out of the contractor's owm funds. 
They required a firm financial commitment 
from AID in order to plan for the next year. 
Te Division Chief concerned was new to the job, 
couldn't speah the host language. A major 
new agreement involving host refonns had to 
be worked out. There was not enough time to 
work; out a complete Project ,Agreement before 
the obligating deadline.
 

I suggested to the Director that efforts be
 
directed to completion and host signature of
 
the necessary PIO/P and other documents rather
 
then the complete Project Agreement. These
 
signed documents become legal dollar-obligating
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documents for the L. S. and the host govern­

ment where the P;:.'Je:t Agreement has not been 
signed. 

My suggestion was ac epted and the money 
was successfully 0o1iated two days beforethe deadline.
 

The Mission needed to sign 'ore projcct 

Agreements, in order to meet obligation
deadlines. But a law says thL Director 
cannot sign any agreement for over $100,00 
if more or additional money will be needed
for which plans are not already spt1l ed 
out. A huie construction project is involved. 
My solution was to sign the agreements forsegnents of the project since no one costa 
more than $100,000.
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III. WAGES PROGRA! 

The Program Officer ordinarily serves as a high-level reneral manneor 

for the total mission program., altho -h in certain missions portions of 

this work will be handled by the Director or TlepUty Director. There are 

three important aspects to this managertal ".iction: insuring proper and 

efficient operation of projects, monitcring program budcets, r'nd providing 

for the distribution of .rformation. 

A. !!onitors and Guides Projects
 

1. Obtains information on project ,tatus and host contributions
 

a. confers with U.S. personnel 

b. confers with third-country or multiltterul personnel 

c. confers with host movernment personnel 

d. reviews project status documents 

e. visits project situs 

f. assigns others to observe field operations 

Thi methods of carrying out the tasks involved in t.,in function have 

been described in earlier sections. There are some additional cortments to 

be noted, however. It frequently hap:pens that the United Srtntes and co­

operating host government personnel try to conceal deficiencies In orojects,
 

or overstate their effectiveness. In there cases, third-country or multi­

lateral personnel can sometimes provide the most rccurate reports about 

project operations. The consensus of people intervJewed in the nstudy is 

that field observations are the best -;uurces of accurate projcct Anforma­

tion. As reported in section I A 3, the majority of' Prugri1 Officers 

maintain that the volume of work within the mission prevents them or their 

subordinates from making field trips. 
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Monitoring certain types of technical projects, by whatever method,
 

may be difficult for the Program Officer who has no specdal knowledge in
 

those areas. Often, the only expert available is the Division Chief whose
 

project is in question. When host national experts are available for con­

sultation, they may be reluctant to criticize U.S. operations or personnel.
 

As an example of conflicting information, a
 
Division Chief was informed by his counte.part in
 
another country that a new serious dis.ase was 
spreading very rapidly through the area and that 
it was highly contagious. The host government was 
informed about this and an urgent Ministers' meet­
ing was held to decide to buy the vaccine necessary
 
to fight the disease. Then, when the Mission 
Director was on a trip, he met the Mission Director 
of the other country by chance, and the latter told
 
him the situation was really not so urgent. Thus 
I still do not feel that I really know how urgent the 
problem is. I think the risk of the disease
 
justified the measures we took, but concluded this
 
primarily from logical rather than technical
 
considerations.
 

The inadequate information problem has not really
 
been solved. I hold meetings and discussions, and
 
feel the problem is getting better because, with
 
experience, I am getting able to analyze the infor­
mation better.
 

I am frustrated by repeated defensive action on
 
the part of some of the Division Chiefs. For
 
example, when rumors of the inadequacy of a program

reached me, I asked for a report from the Division 
Chief. After a long interval, I finally got an am­
biguous reply. I kept hammering at the Division 
Chief. I finally called a meeting of the whole 
division to see if I could get a clear statement.
 
They did not speak up. I kept on gathering evidence
 
of its relative ineffectiveness, until I convinced
 
the Director that I was right.
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The Division Chiefs are not prone to report lack 
of success if they think a project is a good one.
 
I have to probe, question, and get opinions from
 
host officials to try to determine its worth. 

An outlying provincial project was equipped with
 
radio for contacts to the other branches. When
 
I arrived, I learned that the radio would only
 
contact one other station. The radio had recep­
tacles for five crystals but had only one crystal. 
I sent the extra crystals. 

When I arrived here I figured that the mission 
had done without a Program Officer for a long 
time so they could do without one for 6 weeks more. 
So I got out and saw the projects we were doing. 
I gained very much from that experience and I 
want to do more of it in the near Cuture. There 
is still one project I haven't seen. It gives a
 
better background for evaluating reports and requests
 
from project personnel, and from getting out to
 
see the projects right away I got a realistic under­
standing of the program as it is working.
 

One way that I do get out is when I am assigned 
the task of escorting visitors from Washington. 
For example, two high-level visitors are expected 
and I will travel with them for 3 days, visiting 
the various projects that they select to visit. 
While on such trips, I am able to make subjective 
judgments about project operations. I average
 
one field trip every 8 months.
 

A report came in from one province that they planned 
to do certain work soon. On an earlier field trip, 
I had noticed certain aspects of the project. By
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chance I made a quick calculation of how my ob­
servations compared with this report. I found 
that their report was greatly exaggerated. I 
was able to save money and to prevent false
 
reporting to Washington. 

Technicians planned a large job on a project. I 
had visited the project and noticed the dearth of 
laborers. The job couldn't be done with the avail­
able laborers. I cut off the plan which would
 
have forced a later distortion of the program. If
 
I had time to visit the field, I would probably
 
catch many more errors. 

We have a project in one of the provindes which
 
is almost finished. The provincial government
 
wants to continue it because they thin]; it is
 
advantageouzs to them. 
But we won't do this until
 
we know the effect the program has had in the past 
so that we have some idea of its desirability in
 
the future. We also want the request afor con­
tinued program to come through the central
 
government, not the provincial becausegovernment, 
it has to be important and effective enough to
 
stimulate nation-wide concern. 
This would indicate
 
to me the amount of success the program has had or
 
not had.
 

Yesterday I met with a technician in that province.

As a result of our discussion I have concluded, that 
the best way to evaluate the program is to send a
certain Division Chief to the province with a repre­
sentative of the host Minister to inspect the project

sites, talk to the people involved, and make a

subjective, on-the-spot estimate of the program's
worth. When they get back, we will have something 
concrete, on paper, on which to base our decisions 
about the continuation or elimination of the program.
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In a construction project, a host architectural firm 
contracted has produced very poor plans, completely 
unacceptable by U.S. standards. No one was aware that 
the plans were so bad. I heard that it was a prob­
lem, but didn't have enough staff to investigate.
 
The aivision made no reports of the difficulty. 
When rumors got stronger, the Director assigned
 
USOM personnel from another division to evaluate 
the design and they discovered the truth. Pain­

t
fully difficult negotiations are now being conducted 
and no one can see a good way out. 

2. Evaluates projects
 

Very few Program Officers report that they perform this 

function in any formal sense. It is done implicitly to a certain extent 

in the programming function, but because there is little urgency for sys­

tematic evaluation, it tends to be ignored under the pressure or more 

urgent demands on staff time, The tasks of examining and analyzing pro­

ject operations and results are difficult in that there are no systematic 

criteria or procedures established. For example, one Program Officer 

reports that while it is possible to determine the number of secondary 

teachers being trained, it is impossible to determine if they are being 

adequately trained, quickly enough, and if they are really needed. In 

areas where evaluation is possible, a competent, objective, evaluation may 

be provided best by outside contract teams, but there are usually no funds 

to hire such teams. 

The evaluation questionnaires sent out by AID/I1 requesting 

quantitative data are considered by some a waste of time because they ask 

for information which is frequently irrelevant to project goals. 

3. Corrects proJect deficiencies
 

Effective operation of mission projects may be prevented
 

by many things. It is the task of the Program Officer to become aware of
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any difficulties which arise and to provide advice to technical personnel 

in correcting them.
 

There are certain circumstances affecting project operations 

which the mission has little control and which may necessitate theover 

of stopgap measures to cope with them. For example, politicaldevising or 

stop all projects, so that programeconomic crises in the host country may 

schedules cannot possible be met. Projects requiring seasonal timint; for 

certain steps, may have to be substantially revised and objectives reduced. 

Work stoppages also occur because AID/W fails to take 

prompt action on requests for commodities or personnel. This may result 

in the enforced idleness of highly-paid technicians for long periods of 

drain on project budgets and a morale programtime, creating an unnecessary 

for the personnel.
 

a. advises on changes
 

1) In personnul. When personnel fail to perform
 

adequately, from lack of skill, misassignment, or other reasons, the 

Program Officer may be consulted by the Division Chiefs in deciding whether 

in locatingto admonish, reassign, or terminate them. He may also assist 

and recruiting permanent or temporary specialists, either locally or from 

the United States. A problem in doing the latter arises from the obsoles­

cence and lack of clarity of the AID Staffing Pattern.
 

"A job title in the Staffing Pattern may reflect
 
what the incumbent is currently doing, but gives
 

no information about his experience or capabili­
ties. Good information would be very valuable for
 
a small mission which could use a lot of technical
 

help on a TDY basis."
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There is a processing project which was started
 
some years before I came here. It should have
 
been finished years ago. AID brought in a con­
sultant who was in conflict with the host counter­
part. Nothing was getting accomplished. Something
 
should have been done at that time, The consultant's
 
contract ran out and they brought in a new consultant.
 
AID/U sent another man to investigate. At this point 
I had arrived at the post and accompanied the AID/W
 
man to field. I interrogated the manager who was
 
a host national and determined that the man could 
not manage. In fact, if the man knew anything about 
management and the conditions which were to be im­
posed, he would not have taken the job. The manager
 
had three former Participant Trainees working with 
him who were good but,could do nothing because of
 
the manager. I recommended that a new manager be 
brought in. This suggestion was adopted butthe
 
way top management is handling this project it is
 
still impossible to do a decent job. The setup is
 
such that a manager takes orders from two sources.
 
I am suggesting this be changed. At least now they
 
are processing some material (after 10 years).
 

I was present at a discussion of a problem concern­
ing an accusation of incompetency of a USOM techni­
cian by an outside contractor. I suggested to the
 
Director that the technician be removed from the 
project. The Director got more information and dis­
covered that the feud between the two parties had 
already been settled. I believe I gave bad advice
 
because of a lack of information. 

2) In equipment. The Program Officer may have information 

not available to some of the technical staff about equipment. lie 

may advise about equipment modifications or special devices required to
 

adapt to local electric power, altitude, climate, or other factors.
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b. presses host government to honor commitments if necessary 

One of the most common complaints of Program Officers 
all over the world regarding the operation of projects is the failure of 
host governments to meet their commitments for funds, material, or personnel. 
Certain of these governments seem AIDto expect "to pull their chestnuts
 
out of the fire," if, 
 for any reason, they cannot make the contributions 
agreed upon. 
The actions taken by Program Officers range from subtly
 
discussing the situation to threatening to cut off AID funds. 
It is very
 
difficult, and at times impossible, to develop a genuine understanding
 
among host officials of the reasons why United States personnel salaries
 
and other expenses are high; why the mission cannot solve more of their
 
problems; and why they gain from self-help projects.
 

We never can be sure that the host government will
 
finance things that they say they will. 
It was to
 
provide equipment for a team of contract people

coming in. At the last minute we found that they
 
were not taking steps to do this and were not planning
 
to do so. USAID had to start a crash program of
 
equipment procurement.
 

c. coordinates division activities
 

This task may range from assisting in the allocation 
of scarce equipment among divisions to insuring that the projects of 
different divisions are integrated when two or more operate in the same
 
area. 
For example, if both the Agriculture and Education Divisions were
 
conducting extension projects in training farm workers, the Program
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Officers would attempt to coordinate their efforts to avoid the duplica­

tion of courses offered. A problem that arises in such circumstances is
 

the deliberate encroachment of one division into areas nominally under the 

jurisdiction of another in order to increase the size of the division,
 

the scope of its activities, and its importance in relation to other
 

divisions.
 

Facilitating any required exchanges of services between divisions
 

and the mission dtaff offices is also included in this task, since 

the Program Office serves as a communications link between the field and
 

saff personnel. Difficulties most frequently arise because division 

personnel fail to observe regular procedures, or try to bypass low-level
 

personnel and deal directly with the Chiefs of staff offices. For example, 

a Division Chief may refuse to provide information requested by an
 

Assistant Program Officer and insist upon talking with the Program Officer.
 

Often when important decisions are an issue they circumvent the Program
 

Office entirely and demand to consult the Director. Other problems
 

occur because the Executive Officer, Controller, or other administrative 

officer may give only secondary attention to assisting division personnel 

and ignore or delay fulfilling requests. Then the Program Officer will 

be called upon either to handle the matter or to insure that it is 

handled by an appropriate person. 

Further difficulties regarding administrative services arise 

when other staff offices are ineptly directed. The Program Officer may 

find that the only way to fulfill division needsis to assign the taskio 

a subordinate in the Program Office. 

Close friendships between the Program Officer and technical
 

personnel may also create coordinating obstacles. For example, when two 

divisions are in conflict or competition for some reason, the Program 

Officer's personal relations with members of one division may arouse 

suspicions within the other that the Program Office shows favoritism. 
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The greatest obstacle to fulfilling this task is the failure of
 

Program Office personnel to make field observation, which has been
 

discussed in earlier sections.
 

Two divisions are both involved in working on the 
reorganization of a host Ministry. Independent 
reports submitted by the divisions did not concur 
regarding the state of the Ministry. I asked the 
Assistant Program Officer to see the Chiefs in­
volved and to ask them to get together. If con­
flicting reports reaching AID/W it could: a) 
reflect badly on the Director's awareness of 
Division activities, b) reflect on programing 
and raise doubts in minds of the program review 
staff about program needs, and c) lead to Con­
gressional repercussions. 

d. coordinates division and host agency efforts
 

The Program Officer's task of insuring that host
 

governments honor their commitments in joint projects with AID has been 

discussed above (IIIA3b). He is also responsible for renegotiating and
 

approving any changes in project operations which may be necessitated
 

after work begins. It occasionall happens that host officials lose
 

patience when AID is delayed in meeting its commitments, and they some­

times simply order equipment or recruit personnel from other sources
 

without giving any notification. This may mean that the mission has had
 

funds and staff members devoted to plans which subsequently have to be
 

scrapped. It may also mean that the mission loses control over major
 

aspects of the project.
 

Another coordinating task arises when AID schedules projects
 

which overlap with those of host agencies having no formal agreements
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with the mission. It can be difficult to arrange complementary opera­

tions because officials have not had earlier contacts with AID and do 

not understand its procedures, or because they do not want to reveal 

their plans for political reasons.
 

Technical personnel who become closely identified with some one host
 

agency also create problems for the Program Officer, especially if that
 

agency has conflicts with other host agencies who are planning develop­

ment projects in the same general area. This can result in overemphasis 

of certain factors, when a more generalized approach encompassing a 

broader range of the whole area would be of greater long-run value. 

A number of problems beset the establishment of 
a host agency. First, the host officials decided
 
that it could have no directors who were also 
directors of business concerns. Two men who had
 
been working on the planning committee resigned 
when they learned of this. Second, the chairman
 
of the board of directors is a political appointee
 
who is held in contempt by the business community.
 
Third, there has been great difficulty in getting
 
the necessary legislation. Although I feel that
 
the establishment of this agency is one of the
 
most important steps for developing the country,
 
I wonder how the people can be motivated to take
 
advantage of the opportunities it offers. Instead
 
of taking real investment risks, they deposit their
 
money in Swiss banks or put it into nonproductive
 
items such as houses or automobiles.
 

An AID contract called for the purchase of special
 
equipment. This, of course, was to be purchased
 
in the U.S. When the time cane to buy the articles
 
they were not available in the U.S., but were
 
available locally from a European firm. The local
 
official involved suggested he pay for the equip­
ment, so that the European-made products could 
be purchased. AID was to spend the money originally 
obligated for equipment to renovate a building to 
house the equipment. My subordinate brought this 
problem to me for a decision. Realizing that the 
project must be started and that a substantial 
delay would occur by waiting for U.S. equipment, 
I authorized the swap. 
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I wanted to get a host department to work with one
 
of our divisions. I tried to get members of other
 
host departments to arrange the contact. When they

failed to do it, I worked with another host agency
and they were able to set up a committee. It was 
effective because I found the people with the desire 
and power to acccmplish what I wanted. 

e. coordinates division and other United States agency
 
efforts
 
Many of the same tasks and problems are involved
 

in coordinating project operations as were described 
 in coordinating 

plans (see section IB3).
 

Frequently the efforts of other U.S. agencies
 
in fulfilling their part of joint projects will be delayed for the
 
same reasons that the mission's efforts are delayed--lack of funds,
 
insufficiertt personnel, or bureaucratic tangles. 
In these situations
 
the Program Officer may find himself subject to conflicting pressures. 
Mission personnel and some host officials may press him to expedite a 
project by placing it under the sole management of AID, while personnel 
from the cooperating agency, and perhaps other host officials, want
 
to maintain the existing arrangement. He has to make a decision, 
which others may find hard to understand, that weighs possible long-run 
considerations against the more immediate project goals. 

f. presses USAID personnel as required
 

The major obstacle in this task, as in so many
 
others, is the lack of definition of the Program Officer's authority. 
His efforts to pressure project personnel to meet their schedules may 
be construed as interfering in technical areas beyond his competence 
or jurisdiction, and result in personal conflicts. At other times 
division personnel may complain to the Director, who may or may not 

support the Program Officer. 
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Failure on the part of Division Chiefs to monitor contract teams
 

employed by their divisions appears to be a prevalent problem. The 

Chiefs feel that they have hired experts and that little supervision is
 

required. However, contract teams usually need guidance in conforming 

to AID regulations or in dealing with host agencies. In addition, some 

contractors try to "build empires" to insure that their services will 

be required by the mission in the future. Work groups from other 

United States Government agencies tend to be particularly difficult to 

manage in this respect. The Program Officer frequent: has to decide 

between "hounding" the Dvision Chief to 'rovide supervision or taking 

over the Job himself and running the risk of offending the Division Chief. 

Some Program Officers report theft they feel very constrained in
 

developing social contacts because it then becomes difficult to correct 

or pressure people with whom they have close informal relationships. 

Others admit that they require less stringent regard for procedures from
 

their friends than from other people, sometimes leading to charges of
 

favoritism.
 

Many problems are created by the reluctance of Division Chiefs to 

fulfill the requirements of division administration. The following 

critical incidentR illustrate typical examples of the kinds of situations 

which arise. 

One of the most difficult feats of persuasion is
 
to impel the technicians to make their own deci­
sions. For example, one Chief insisted upon two 
participants for his plan. I finally conceded.
 
Then the Chief wanted me to select the participants.
 
I refused. Finally he began to make his own decisions.
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AID/W sent the mission a cable instructing that they
 

be informed which positions in a division should be
 

cut in order to conform to an economy drive. The
 

Division Chief was supposed to decide which positions
 
were to be deleted, but he not only refused to decide,
 

he also refused to discuss the situation with me.
 

Finally, after much delay, the Division Chief gave
 

me a cable for clearance which informed AID/W that 
personnel cuts were impossible. I knew that the 

cuts had to be made, and also that the Division Chief 

would never make the cuts, so suggested that both he 

and I meet with the Deputy Director to discuss the 

situation. As a result of this meeting, under the 
Deputy Director's influence, the Division Chief
 

not only agreed to the cuts, but also designated
 

which positions. Thus, the message to AID/W was 

able to go out. 

One Chief Technician sometimes overlooks some of the 

political aspects of his projects. lie also has been
 

here long enough to be fed up with the host nationals.
 

This presents a problem for me. What seem to be good
 

ideas to people who have been here a short time do
 

not seem so to him. He has worked with these people
 

a very long time and knows them well. He has gotten
 

f1unt in his thinking toward them and in his written
 

messages. Because of these things I feel I should 
check whr. he does in order to represent our broader 
interests and becaise we certainly don't want him to 
antagonize the Embassy. I would like to let him go
 

cn but for the above reasons I shouldn't. The dif­

ficulty is, I have to establish a different relation­
ship with him since he is quite old enough to be my 

father and he has been around here a long time so I 
can't issue orders to him and hover over his desk when
 
he is working. 
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g. explores solutions with technical staff
 

While the Program Officer lacks many types of
 

specialized knowledge, he frequently has more experience than technical
 

personnel in meeting problems typically encountered in underdeveloped 

countries. For example, technicians may not understand that host national
 

counterparts fear loss of face if they ask questions. The Program Officer 
may be able to assist other United States personnel in developing strategies 
for insuring that instructions are thoroughly understood and thus avoid 

the waste of time and material resulting from mistakes. He may also be 
able to recommend methods for overcoming problems that he has observed 

to work successfully in past projects.
 

In large missions with scattered projects, division 

personnel may be unaware of the total resources in trained personnel 
or special equipment available to the mission. The Program Officer can 

frequently arrange interdivision consultations or equipment loans to solve 

specific problems. In some instances, he may arrange for assistance from 

TDY specialists, host agencies, or other groups. 

I heard that difficulty was being encountered in 
a project for training host nationals. I assigned 
my senior analyst to discuss it with division 
personnel. They were quite cooperative and inter­
ested in investigating. The problems were resolved.
 

4. Advises on routine project administration
 

As the mission officer with the greatest knowledge of
 

Manual Orders, regulations, and policies pertaining to program matters,
 

the Program Officer provides advice, guidance, and information.
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to the technical divisions and staff officers in all aspects of project 

administration. The problems encountered because of confusing AID/W 

directives, delayed approvals of requests to AID/W and unclear authority, 

previously described, also'interfere with the effective performance of 

the tasks involved here. 

Another major problem is the tendency for field personnel 

to bypass the normal channels for handling the details of project adminis­

tration. It may occur on any level, from refusing to deal with Program 
Office subordinates to bypassing mission officers and contacting AID/W 

directly. It nearly always means extra work for the Program Office staff, 

and perhaps other staff offices, to find out what has gone on and to take 

appropriate remedial measures. 

At times, there may be difficulties because technical 

personnel and the Program Officer do not communicate easily with each 

other. These may range from minor verbal misunderstandings to basic con­

flicts in interpreting policy and procedural requirements. Conversely, 

some Program Officers report that technicians impose upon their time by 
"crying on my shoulder" whenever they get the opportunity. 

a. reviews staffing and requests for personnel
 

This task may range from routine processing of staffing
 

documents to extensive collaboration with Division Chiefs in deciding
 

upon the assignment or recruitment of personnel.
 

One problem concerns differences in opinion between
 

the Program Officer and Division Qhiefs regarding the best allocation of
 

the project staff. Program Officers frequently feel that the technician
 

has a short-range view, narrowly restricted to the goals of his particu­

lar specialty or project, which dictates emphasis upon aspects other than
 

those relevant to the longer-ranged, total-program goals.
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The problems reported above in section I C 3 regarding 

report writing also pertain to getting technicians to conform to the 

requirements and to meet the deadlines for documenting personnel requests. 

The host government has a short training program. 

The Division Chief did not want to invest much
 

in assisting this training program, but wanted to
 

invest the majority of his staff and funds in a
 

program giving longer training. With the help of
 

the Deputy Director I convinced the Division Chief
 

to put more technicians into the short training
 
to the long
program. They finally assigned 


program and to the short program.
 

I disagreed with the Chief of a Division on a PIO
 

for a research team. The Division Chief had written
 

looser specifications than I wanted and had omitted
 

some points. We discussed these differences but could
 

not come to any agreement due to differing ideas of
 

what the Director wanted. Therefore, we took this
 

conflict to the Deputy Director who made a decision.
 

* * *4* 

b. recommends procurement procedures
 

The "buy American" policy creates some of the
 

greatest difficulties in this task. Technicians frequently argue
 

strongly for foreign-made equipment or commodities which they like 
or are
 

accustomed to using when the Program Office requests that they 
substitute
 

American-made items.
 

Problems also arise in missions where the
 

providing administrativeExecutive Office does not fulfill its part in 

an additional taskservices to the divisions. The Program Office then has 
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in researching and advising on methods for handling transport or storage
 

of commodities of equipment.
 

We said
A technician wanted a new office building. 

no. He knew the host President who forced us to
 

approve. The technician picked and paid for his
 

building but now he can't get occupancy because it
 

is an apartment house occupied by mistresses of
 

the party officials. We can't solve this problem.
 

In the past there has been no policy of describing
 
werewhat commodities were ordered. There never 

records as to the specific items purchased. The 

Director and I were both horrified when we found 

out, so I issued a directive from the Director
 

stating that commodity purchases had to be
 

specified and justified.
 

Crisis developed in an assisted industry. Ex­

pensive new equipment was needed to avoid a shut­

down and strike. I was Acting Director. I
 

loaned money to buy the equipment. It was
 

European equipment and the money should have 
been used only to "buy American." I got away 
with it.
 

The Executive Officer told me that a technician 
in a division was requesting a European tape 
recorder for one of his projects. The Executive 
Officer asi.ed me what I thought about this. I
 

knew that this was the third reqlest for
 
foreign-made commodities which came from the
 

technicians in a very short time. I w1mte a
 
memo to the technician telling him if he wanted
 
a tape recorder it would have to be American-made. 
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This violation of AID policy should not be this
 
prevalent so when the mission Director gets back
 
I will recommend to him that we explained to the
 
technicians the reasons why we are so adamant
 
on this "buy American" policy. We will cite 
our balance of payments problems, gold outflow 
problems, offshore procurement problems, etc., 
so they can see the rationale of the policy
 
and know that it can't be waived unless it is
 
in the interest of our overall U.S. policy.
 

The host government requested food-processing
 
equipment producing higher quality products,
 
therefore, higher prices. The request was for
 
a project which we sponsor. The machine only
 
costs $ ,so the Division Chief and Director 
thought that the fact that it cost so little
 
should override the fact that it was a local
 
productnot American. The goodwill and effi­
ciency which it would bring would make it
 
justifiable. I argued against it, my point
 
being that since it is not a U.S. product and
 
since it does cost so little, the ho3t govern­
ment should buy it. We asked AID/W for advice. 
They refused the request, so I felt justified

in my judgment. 

There was a crash program to buy equipment
 
for a training project. No one paid much
 
attention to what type of electrical equipment 
was being boughtand whether it ould run on 
220 volts: Further, no provisions were made for 
taking inventory of the equipment. A tech­
nician wlas put in charge of this,and I do not 
blame him for these deficiencies since it
 
was all done in a hurry. However, after
 
hearing reports from men in the Program Office,
 
I am recommending to Director that he talk
 
to another U.S. agency who,in turn,will talk
 
to a host a~ency to set up an appropriate
 
procedure for handling this phase of the program.
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A Division Chief wanted some equipment and pro­
posed this to the Director. They didn't mention
 
it to me. I happened to be in the Director's
 
office when it was brought up. As Program Officer,
 
I wanted to know why the host Minister should be
 
given this equipment. It seemed to me that the
 
equipment would not be entirely adequate for their
 
purposes. I caz"e to the conclusion that I was
 
not informed of this proposal, and, as a result,

it might have been approved by the Director, which
 
would have been a mistake. If we can't be ad­
vised of what is going on we can't be of any help
 
to the program.
 

When I first came here, I was very critical of
 
some details of one division's projects. Some
 
equipment was wanted for a project which I felt
 
was not justified. At least the justification
 
for it was not specific. I disagreed with the
 
request until I came to learn that it was time
 
to present the host Minister with a little
 
"sugar." And it was done through this particular 
project. It was a political consideration which
 
was operating here--not economic. Our program
 
changed in nature. Ue are interested in
 
promoting the self-help concept and in order to
 
stimulate it we sometimes have to give something
 
in rettrn.
 

A letter of credit expired before some commodities
 
had arrived because I had applied incorrectly to
 
AID/.-, not realizing these particular orders had
 
been superseded.
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c. 
assists in planning cost reductions
 

In fulfilling this task the Program Officer must
 
be fully informed on cost factors in all aspects of the program, from the
 
price of making mud bricks to international shipping charges. He frequently
 
works very closely with the Executive Officer in working out cost reduction
 

strategies.
 

Many technicians may lack experience in handling
 

large-scale procurement. For 
this reason the Program Officer has to be
 
alert in detecting deficiencies in orders submitted and to educating the
 
technicians in economical purchasing methods.
 

A Division submitted commodity purchase estimates
 
based on local small-lot purchases. I encouraged
 
thinking through general requirements and submit­
ting bulk purchase orders in the U.S. This was
 
effective in insuring observance of balance of
 
payments directives.
 

I picked up a paper at a conference. It con­
tained information about equipment which could
 
be used for AID projects and which was stored in pro­
curement depots in U. S. I suggested that a
 
Division Chief visit denots while on home leave.
 
A message was received from him that he had been
 
refused permission to go to depots. I sent an
 
airgram to Transportation and Equipment and
 
Procurement Offices telling them this mission's
 
needs were far in excess of supply so that it
 
was important to get maximum mileage out ofevery
 
dollar. The program uQuld suffer if the Chief
 
was denied permission. Permission was granted.
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The Executive Officer was advised by cable that
 

equipment was available at reduced cost. lie
 

mentioned it to the Director who mentioned it
 

to me. I encouraged the Director to authorize
 

purchase of the equipment after checking avail­

able funds and finding that they would cover
 

these costs.
 

d. approves the use of local currency
 

In many missions, the Program Officer is respon­

sible for administering local currencies generated by P L 480 programs or
 

other sources. The task involves knowledge of regulations and restric­

tions on the use of these funds. When it is necessary to reject a request
 

for local currency, the Program Officer may find it difficult to make
 

technical personnel understand why these limitations apply to their projects.
 

A Division Chief had requested a large amount
 

of local currency for a project. He made a
 
mistake (he needed 4 times as much) which he
 

did not discover until funds were needed. It
 
was too late, there was no way to help; people
 

had to be laid off. Closer attention to what
 
was planned and how little was asked for the
 

job might have allowed me to catch the error
 

myself during the planning stage.
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e. interprets project documents
 

After a project has been started, differences
 

in opinion may arise regarding the meaning of some points in the project
 

plans. It may be the responsibility of the Program Officer to inter­

pret these documents and settle any disputes.
 

My problems with contractors are largely con­
cerned with interpretation of questions of
 
management. For cxample, the one contractor
 
needed an extension of time because the host
 
government was moving so slowly. The contract,
 
however, did not permit an extension without
 
AID/W approval. I cabled 11ashingtion three
 
or four times with no result. The problem
 
was finally resolved by the Mission Director
 
during his visit to Washington, and the con­
tract was extended.
 

A Division Chief and the Controller wero arguing
 
over the interpretation of a Project Agree­
ment for paying host staff on a project. The
 
Division Chief came to me to gain program
 
support. I asked to be allowed to bow out of 
the argument. (I had not been in on drawing up 
the ProJ 3ct Agreement). The Division Chief
 
phoned the Director for an appointment to
 
arb'trate the dispute. (Interviewer's note:
 
the Division Chief felt that the Program Officer
 
should have handled it.]
 

5. Manages phase-outs 

Many of the same types of information gathering, conferring,
 

planning, and advising described in project planning occur during project
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Problems arise when AID technicians or contract personnel
phase-outs. 


do not fully agree irith the mission's view and refuse to cooperate in
 

phase-out procedures.
 

Another difficulty may occur in determining appropriate
 

small portion of a project retained
administrative responsibility for a 


Failure to place definite
after the phase-out of the major part of it. 


control of such projects under a technical division may result in their
 

being seriously mismanaged.
 

(From subordinate) A memorandum crxme around
 

yesterday concerning the phasing out of Americans
 

on a project. The way it was written it just 

did not make sense to me. Phasing in and out 

is very pertinent to training and this is an 

area of concern for me so I called the Division 

Chief. Ile gave me sore answers which still 
did not completely satisfy me. And then he 

told me that the phase-out was gone into in
 

detail the day before by the Director, Deputy
 

Director, Program Officer, and himself. The
 
Program Officer should have called me in on the
 

meeting since it was so pertinent to training. 
Now, if I cannot get this thing straight in ry 
own mind, it will take another meeting between
 

the Program Officer and me which could and should 
have been avoided. Since I was not informed 
about the meeting, the Program Officer should 
at least have told me the substance of what
 

went on by a memo or phone call or even a 
personal visit. 

Due to Congressional pressure we are due to
 
phase-out a project as soon as possible. We
 
were getting nowhere with the project personnel
 

in working out a sensible phase-out program.
 

Because of this, the Director suggested to me
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that we should tell them we are going to 
arbitrarily reduce their budget. This would 
force a phase-out. I said I strongly disagreed.
 
I said we are all Americans and if we cannot
 
come to a sensible solution,there is something
 
irong with us. I vas called to Washington on
 
TDY to discuss this. Washington was completely
 
against an arbitrary budget reduction. They
 
thought serious damage would be done to our
 
whole program if we did this. They wanted
 
us to continue these negotiations and to supply
 
them concurrently with all developing facts
 
and issues. I felt my stand was supported.
 
We are in the process of negotiating a phase­
out now.
 

a. negotiates with host government officials
 

INch of the discussion of negotiations in section
 

II C 1 applies to this task also. Frequently the Program Officer must 

"sell" the host officials on accepting a phase-out and must reassure them 

about their own capabilities to carry on in the area and of AID's future
 

assistance in other areas.
 

b. prepare completion reports
 

This task includes the same types of writing,
 

editing, and revising tasks described in preceding sections.
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B. Revises Projects and Adjusts Program Budget as Necessary 

Project or budget revisions may be necessitated for a variety
 

of reasons: changes in AID or mission policy or funding, similar 

changes by the host government, unpredicated extra expenses or savings 

in a project, or natural disasters. 

It is commonly agreed among Program Officers that project 

requirements are always different than had been anticipated. Therefore 

it is necessary to know the status of all funds and the availability of 

as needed. Aside from the basic difficulties inexcesses to transfer 

deciding what changes to make, the main problem in revising projects or
 

funds is keeping people happy. Technical chiefs fight to avoid any de­

creases in project activities or funds, and frequently Jnsist that project
 

noeds are already.being served at.minimum levels.
 

I observed that anongoing project was employing
 

a number of technicians scattered all over the
 
country. Its goals were not clearly defined, its
 

accomplishments were not particularly impressive
 
and the host officials were not excited about it.
 
The division proposed expanding the program and 
encouraging the hosts tc expand their effort in
 
this direction. I dcid not believe that the project
 
would help the hosts. I reviewed the project,
 
questioned the division and recipients, and es­
tablished a low priority for it. It is being
 

phased out. With the monoy which would have been
 
spent, the mission was able to finance a contract
 
team survey to determine what the priorities are 
for development plans. This was effective because
 
I was able to reshape the project to host needs.
 

1. Advises on fund transfers and budget revisions 

This task may beccme of major importance in the Program 

O'fice toward the end of the fiscal year in order to avoid the loss of 
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uncommitted funds. It may range from routinely reviewing a budget re­

vision prepared by someone else, to developing a detailed analysis of 

the program budget and re-allocating substantial proportions of 

available funds. 

During the Deputy Program Officer's absence it
 
was necssary to readjust the budget downward. 
I thought the Assistant Program Officer could 
handle this, but after looking at the start he 
had made, I realized that I would have to do 
it myself. Working with Division Chiefs,
 
division by division, I set up a table indicating
 
where the cut- could be made. In these
 
individual negotiations I worked out the data
 
to meet the requirements of the newr budget.
 

A division had a request for $ for a project
 
which was being proposed by the host government.
 
The Project Agreement was taking much time to be
 
discussed. The host officials were dragging their
 
feet for some reason. They also did not want
 
to provide tho saue services and counterpart
 
funds which they originally had said they would.
 
The result was no signed Project Agr ement, but
 
$__.__tied up which could not be utilized and 
which could not even be returned to the United
 
States Treasury. It was just "frozen" because
 
of the host government delays. I told the
 
Division Chief to inform the host officials that 
we ere going to release the funds back to 
Washington. But he did not want to do it. He 

said that it was money earmarked for his
 
division and they would use it somewhcre else
 
if they could not get the host goveriment to
 
cooperate. Negotiations dragged on further and
 
again I asked him to sign a release for this
 
money, but he wanted be heep it in the division
 
for other things. With this, I asked the
 
Assistant Program Officer to find out why the
 
division signature was required at all on such
 

a release. I found out that it was not required.
 
It was preferred that authorization be given by the
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Division Chiefbut not necessary. So I simply de­
obligated the funds and notified the division
 
and host government that the move was taken. 
In this case I felt as though I had to take
 
action. I do not like to write these kinds 
of letters summarily, but in this case I
 
thought it was necessary.
 

2. Reviews and approves requests for supplemental funds
 

Supplemental funds are occasionally required when projects
 

exceed budgets. Ordinarily the Program Officer attempts to fill these
 

requests by reallocating existing funds before applying to AID/,, unless 

he feels quite sure that they are for purposes that AID/WI will readily 

approve. The task also includes advising how to phase the justification
 

for funds in terms most likely to be accepted in Washington. 

The difficulties of getting adequate justifications for 

funds from Division Chiefs create problems similar to those discussed 

with reference to other paperwork. 

Two other major problems exist regarding this task. One
 

is the reluctance and often resentment of Division Chiefs to accept the
 

Program Officer's rejection of their requests because he foresees
 

rejection by AID/W which is keeping with the unwritten inin rule all 

missions nevw to make requests to AID/ol that are likely to be turned 

dolm. 

The second problem is, of course, delay by AID/W in 

acting upon such requests. Projects sometimes have to stop completely 

in these circumstances.
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A division was allowed $ for a construction 
project. Some of these funds were diverted for 
purp.asing equipment, covering a host pay raise 
that could not have been anticipated, and repairirg 
storm'.damage to facilities. Remaining funds were 
inadequate to cover the construction planned,, The 
Divisicn C'ief wanted to submit a supplemental fund 
request. I persuaded him that AID/W wold not grant 
supplemental funds. I am always in continuing dis­
cussion with the Director about division needs aLd 
available funds. Memos kept coming in from the 
Division Chief about the need for more money over a
 
period of months. Finally I authorized additional
 
funds supplied by drawing from the Director's
 
reserve, reducing other aspects of the project,
 
using funds available because of unexpected delay
 
in the arrival of a technician, and savings on
 
equipment purchased. 

A construction program was approved by AID/W on a 
two-year basis. Construction proceeded ahead of 
the funding pattern. Money was obligated, but next 
year's money was actually needed in this year in 
order to keep construction going. I asked AID/W 
if some contingency money was available for immediate 
use and chargeable against next year's money when it 
becomes available. AID/W replied that the mission 
must have changed plans. I accounted for changes in 
rate of expenditure, e.g., bricks made in rural areas
 
of poor facility, good bricks had to be hauled from 
city, etc., need to complete the project before next 
year. The request was disapproved. Construction 
was curtailed. 

3. Explains or justifies project and budget changes 

a. to USAID personnel 

The task of convincing other mission personnel that 

the changes he proposes are appropriate is one of the most difficult in 
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the Program Officer's job. As described above, the technicians fight 

to protect or expand their projects. In addition, officers superior 

to the Program Officer may have "pet projects" or favored technicians 

that they try to defend. It is much easier to obtain agreement if the 

Program Officer has the confidence of the Director and can announce 

changes in his name, but, even if this is the case, unpleasant 

reactions may be encountered that can develop into long-term feuds. 

A Division Chie told me and the Director that 
another United States agency was going to assign 
personnel to host facilities. He thought this
 
would give us an opportunity to increase American 
staff in these facilities and proposed the
 
establishunent of an administrative office, with a 
top specialist to direct. It would be of primary 
importance because it would create the machinery 
for the host governent to take over providing 
these services. The Director did not like the
 
proposal because he ould have to bring in and 
budget for more high-salaried people. I disagreed 
and argued that we could phase out an earlier 
project and phase in this one (because I considered 
it a good proposal in the long run). The Director 
changed his mind, we sent it to Washington, and 
they approved it. I think this will pay off 
for us in the future. We have a big stake in
 
this country, and this work will be an important 
social reform. On the other hand, 
is very ticklish. It has to be brought along 
very carefully. It is dangerous for us to move
 
too quickly, and just as dangerous to move too
 
slowly. If the timing proves to be a mistake, 
I 1avQ o great responsibility for it. We cannot 
afford mistakes in this area, even more so 
because host resources will be involved as much 
as United States dollars. 
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b. to AID/W 

Ordinarily routine procedures are followed in pre­

paring notifications of changes for AID/W. It may be necessary to 

answer several requests for additional information or to send repeated 

follow-up messages before Washington takes any action. 

AID/W has ordered termination of certain projects 
and specified an effective date. Planning for an 
orderly transition to host operation has not been
 
done. Effective administration of a significant 
contract is based on continuing operation of these 
projects until transition arrangements are com­
pleted. The specific problem is the method for 
paying United States staff if these projects are 
transferred to the host government. The Director,
 
the Division Chief ,and I sent a special appeal to 
AID/W to gain permission to operate the projects
 
for a short time. Permission was granted. 

c. to host government personnel. 

See the discussion of negotiations above in
 

section II C 1.
 

Support for a host industry has kept a large pro­
portion of AID's available local currency for 
country development tied up. I persuaded the host 
Minister to accept lower support amounts by reason­
ing that in the long run it wrould help the country 
by putting pressure on the industry to try to sell
 
their products at home and abroad. In exchange
 
the Director and I agreed to support import re­
strictions if they could be worked out in general 
terms. 
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4. Advises on handling contingencies 

The term contingencies means all types of unpredictable 

emergencies or events which may call for extraordinary procedures or 

additional funds. 

a. provides information on relevant regulations 

b. recommends funding procedures 

These tasks involve advising higher mission officers
 

or host government officials upon what courses of action the mission is 

permitted to follow in assisting the host government to recover from
 

natural disasters, or in handling emergencies within the mission. In the 

latter case, the Program Officer would usually cooperate with the 

Executive Officer. The Program Officer needs to know what funds
 

can be devoted to these ends and how much may be spent without AID/If 

approval. 

A recent natural disaster destroyed virtually an 
entire ton. The United States Ambassador felt 
obligated to aid the town and was asked to do so 
by host officials. He consulted the Mission 
Director regarding iwhat could be done and how. The 
Director consulted me. I had previously worked 
during an epidemic at another post so I knew that 
a United States Ambassador is allowed to spend up 
to $10,000 on emergency or humanitarian relief 
without reference to Washington. I also knew where 
to find the authority for this and did so. The 

Ambassador was thus able to provide the immediately 
needed relief for the stricken area. If a delay had 
resulted because of seeking Washington permission, 
the aid would not have been as effective. 
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C. Accomplishes Other Program Management Functions
 

1. Reads, reviews, prepares correspondence 

The amount of attention given to this task by the Program 

Officer usually depends upon the size of the mission. In the larger, a 

subordinate usually handles routine correspondence. In all missions ,the 

Program Officer tends to be called upon to prepare or edit important 

cables or letters. Many of the activities and problems described in 

discussing reports also apply to this task. 

The greatest difficulties pertain to the brevity of 

messages required in writing cables or airgrams. They are often so 

cryptic that they cannot be fully understood and disagreements arise 

over interpreting them. It may result in delaying some crucial action 

until clarification can be obtained from the sender. Since this 

happens at both ends of the system--in the mission and in Washington-­

it is not an insignificant problem. 

We received AID/W approval of' v host invornment 
loan application. Our copies were all in English. 
It is my understanding that it is permissible to 
transmit such documents to the host government in 
English with an explanation that we would be avail­
able for clarification if they wished. I thought 
the transmittal letter should be in both 

and English so host officials would know what the 
document was and not be confused in any way about 
what it meant. The Director would not go along with 
me and sent only an English transmittal letter. I'm 
sure they'll have trouble reading it and may mis­
understand some things. 

Interpersonal problems among tmericans in the mission-­
yes, this is a definite problem especially between
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Division Chiefs and me. The reason for this is 
that I am not aperior in the mission organization 
to Division Chiefs, but everyone realizes that 

I have the most influence with the Director. 
This creates the situation of Division Chiefs' 
having to win the approval of someone on the 
same level. The result is friction. For 
example, a Division Chief once drafted a 
cable to AID/W asking for several new personnel. 
My subordinate was clearing the cable and
 
mentioned the contents to me. 
 The subordinate
 
informed me that he intended to try to obtain 

the need for thoseadditional details about 
new personnel. When meeting with the Division
 

Chief', my subordinaite found the technician 
absolutely non-comnunicative so he gave up.
 

Moments later the Division Chief called me 
and asked why I was questioning the cable. 
I replied that I was merely interested in 
what the additional personnel were to do. 
The Division Chief's response was to say in 

an angry tone, "O.K., then we will not ask 
for anyone," and h2 hung up.
 

** **
 

(from subordinate) We are building facilities 
for a host agency. We have knowm all along
 
that there would be certain problems. The
 
host officials have made known that they now
 
want a specific building configuration. I
 
drafted a memo telling them that the building
 
desired is impractical because of the problems. 
The Program Officer changed the word impractical 
and told me he thought it would be better to
 
say expensive. As a result they are going to
 

have their type of building, but they arc going
 
to do it at their oim expense. I think the
 

change of wording also changed the substance 
of the letter. 

2. Reads, reviews, prepares project reports
 

See section I C 3 for discussions of the tasks and 

problems applying to reports. 
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I have had cases where technicians have not 
responded to requests from AID/W and in one case 
from myself for specific information concerning a
 
project. These happened at about the same time 
so I went to the Director and gave him the cir­
cumstances. He stated that it was my job to get
 
them to do their jobs. I then drew up a memo to
 
each one which stated, "Will you please submit 
by (date) the report requested from you to (the
 
Program Officer or AID/W). Refer to the memoran­
dum to you from the Program Officer dated 
which requested this information earlier." 

A division submitted a repoit required by AID/W on
 
the past activities of the divisioh. The report
 
stressed accomplishments made by certain projects.
 
I returned the report to the Division Chief and
 
suggested that stress be laid on the United States"
 
investment in the projects and upon the projects 
to be implemented in future in order to try to 
insure continuation of these projects. The report 
was rewritten. The man who wrote the original report 
did not speak to nie for three months. I took it as 
part'of the job. 

-A 

"Crummy reports" are a big problem, for example, a 
Division Chief sent in incomplete reports. I sent
 
the Assistant Program Officer to see him and to get 
information to fill in gaps. It gave the Division 
Chief a chance to sound off about reports and for 
us to get the necessary data. 

I took a report to the Director, saying that it was
 
too bad to do anything with. The Director passed it 
back to the Division Chief, which is the procedure 
he prefers to follow. The Division Chief passed it
 
on to the technician who wrote it with a word
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regarding who had criticized I.t. The technician 
was offended and would not slak to me for some 
time. 

The mission has been dissatisfied with a contract, 
and wants to terminate it. A problem is created by 
pressures for contract continuation. The Division 
Chief submitted a routine division report to be
 
sent to AID/W, and it came to me for routine 
clearance. I noted this report was inconsistent 
with mission policy because, while it stressed the 
undesirable aspects of the contract, it also
 
referred to contract continuation. I brought the
 
matter to the attention of the Director, who
 
issued instructions for modifying the report. 
I carried the Director' s instructions to the Chief
 
and the report was changed. 

Technicians, being more technically oriented 
naturally, do not see the necessity for regular 
and specific reporting. They always seem to find 
some excuse to get out of reporting (too much work,
 
too much time required). The requireaents for
 
technicians'reporting are spelled out in the Manual
 
Orders so there should be no need to oversee this 
part of their jobs. The Manual Orders spell out 
work plans that they should periodically submit 
with a check list of items, factors and topics
 
which should be covered by them. These Manual
 
Orders call for monthly reports regarding their 
work progress. Since these reports were not forth­
coming, I issued a directive referring all tech­
nicians to the appropriate Manual Orders and C.. 
describing the supplementary reports which were
 
expected of them with deadlines assigned to each 
report to be submitted. 
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3. Keeps others informed about project status 

This task is a continuous activity for the Program
 

Officer. He usually presents regular reports on projects at staff
 

meetings and may be called upon at any time for information about 

specific facts about any project. In some cases he maintains personal 

files in order to be able to answer quickly any questions which arise. 

The Director frequently relies almost solely upon the rrcgram Officer 

for project information. Host officials may aliro maintain regular 

contacts with the Program Officer as their source of information. 

Difficulty in obtaining accurate reports from the 

field (discussed in III A 1) creates the greatest obstacle in perform­

ing this task. 

As an example of United States delays which are 
embarrassing: A Project Agreement was signed with 
the host government along with the appropriate 
PIO/T to provide for the training of local
 
technicians by a United States firm. AID/W did not
 
get out an inviLation for bids from United States
 
contractors until seven months later. The con­
tractor was not selected fcr five more months. The
 
contractor then decided that he needed some special 
clauses in his contract because it would otherwise 
jeopardize other contracts which he had with the host 
government. These additional negotiations lasted
 
for months and at oric time were actually broken off. 
The contract was finally signed ly all parties 
two years after the original Project Agreement was
 
signed. it would still be several weeks, if not 
months, before the people actually arrive at the 
post. I had to explain to the host officials that 
the United States Government and the contractor 
"were all fouled up." 

120
 



I have mentioned all the difficulties with the 
Division Chief and with his division. I think 
one cause of all these difficulties is that he 
simply has too much to do. He does not have con­
fidence in his assistant so he tries to do it all
 
himself. I am sure that this is one reason why
 
a contract team has been left to itself, why the
 
evaluation regarding their pzojects is so hard to 
do, i.e., to get information on, etc. A list of
 
all the responsibilities he has would generate
 
some genuine sympathy for the man. It is just
 
too much to ask of one man. I'm very aware of
 
this and I have proposed to the Director that
 
this Division Chief be relieved of certain 
projects. This would give him time to keep on 
top of things. It is really his job to go to the
 
Director and tell him he has too much work to do,
 
but he has not, so I have, and the Director is
 
coming around to my point of view.
 

4. Acts as .rvision Chief as required 

The Program Officer may be required to take on the 

tasks and responsibilities of a Division Chief when the mission cannot
 

recruit a qualified tcchnica- person to fill the job or when a pro­

posed project cannot be readily handled by one of the existing
 

technical divisions. Under these circumstances, the Program Officer 

may be required to direct technical operations, as well as to per'orm 

the administiative work. Some of these duties may be shared with an 

Assistant Program Officer or Deputy Program Officer. The main problem
 

is that attending to these tasks interfereswith accomplishing Program 

Office work.
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IV. CONTRIBUTES TO MISSION MANAGEENT 

Ordinarily the Program Officer's superiors consult him about 

many aspects of managing the mission. These management tasks fall 

into three categories. 

The first category contains the tasks involved in directing the 

Program Office. These tasks are directly interwoven with the functions 

of determining, implementing, and managing the program. 

The second category consists of tasks such as handling publicity 

and assisting in recruiting personnel-- tasks wthich entail decisions 

based upon knoiledge of many aspects of the program. While primary 

responsibility for performing tasks like these may be delegated to 

other officers, the Program Officer generally contributes a great deal 

of time and effort to them. 

The third category tends to vary more from mission to mission
 

than the other two. It includes tasks delegated to the Program Officer
 

either routinely or sporadically by higher officers for which almost
 

no program knowledge is necessary. E:amples appear among the incidents
 

cited in section IV D 2, below. At times, being brought into non-program
 

matters creates difficulties for the Program Officer in his relationships
 

with colleagues because they may feel they have been bypassed and 

resent his infringing upon their jobs. They may also disagree with 

the Program Officer regarding the appropriate course of action for 

deciding something within their jurisdictions, and interpret his 

opinion as implying doubt of their competence. 

A. Directs Program Office
 

Directing the Program Office is the major management function 

of the Program Officer. There is considerable variability in how 

this task is accomplished. In some missions, particularly the smaller, 

the Program Officer may deal personally with very minor tasks; in 
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other missions he may delegate substantial responsibilities to 

subordinates and be concerned with the details of only the most 

important matters. 

1. Supervises subordinates 

While th- duties involved in this task -- informing, 

monitoring, and counselling subordinates -- are fairly consistent fram 

mission to mission, the amount of emphasis for any one of them will 

depend upon the size and capabilities of the Program Office staff. For 

example, with a large, well-trained group of subordinates, the Program 

Officer may spend only little time in developing skills, but perhaps 

a great deal in insuring that information reaches appropriate personnel, 

and in monitoring and evaluating their performance. If the same 

staff consists of relatively nev personnel, he may be required to 

spend extensive amounts of time training them in correct krocedures. 

a. provides information
 

Usually the Program Officer holds staff meetings to
 

keep his subordinates informed of any relevant information regarding 

policy, project plans, operations, or decisions made at higher levels
 

in the mission. For especially important and detailed matters, he may
 

also write and distribute memoranda or directives. In addition, he in­

sures that documents of various types coming into the Program Office are
 

routed to appropriate subordinates.
 

The only problem I have, which is not actually a 
problem, but it does take time and effort, is
 
keeping the Assistant Program Officer and all
 
other Program Office staff adviced in general
 
about whtt is going on. It takcs a bit more time
 
with the Assistant Program Officer because I am
 
trying to teach him more substantive things about
 
the Program Office.
 

123
 



A subordinate was iiting a letter in response 
to a request for information on host development 
activities. I read the draft and it was 
apparent that the letter would lead one to the
 
wrong conclusions concerning certain sectors.
 
I knew enough about this from having read the 
Embassy report on these matters. I gave the 
Embassy airgram to the subordinate to read 
and asked him to revise his letter. 

b. monitors and evaluates performance 

This task involves both day-to-day observation and guidance 

of subordinates' work and ccmpletion of formal evaluation pro­

cedures. In acccmplishing the former, difficulties scmetimes arise 

because there is a lack of rapport between the Program Officer and a 

in background,subordinate. This may be the result of differences 

of different interpretations of what a task requires, or of personal
 

relations involving other members of the mission staff, as illustrated
 

in the first of the following incidents.
 

One of my subordinates is on especially friendly 
terms with the Mission Director, which creates 
problems for me. This subordinate feels free to 
ignore instructions and generally does inadcquate 
work. In one case, he wrote a very unsatisfactory
 

airgram to AID/W which was routed through me. I 

sent it back to him for correction, noting its 

dL iciencies. The subordinate, hovevcr, came 

into my office and told me harshly that I had 

missed the entire point of the message. Because 

of the personal relationship involved, it was 

necessary to use diplomacy in handling the 

situation. Although angry, I forced myself to 

remain calm and agreed to re-road the message. 
Frequently I have to redo this subordinate's 
rork, which is an additional burden on my time. 
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I have a very independent-minded secretary who
 
has her own ways of doing things. At times she
 
doesn't correspond to our ways. One subordinate
 
did his work in a very disjointed manner. He
 
would ask her for little things and give her 
last minute typing -- both of which she refused
 
to do. I find that by giving her a great deal 
of lattitude she does her best work so 
I don't
 
tell her how to do things -- I let her go about
 
her job with a minimum of supervision.
 

I occasionally discuss work progress with my

subordinate to insure that implementation work
 
is going forward. When work first begins, 
immediately after receipt of the Implementation
 
Approval Document, I check with him weekly to
 
learn of progress. Then, as work progresses, 
and the end of the FY approaches, I check with
 
him daily.
 

A research team had gathered data concerning a 
specific type of program and had made some
 
recommendations concerning smoother operations.
 
Since these recommendations were not fully

appropriate for this mission's program, I
 
assigned a subordinate the task of modifying
 
the material in order to meet local needs. He 
objected to the assignment on the basis that
 
he had no time, but I suspect that the real
 
reason for his reluctance was that he didn't
 
know how to modify and use the materials. I
 
wanted him to try in order to gain experience, 
perhaps to improve the program, and to provide 
a basis for judging his ability. I occasionally
 
ask him what has been accomplished, but the
 
answer is always negative. I prefer not to
 
force him to do this task, and there is insuf­
ficient time to persuade or to explain in detail 
what is to be done. Also, his work is satis­
factory in other respects, so I decided not to
 
push this issue.
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Some tables for a report are not done yet. The 
Deputy Director told me to go to the subordinate 
and simply tell him to "got it done, now." I 
hesitate to do that, however, because ilhen I 
have asked him about things he was doing in the 
past I always got a big reaction from him like 
",what do you e.pect me to do, I'm only human 
and I have no one to help me." Because of 
his attitude I just don't bother him anymore.
 
I guess he'll finish sooner or later. Per.-aps
 
this is very inefficint of me but I don't
 
know uhat else to do about him. 

With regard to the Training Office, I feel it 
is very effective not to stick my nose into the
 
Training Officer's job. The Training Officer 
is very effective. If I tried to assert my

authority I might upset a smooth operation.
 

I had a local assistant wtho spent most of his
 
time chatting with other locals in tie mission. 
He was the highest paid local, and -he others 
-were distresscd by this. However, no amount 
of assignment would get this man to work. I 
finally told him that "things would have to 
change," but it didn't work, and I finally 
dismissed him. The man already had a part­
time job, and simply went to it full-time.
 
I think the job itself is a mistake, and I
 
have not tried to refill the position.
 

i) Prepares efficiency reports. Many Program Officers
 

regard the task of completing efficiency reports as a difficult and 
rather meaningless chore. They consider that some of the judgments 

called for about subordinates cannot be made realistically, and that
 

the five-point rating scale, because any rating beloi a four has come 
to be considered as unsatisfactory, cannot be used meaningfully. 
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The requirement to review ratings with subordinates and, 

if necessary, justify them, is often viewed as unpleasant. Subordinates 

sometimes feel that low ratings reflect personal biases against them 

rather than objective evaluations of their work. On occasion, the 

work of the Program Office may be disripted because these subordinates 

feel that their efforts are not appreciated and therefore perform 

their tasks negligently. This, in turn, may distract or demoralize 

their fellow vorkers.
 

2) Serves on Efficiency Report review panel. Serving on
 

review panels can also be an unpleasant task. Disputes sometimes arise
 

among panel members regarding the fairness of ratings and the advisebility
 

of requesting that these ratings be sent back for revision. The panel
 

mcetings may require an extensive amount of time and are therefore 

considered an interference with the more importan-, major work of the 

Program Office. 

c. develops skills, counsels
 

Some Program Officers regard training their subordinates
 

and helping them to develop the skills necessary for promotion as an 

important aspect of the job. Others regard training as a waste of 

their time and report that they sometimes do work themselves rather
 

than take the time to explain tasks to a subordinate and check his
 

work.
 

The counselling function is most often reported in 

relation to actual job performance. It includes encouraging subordinates 

to take on more varied or more difficult tasks if they seem to lack the 

confidence to do so, as well as instructing them in how to avoid
 

difficulties of various types in dealing with division or other mission
 

personnel. Ilost incumbents tend to avoid counselling staff members with
 

regard to personal problems, preferring to pass this type of task to the 

Executive Officer.
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As part of my effort to train subordinates I give 
them a minimum of instructions. I usually just 
toss them a job and tell them to go ahead and
 
do it, but let them know that I am available for 
advice and consultation if they feel that they
 
need it. I prefer to have them follow their 
own style and develop their own position and
 
discuss it with me later.
 

I sometimes have to consider personalities in
 
dealing rith my staff and division personnel.
 
Where I do know about a personal animosity 
howrever I do not make any changes in normal 
procedure. Trying to revise assigrnmnts to 
adjust to personality differences irill only
 
cause more problcms. 1hat I do is to counsel 
my subordinates, for example, telling them
 
to be careful not to let their personal feelings
 
interfere with a discussion coming up with such
 
and such a technician.
 

One young man's drive and enthusiasm were
 
irritating tile division he worked with. He
 
was going too fast for them. When I learned 
of this from the Division Chief, I had a chat
 
rith the young man and told him to take it 
easy. He has improved greatly and his
 
relations with the division are better.
 

I have started a long-range activity which should 
alleviate the problem of one subordinate's slowness 
in completJng his work. I have asked the Assistant 
Program Officer to take a hand in these tasks. I 
want him to learn more about this work. This way 
he can take up the slack left by the other sub­
ordinate. However I personally don't thir he is 
capable of' this. In certain respects he is really
 
a genius. He does a great deal of' work, but I 
don't think he will do well in this other work.
 
But, I'll give him a try. 
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I ims never able to supervise an older man I 
inherited. I found him crotchety and staid. 
I could never work up enough sympathy for the 
man so that he felt close enoligh to bring me 
his problems. I was glad when he retired. 

Correcting host national subordinates is an
 
extremely delicate matter as they are very
 
sensitive to any kind of criticism. In a
 
situation where I would simply give an American 
employee hell and really chew him out,I would 
very delicately hint to a host national employee
that I was not entirely satisfied with his 
performance.
 

d. settles disputes
 

Disputes may arise among Program Office personnel because 
someone feels that work is inequitably apportioned, because personal 
conflicts develop, or for other reasons. The Program Officer may be 

required to investigate and adjudicate these differences so that the 

work of the office ill not be disrupted. For example, he may have to 
justify assigning a particular task to one subordinate, if someone else 
ordinarily does this task, 
by pointing out the time considerations, or
 

the special skills involved in his decision regarding the work.
 

e. recommends recognition of superior performance
 

The Program Officer may feel that certain subordinates
 

deserve special recognition for their superior job performance. In some
 

missions there are incentive award programs, and he may nominate them
 
for this type of recognition. In other cases, he may try to assist a
 

subordinate in gaining a promotion or a pay increase when he feels
 

that these may be warranted.
 

329
 



A subordinate took the job at too low a level. 
I have been trying to do something about this, 
but once you get classified you have to move 
along through the ranks. There is no court 
of equity, which I think there should be. 

2. Manages operations
 

Like the preceding tasks of supervising subordinates, the
 

Program Officer's managing activities depend to some extent upon the
 

size and capabilities of his staff. With adequately trained and
 

experienced personnel, many of the tasks described here fall into smooth
 

routines that are quickly accomplished.
 

Personal preferences will also influence managing operations. 

Because they bear the responsibility for the work of the Program Office, 

some Program Officers find it extremely difficult to delegate tasks 

and overburden themselves checking the details of subordinates' work. 

When the staff happens to be large, a Program Officer of this type 

becomes a bottleneck, holding up the vork of his staff and frequently 

that of project personnel dependent upon his office for information or 

approvals. Occasionally some higher mission officer obstructs work 

in this way by insisting upon unnecessary involvement in Program 

Office procedures. 

a. assigns and adjusts duties and responsibilities
 

Problems related to this task result from two major 

factors. The first is the chronic shortage of trained personnel. 

Lacking professional assistants with AID experience means that the 

Program Officer is often required to take over fairly routine, but 

time-consuming tasks. The shortage of U.S. secretaries results in delays 
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and inconveniences in handling classified materials. In countries where 

there are few trained host national secretaries, it may also mean trying 

to accomplish a large volume of paper work with inadequate stenographic, 

typing, and filing service.
 

The second factor is the attitude of subordinates toward
 

their assignments. Some highly trained professionals who find their 

duties uninteresting or trivial may express their resentment by doing
 

negligent work. In a few cases they may simply substitute something 

they prefer for the assigned task. In either event, the Program Officer
 

may have to do the work himself in order to meet a deadline. 

I have tried to share the load of training with 
the Program Office staff. However, now one
 
replacement has not been made and another sub­
ordinate is leaving at the end of this month.
 
His replacement will have to do either training 
or economic work. One or the other ,rill suffer. 
In the months I have been here the Program
 
Office staff has been complete for only one
 

third of the time.
 

My primary motivation problem is with the host 
national employees. They have little enthusiasm 
for group cohesiveness and cooperation as a means
 
of achieving a goal, but rather tend to develop 
intense personal loyaltics. Every American vho
 
has been here for more than a few months ab at 
least one host national subordinate who wrill 
blindly and devotedly do anything for him but
 
not for any one else. Ac a result if a host
 
national employee is asked to do some work
 
for another section, even if it is another
 
section within the Program Office, he will not 
be highly motivated to do it and will probably
 
try to get out of it or do a poor job.
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On one occasion when the Assistant Program Officer
 
was not here I had to assign work which ias
 
properly his to another subordinate. He said
 
it wasn't his responsibility and that it would 
take up a lot of his time. He said he would
 
do it only if I ordered him to by putting it in
 
writing. Since the work had to be done I did
 
write an official memo to him requesting that
 
he do the assignment. Nothing more was said,
 
and he did it.
 

*** * 

When I arrived, the Program Office was divided
 
into two sections -- planning and operations. 
I did not believe this was efficient since 
there was limited communication between the two 
sections, and a project might be planned in
 
such a way that it was difficult to implement,
 
or the implementation might not carry out the
 
true objectives of the planning. I reorganized 
it on the present sector responsibility system, 
and so far it has worked quite well. 

A host national employee told his host national
 
supervisor about a health problem,and then I
 
heard about it indirectly through the supervisor.
 
I arranged to lighten the employee's work load
 
until the health problem cleared up. 

In one instance I wanted a chart showing the 
names cf people and how long their contracts
 
run. I told the Assistant Program Officur this
 
and he gave the job to a secretary. When I got
the chart from the secretary, all of the bars
 
indicating contract duration ended at the same 
place. It was neat but useless. Obviously I 
did not explain what I wanted clearly enough 
to the Assistant Program Officer,or the Assistant 
Program Officer didn't e:xplain it to the
 
secretary.
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b. establishes work schedules and priorities
 

The chief problem in scheduling work in the Program
 

Office is created by the great number of requests from AID/W for various
 

information and reports. Very frequently these requests have to be
 

clarified by checking back with AID/W before work can actually begin.
 

This, coupled with the short time ordinarily given for submitting the
 

information, usually results in a complete disruption of routine work
 

while the whole staff cooperates in the special task. In the meantime,
 

other deadlines crop up, so that most work has to be accomplished under
 

crash conditions.
 

I told a subordinate what I wanted him to do, and
 

gave him 6 weeks. At the end of Inis time he 
submitted a memo shoving the sluggish growth rate 
of the agriciltural Eector instead of a general 

draft of the economic situation and development 
progress -- essentially an updating of ebout 6 

months from the last CAP. I told hinr. that I 
knew he had some other things to do, but that he 
had not even tahen advantag_ of the contacts 
that I had provided. A month later the material 
was still not ready, and I had to tell the
 

Director that it was not. Then I had to "jump 
in" and do it myself. I think he should have 
taken his deadlines more seriously, working 
overtime if necessary. '_will simply have to 
supervise his work more diligently. 

c. requests additional personnel as needed
 

Decisions to increase the Program Office staff are subject
 

to the limitations of staffing and budget allowances. The most frequent
 

problem, once approval of the Director and AID/W have been obtained, is
 

the delay in recruiting qualified personnel by AID/W. This is discussed
 

more fully in section IV B 1, blcwi.
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I have just "ordered" a new secretary vyho will
 
be a pool secretary. However, she won't stay
 
there long. She vill be snatched up by someone
 
who has very much to do and be tied up there
 
all the time. I think in order to solve the
 

problem of the request for a private secretary,
 
I will move one Division Chief into this 
building and give him the use of any of the 
pool secretaries. As for the constant 
shorthandedness, I think we should always 
keep "ordering" one more secretary than we 
need so that we irill alleviate the problem 
of her being needed very badly in some
 
division by the time she gets here. This
 
iay maybe we can have some kind of a secretary
 
pool.
 

I am too heavily loaded with office tasks
 
to get out to field projects more than about
 
once in months. To do something about
 
evaluation, I recommended ;o the Director
 
that a new employee be added to the Program
 
Office staff. Hc aGr'ed, and I found a man
 
who appeared qualified vorking in the 

office. The man had good technical
 
and personal qualifications and wms happy to
 
leave the office. The transfer was arranged.
 

d. interprets policies, regunlations andManual Orders 

This task frequently occupies a great amount of the
 

Program Officer'sattention, (,spLcially wlhen his staff has had little
 

prior AID experience. The various problems encountered because AID/W
 

directives, policies, etc., are unclear or confusing have been described
 

in earlier sections.
 

(See the relevant incident in section III A 3 d.)
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c. reads incoming materials
 

Since the Program Office is the central clearing point
 
for all program matters, a great volume of documents, directives, and
 
other materials must be 
 read and acted upon. A major problem is the 
time required for reading all of these materials. This task also
 

includes insuring that materials are routed to appropriate people
 
within the office or in the field. 
Certain documents may be abstracted
 

and circulated for general information.
 

f. 	 maintains files on host country information) AID/W
correspondence, directives, etc. 

The shortage of trained secretarial personnel, discuss,,d
 

above, sometimes makes it 	 necessary for the Program Officerto set up 
and maintain his oim files. 
 This takes valuable time away from his more
 
important responsibilities, but frequently it is the only way to avoid 
delays in referring to information needed for 
riting reports, answecring
 

questions, or other purposes.
 

I have set up and maintained my on.m limited 
"official use" locked files in my office.
 
I did all the work myself bccause there is 
no avdilablc staff with the necessary
 
security clearance and free time.
 

I arrived after the mission had been without a
 
Program Officer for several months. Program
files were quite inadequate and out of date. 
I arranged to have the secretary bring the files 
up to date by obt'iining copies of messages and 
having messages reproduced when no extra copies 
were available. 
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My host secretary is responsible for maintaining
 
project files. She lacks a "feel for papers"
 
so that I am not able to find documents while
 
I am working on weekends and have to telephone
 
her to find out where to find things.
 

g. edits written materials
 

The written materials considered here are prepared
 

by subordinates within the Program Office. With this difference, the
 

same types of problems arise that were discussed in section I C 3
 

in the descriptions of reviewing and editing program documents.
 

(From observer) The Program Officer stressed the Assis­
tant Program Officer's poor -writingand lack of formal
 
education in economics. Consequently all of his work
 
must be edited carefully and at times returned to him
 
for rewriting. The Assistant Program Officer seems to
 
resent the Program Officer, expresses a lack of res­
pect for the Program Officer's intelligence, and says
 
that he has no ideas. The Program Officer suspects that
 
the Assistant Program Officer may resent corrections.
 

The Assistant Program Officer is tactless and offends
 
people. The job depends on good relations within AID,
 
so I must edit everything that the Assistant Program
 
Officer sends out.
 

I am waging a campaign to reduce documents by asking
 
subordinates to justify documents given to me for sig­
nature. In several cases they have been unable to do
 
so. This is primarily a cultural problem. Locals 
keep several sets of books and documcnt everything. 
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I suspect that part of this is due to the high
 
rate of unemployment here, since they tend to
 
create work to maintain their job security.
 

I got several reports from a subordinate, all 
of which used an incorrect format. This 
just isn't the way we do things here. I 
asked him in a very jokingly way about
 
the deviation from standard format. That's
 
all I had to say. Ile got very indignant and 
said it was better his way. I didn't know 
what to say at the time because I never 
expected that kind of reaction. All I 
could do since there vas no reasoning with 
him was to tell the secretary not to type
 
his reports like that but to follor the 
usual format.
 

h. insures effective working relations between the Program 
Office and divisions
 

Most Program Officers consider that careful maintenance
 

of good relations bctween the Program Office and the divisions is a
 

prerequisite to accomplishing their work effectivcly. Therefore, they
 

take great care to instruct subordinates in appropriate methods for
 

contacting and making requests of division personnel.
 

The Assistant Program Officer must be managed
 
carefully in his personal relations because
 
his personality "rubs" people the wrong vay. 
I can't risk offending people because our job
 
success depends upon people working well together.
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This incident started writh an accusation by the
 
Deputy Chief of a division against the Assistant
 

Program Officer. He accused the Assistant Program
 

Officer of altering a report. I checked the report
 

with the Assistant and found that there was no 
basis for the accusation. I told the Deputy this, 
but he would not give up and continued to mis­

interpret other data reported by the Assistant 
Program Officer. I finally told the Chief of 

the division and asked him to get his Deputy to 

apologize to the Assistant Program Officer. 

The Chief explained that his D oputy was under 
an emotional strain and to take this into 

consideration. I agreed but still thougbt 

the Deputy should apologize to the Assistant 
Program Officer. The Deputy finally did come 

up to the Program Office and they straightened 
the thing out. I ny have been too stern with 
the Deputy, but it all worked out, o I fccl 

my sternness was justified. 

For the Deputy Program Officer and Assistant
 
Program Officer, the greatest problem is working
 

This
with Division Chiefs and having to say no. 


is difficult to do without sceming negative toward
 

a particular program. I check to see that memos
 

sent out by these people are tactful and that
 

division people's fe lings aren't needlessly hurt.
 

Relations between the Program Office and 

technical divisions are generally good, except 

with one Division Chief. For eiample, after 

a subordinate and I decided how, what, when, 
and why concerning briefings and trips for 

visiting Congressional investigators, he called 
some people ir the Division and asked
 

them to provide briefing jnatcrials about their 
pro~jects. Within about two days the Division 
Chief called my subordinate and told him to stop
 

telling his people what to do. Therefore, my
 
subordinate had to explain this to me. I, in
 
turn, explained t. the Division Chief, asking 
him to assure Lhat his division personnel 
provided the appropriate briefing materials. 
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(From a colleague) When the Deputy Director 
hold his weekly meeting with the Division Chief
 
a minor point of disagreement arose about the
 
way the Chief made his reports to the Program
 
Officer (rho was also present in the meeting). 
The Program Officer responded in angcr saying
 
"This is what I want'" The Deputy Director
 
had to change the subject to keep the peace.
 

During my first 6 weeks I had meetings with all 
the technical people, but I went to their offices. 
That was a very good thing to do. It prompted 
cooperation and I got some good insights about 
their abilities, dedication, etc. by meeting 
them on their home grounds. 

B. Participates in Personnel Matters
 

In addition to handling the personnel needs for his own
 

office, the Program Officer may be called upon to assist in personnel
 

matters pertaining to field protects or other administrative offices.
 

In most cases, his role would be to advise other personnel or assist
 

in completing paperwork. For example, he might explain Agency leave 

policy.
 

1. Assists in recruiting staff
 

The Program Officer may be consulted about any aspect of 

recruiting new personnel: to advise in specifying qualifications, to 

handle paperwork, or to evaluate candidates. The greatest problem 

encountered is the sloimess with which AID/W personnel takes action. 

It is not uncommon for a year or more to elapse between the filing of 

a request and the arrival of a new nan on the job. To circumvent these 

delays, the Program Officer may suggest contacting people in business, 

government, or academic circles to obtain recommendations for job 

candidates, particularly when technical people are being sought. 
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Major problems also occur in recruiting personnel among 

host nationals. The mission may lack dependable sources for referring 

job applicants to them, in some countries being forced to rely on the 

advice of present employees who may try to obtain jobs for friends or
 

relatives with poor skills or little training. At times, when the
 

pool of trained personnel is limited, the mission may be canpeting
 

with host companies, the host government, and international corporations
 

who have higher pay scales or other benefits which the mission cannot
 

meet.
 

Some problems stem from the newmess of the mission.
 
For example, there are no precedents for the salaries
 
of locals, or for the cost of any other operation.
 
This makes budgeting very difficult. Nor are
 
there any wcl knomn sources of employment. The
 
mission has had to relj on the Embassy and word­
of-mouth.
 

We have an opportunity to employ one of our 
contract employces as a direct hire. The 
contractor is willing, and he is one of the 
best men in the mission. But AID/W personnel
 
can't cope with the problem. They don't
 
even answer correspondence, despite pressure.
 

Another problem is that the mission has not
 
been able to recruit some people we need for
 
our program. We want to get more L.oan Officers 
and a management consultant team, for instance, 
but ashington says they are unable to recruit 
them. I feel that good people are available 
but that Washington is doing a poor job of 
recruiting.
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(from a technical chief) I am being phased out 
and AID can't find contractors to replace me. 
I have projects in progress right now. 
They have been running (or in preparation)
 
for approximately a year on the average. No 
inexperienced team can take my place now, 
especially in the -field of building human
 

resources.
 

a. gathers information 

The actions employed in Gathering information for 

personnel purposes are similar to those described for gathering other 

types of information: conferring with other persons staff members, 

AID/W, or host nationals -- reviewing documents, requesting clarifications 

from AIDAI, and so forth. 

The problem mentioned earlier concerning the ambiguity 

and obsolescence of AID staffing documents and biographic information also 

applies here. It may also be difficult for someone who is not himself 

an expert in a specialized field to interpret descriptions of the
 

qualificatioas of technical personnel.
 

AID/W advised that a nominee was available to 
fill a request for a technical chief. I knew 
of the AID/W nominee and heard that he had served 

in another country. I sent a message to a tech­
nician I knew in that post aski.ng him to send 
information about the nominee. My original
 
information about the nominee being difficult
 

to work with -s verified. I informed the 
Director, who rejected the nominee.
 



b. prepares documentation as required 

The Program Officer may write or review job descriptions, 

SPARS, or other personnel documents. The same types of procedures and 

problems are involved as in preparing program documents. 

c. corresponds with friends or professional associates 

Frequently when AID/W delays are lengthy or it is known 

that persons in certain special fields are hard to recruit, the Program 

Officer may correspond with friends or professional associates who can 

do a better job of recruiting for him than AIDAI. The Program Officer 

may also correspond with friends in Washington or in other missions if 

he knows of appropriate personnel who are nearing the end of a tour 

and may be interested in coming to the mission. 

d. evaluates and selects personnel 

The Program Officer considers all of the information he 

has available and decides or advises others upon the acceptability of 

a potential recruit. This may involve conferring with other staff 

members or iriting AID/Il or other sources for additional information 

with which to make a decision. He tries to judge the suitability of 

a nominee's training for the position open, the likelihood of personality 

or emotional problems serious enough to affect work performance, and 

other relevant factors. In some missions, the Program Officer may help
 

determine salaries for certain classes of personnel, and he may also 

handle salary negotiations with job applicants.
 

I feel that the host government needs some
 
assistance and they had initially requested
 
a before I arrived. The first nominee
 
provided by Washington vas too ineperienced
 
and the host government declined to accept him.
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Washington nominated a second one whom the 
host had accepted, but the man felt that the 
assignment was too short and drcpped out.
 
Washington nominated a third man whom the
 
Mission Director hastily approved when he 
was in Washington on business, but I was 
disturbed about his qualifications. The 
candidate was an expert in ___, and I 
felt that the requirements called for a 
different type of specialist. I passed the 
candidate on to the host government, as I 
had to do, but I tried not to convey any 
personal judgments to them. I was relieved 
that the host government did not feel he was 
qualified either. Washington delayed several 
months before finding another candidate, but 
this man has certain problems that made him
 
unacceptable, because the Embassy will not
 
assmie responsibility for him. This means
 
that another candidate must be found, and 
if he is, it will probably have been a year
 
from the initial request before he can be
 
assigned.
 

* *** 

The Director persuaded a technician to come
 
to work for AID. They started to discuss
 
pay. I stopped the discussion so that
 
the technician and I could discuss the
 
details later. I feared the Director would
 
throw the pay scale off for the mission and
 
upset or demoralize other technicians.
 

* ** * 

2. Orients new staff members
 

The Program Officer is frequently assigned the task of
 

briefing new personnel in AID regulations, program matters, or the host
 

country. It is sometimes difficult to communicate the operations of the
 

mission -- relationships between offices, responsibilities, duties, or
 

lines of authority -- to new personnel who are unfamiliar with bureaucratic
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agencies in general and AID in particular. These briefing sessions may
 

involve arranging meetings, providing reading materials, or arranging
 

field trips. 

In meeting the problem of the technicians'
 
inability to plan, I must consider the
 
technicians and evaluate their competency.
 
I have tried a variety of methods of
 
indoctrination and education: holding meetings,
 
hearings, exhortation, having my subordinates
 
press for good planning. There has been sme
 
improvement in some of the technicians' work,
 
and as new people come in, I have been success­
ful in indoctrinating them.
 

I am strongly recommending to the Deputy
 
Director (who is relatively new) to drop
 
everything he is doing and go out to visit the
 
field projects. It would stand him in good
 
stead.
 

C. Handles Public Relations
 

In many missions the Program Officer is assigned responsibility
 

for the mission's public relations. This may involve developing publicity
 

policies and procedures, holding press conferences, receiving non-official
 

visitors, and arranging public ceremonies.
 

1. Handles publicity
 

a. advises or develops publicity policies and procedure
 

The Program Officer may be charged with determining how
 

much publicity the mission should attempt, and ,4hat methods and media
 

are most suitable for these purposes. This is another area where
 

confusing AID/W policy directives may make it difficult to decide whether 
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or not certain actions are appropriate. Another source of problems is 

the tendency of technical people to criticize the mission or aid projects
 

to host nationals or other non-AID persons. Technicians may not be aware
 

of the sensitive nature of their remarks or the difficulties they may 

create in the mission's relationships with the host government. The 

Program Officer must warn people of the ramifications of their remarks
 

and try to convince them to bc more cautious in the future. 

An important P'oject Agreement was signed with 
the hosts during a "cool" period in host-U.S. 
relations when the Ambassador forbade local
 
publicity. The contractor involved wanted
 
publicity in the United States. I learned
 
informally that the contract chief intended
 
to release news in the United States through
 
private channels. AID/W regulations require 
that releases be sent through AID/W, which is a 
slow procedure. I called the contract chief for
 
more information, checked with other personnel, 
took the problem to the Director and pointed tiit 
the need for local ordcrs on news releases. I 
also checked with USIS and found that they cannot
 
operate outside the host country. The contract
 
chief released the news to the United States 
via private channels. He was not subject to
 
AID regulations. I suggested that the mission
 
release the news via AID channls and send an 
airgram to AID/W detailing the action of the
 
contract chief.
 

b. prepares or approves news releases
 

The preparation of news releases may be accomplished by
 

a subordinate rather than the Program Officer himself, but he ordinarily
 

carefully checks the work of others to insure that it conforms to the 

policies and restrictions established by AID/W or the mission, and that
 

it will not offend host officials, the United States public or Congress.
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The 	 clearance of ncws releases may require consulting the higher mission 

officers, the Ambassador, the host government, or AID/W, and can be 

very time-consuming. 

A subordinate wrote a news release which was not 
shown to me. I resented being bypassed although 
there vrce no adverse consequences. I think 
that bypassing me might have been accidental 
because there were several people involved who 
each may have thought that someone else had
 
cleared the matter. 

c. 	arranges and conducts press conferences, piblic ceremonies,
 
etc.
 

The 	Program Officer may hold press conferences himself
 

or arrange them for other members of the mission staff. He may also
 

arrange various types of public ceremonies for publicity purposes.
 

The 	major problem rith this task as ith the whole publicity function, 

is the amount of time taken from major Program Office duties in
 

attending to details and obtaining necessary approvals.
 

One 	problem concerning publicity is the United
 
States Ambassador. When he is involved., he
 
annoys me by checking and rechecking details.
 
This creates more work for me because when the 
Ambassador is worrying, I must stop ihat I am 
doing and provide clarification.
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d. arrange for production of information and publicity
 

materials
 

I decided that an illustrated pamphlet des­
cribing AID work in this country would be
 
useful to inform the host nationals at all
 
levels about AID and its efforts to help the
 
country. I told a subordinate what I wanted
 
and he produced a booklet which I reviewed
 
for technical correctness, taste, appropriate­
ness, etc. Then the booklet was given to
 
USIS to reproduce and distribute. I plan to
 
have this booklet updated periodically.
 

(See also the relevant example in section I.D.)
 

2. Coordinates efforts with USIS
 

While USIS is nominally responsible for assisting the mis.
 

sion with publicity, many missions cannot depend upon their support. In
 

many cases requests for assistance or materials forwarded to USIS for pub­

lication are ignored, or answered with excuses explaining why no action
 

can be taken on the mission's work at present. Some Program Officers re­

port that it is easier in the long run to handle the work within the
 

mission rather than to spar for a while with USIS and get no results.
 

USIS is supposed to handle AID publicity, and
 
at one time they promised to assign one man,
 
full-time, to AID work. However, once their
 
staff was increased by the one man, they failed
 
to allow him to work with AID. When asked about
 
this, the USIS reply was that AID would benefit
 
more by having a whole team of U3IS specialists
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available and each USIS person would work a
 
small amount of time on AID work. Now,
 
when I ask for USIS assistance, they don't
 
refuse, but they just won't do what is asked.
 
For example, I asked for a photographer, and
 
the reply ias that the photographer was sick.
 
Or they don't appear at a function which they
 
have been requested to cover. Or they might
 
reply that there is no USIS money to allow
 
participation in a certain activity. Rather
 
thnn waste time and energy trying to get
 
USIS to act, I assumed responsibility for
 
publicity. I get involved with publicity

"when the spirit moves mo." Earlier I 
worked out a program for publicity, compiling
 
a checklist of cvcnts that were to occur, e.g.,
 
a building completed, a school to be opened,
 
a loan agreement signed, etc., and decided
 
on a logical type of publicity to bc used,
 
i.e., a news story, a speech, etc. I
 
assigned a subordinate the task o: performing
 
the details of this task. This subordinate
 
at one time turned out three or four news
 
stories per week which I reviewed. He sent 
them to the appropriate host government
 
Ministry for approval, then the articles would
 
be given to USIS to arrange for publication in
 
the local newspapers.
 

The USIS made a documentary film based on IJSC4
 
contributions in this country. I knew nothing
 
about it until it .as in the final stages. I
 
should have been in on the planning of the film.
 

3. Receives non-official visitors (as assigned) 

Despite his heavy workload, the Program Officer in many
 

missions is assigned the responsibility of receiving non-official
 

visitors. These may be host nationals, United States citizens, or
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third-country nationals who may drop into the mission at any time
 

seeking information. The Program Officer presents briefings on USAID
 

and the host country, as appropriate, or distributes publications ex­

plaining AID's policy and work in the host country. This task is dif­

ficult because these visitors may arrive without warning and the Pro­

gram Officer has to drop his work and talk with them.
 

D. Accomplishes Other Management Activites
 

Most of the tasks described under this topic fall into
 

the third category described in the introduction to this section.
 

While the Program Officer generally takes some part in nearly all of
 

them, whether he becomes deeply involved depends to a large extent upon
 

the capabilities of other mission officers and the type of working
 

relationships that exist among them. Broad problems affecting these
 

tasks are tha uncertainty of AID/W policy, the difficulty of keeping in­

formed of activities within the mission, and the lack of time for at­

tending to these matters.
 

1. Consults on organizational matters
 

u. advises on mission structure
 

As it is used here, the term mission structure refers
 

to both formal organizational matters and informal operating practices.
 

Regarding the former, the Program Officer may be consulted to assist
 

in carrying out reorganizations either on a major level as directed by
 

AID/W, or on a minor level in areas left to the Director's discretion.
 

Considerations pertaining to the latter are usually necessitated by
 

conflicts between staff members or between sections of the organiza­

tion, or by the failure of scmeone to carry out his work effectively. In
 

dealing irith either type of situation, the Program Officer may take the
 

initiative and present solutions he has developed to the Director and
 

other staff members for evaluation, or he may become involved only as
 

requested.
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(from interviewer) The Program Officer e:plained 
that in view of the morale and personnel 
problems in the mission, he felt that the position

of Personnel Officer should be filled again.
 
Presently, a secrotary is doing much of the work
 
of a Personnel Officer but there is much more
 
that should and must be done which requires
 
a full-time Personnel Officer. The Program
 
Officer had brought this up at a staff meeting,
 
but the Director dismissed the idea saying
 
that a decision was made several months ago
 
to abolish the pocition and that the issue
 
was closed. The Program Officer stated that
 
the need was great and the issue was not
 
closed with hi-m. He had, therefore, invited
 
the secretary co provide her opinions on the
 
subject. When she arrived, they discussed the 
needs, advantage; and problems of having or 
not having a Personnel Officer. The secretary
 
felt the needs were very great. When she left,
 
the Program Officer explained that he ws trying 
to get tangible evidence so that he could speak 
intelligently and in an infonned manner the next
 
time he brought up the problem. He felt this
 
to be the only way to sway the Director's
 
opinion on the matter.
 

An earlier problem was the multitude of people
 
giving advice to the Director. There was a
 
question as to who had prime responsibility 
to render advice, the Chiefs of Technical
 
Divisions, or me. Because of the confusion,
 
the Director was considering a reorganiation
 
that would require a new high-level officer.
 
I advised against this, using the reasoning
 
that it would take a few months for any ner 
person at this level to learn enough of the
 
local situation to bo effective, and that it 
would add another staff member, which, because 
of economy drives, was against AID policy. As 
an alternative, I suggested thet I be given 
clear status over the Chiefs of the Technical
 
Divisions. The Mission Director agreed to this, 
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and the system was effected. This has strengthened
 
my role, erased the confusion, and has freed me
 
from detail so that I may now concentrate on
 
broad policy and thus be a more effective adviser
 
to the Director.
 

(from a Division Chief) Since the present
 
Program Officer came, the Program Office has 
changed for the better. Before he came project 
agreements wcre made, drafted, and signed by
 
the Program Office. We, the Technical Divisions, 
were then told to implement thcm. We had no say
 
about feasibility, cost estimates, needs, etc.
 
In addition, we often got mixed up in things that 
were no concern of ours ,such as PL 480 projects. 
We found ourselves doing projects that .L thought 
were unsound and unfeasible and in which we didn't 
believe. It created many problems for the
 
Technical Divisions. A further resulc of this
 
policy was that many government Ministers and
 
financial organizations had built direct pipL. 
lines to Washington. They could practically 
tell Washington what they wanted and the direction
 
would come from AID/W. We would not have anything 
to say about it. All these requests should go
 
to Washington, but through the mission first. The
 
present Program Officcr realized this and changed
 
this policy. He knew it was causing problems 
for us. He sent Washington a strict telegram
 
telling them that this procedure wao making our 
positions (Technical Advisors) untenable. Now
 
it is much better since he has given us our
 
proper voice in matters concerning our technical
 
fields of specialization.
 

b. advises on staff behavior problems
 

From time to time, incidents occur as the result of
 

unusual or disturbed behavior on the part of sane mission staff member.
 

Sometimes it is immediately obvious upon their arrival that they will
 

151
 



create problems. At other times, circumstances of their work
 
or family situation put stresses on individualswith which they are
 

unable to cope. In either case, they may act in ways that impede the
 

fulfillment of their work or that threaten to damage the mission's 

standing in the eyes of the host government or private citizens. The
 

Executive Officer generally acts as a counsellor to mission personnel
 

and handles problems caused by behavorial difficulties. However, because
 

in serious cases a .!areer officer's future may be in the balance, it is
 

not unusual for conferences to be called, including the Program Officer,
 

to consider alternative courses of action to deal with these problems. 

2. Provides advice and assistance in Executive Office functions
 

The Executive Officer manages the administrazive services
 

for the mission and provides many services affecting the living conditions
 

for American personnel. The Progrm~n Officur may become involved in
 

advising or assisting in these functions if he and the Executive Officer
 

happen to find each other congenial working associates and consult each
 

other informally about problems or decisions between alternative courses
 

of action. The Program Officer may also become involved if the Executive
 

Officer handles his .7ork so inefficiently that many problems arise or
 

requests for services go unanswered. lie may step in on his oim
 

initiative or at the request of the Director. The areas dealt with 

may include morale problems, provision of project or personal services, 

coping with environmental difficultits, and so on. The chief problems 

encountered are the personal frictions which sometimes result between
 

the Program Officer and the Executive Officer, and the imposition 

which these extra responsibilities make on the Program Officer's time. 

I wrote a memorandum to Lhe Director concerning 
a suggestion for a subordinate of the Executive 
Officer to do something,without clearing the 
memorandum writh the subordinate or the Executive 
Officer. The subordinate was very angry. I
 
did not see that it was necessary or desirable
 
to clear the message with anyone.
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The Director asked me to prepare a report on 

mission housing. I asked the Executive
 
Officer for the basic data, i.e., number of 

houses, their locations, houses to be leased, 

etc., and used the data to write my report 
to the Director.
 

I have had considerablc e perience in setting 
up and managing filing systems, and was annoyed 
vith the way the Communications and Records 
office was set up. I found the files set up 
to accommodate a file retirement system rather 
than a subject matter system oriented to users'
 
needs. I also found classified and unclassified
 
materials on the same subject filed separately
 
in spite of the fact that there wzerc no locals
 
handling the files. I argued With the 
Communications and Records clerk about this
 
and she got quite upset. I did not realize 
how sensitive she was, and have since used a 
much more friendly approach. 

The Executive Office should be more precise and
 
organized. I had an argument with the Executive 
Officer yesterday because he called and told me
 

he had to be informed about everyone coming here
 
and their purpose before they arrived. He stated 
it was in the Mission orders, but I can't find 
anything like that. He says they have to be 
officially registered scmehow. I think any USAID 
policy order like this should be drafted by the
 

E-:ccutive Officer and circulated for our clearance. 
Then if there are any disagreements we can get 
together and straighten them out. This area is a
 
definite irritant to me. 
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At one of our review meetings, a Division Chief
 
said that he would maintain his office in the 
host Ministry and therefore only use his office
 
here for picking up his mail and dictating letters.
 
The Program Office was very crowded so I asked 
the Division Chief whether he would mind if 
someone else were given the space he would not 
use and he said it would not matter to him.
 
I immediately moved another Division Chief 
who ias in our cramped offices into the 
unoccupied one because he wanted an office 
alone. I brought our other secretary into the
 
Program Office so that the tuo secretaries could
 
work together. Everyone was happy with this 
change, and I'm sure it increased everyone's 
efficiency and added to their morale.
 

I am contracting officer for a certain project. 
As such I have to serve as an intermediary
 
between the Executive Officer and the team 
chief because they don't get along. The
 
Executive Officer should be the contracting 
officer but under these circumstances I have 
to be the officer. But if it has to be done
 
this way,there is nothing to do because someone
 
has to take care of it.
 

The workload in the mission is not fairly 
distributed among the secretaries. This is a 
morale factor. Sane girls are always overworked, 
others are usuolly not given anything to do. I 
asked the Executive Officer to help alleviate this 
situatior. once and he was all for my Idea, which 
was for all secretaries with too much work to do to 
give their excess work to their supervisors, who
 
in turn would give it to the Executive Officer.
 
He would parcel it out to the- secretaries who were 
not busy. In this way no resentment would be 
caused by secretaries giving work to other 
secretaries.
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I went to the Director in April and told him of 
the secretary problems. (This particular post 
is particularly hard on them for many reasons-­
there is no social life for them, the
 

climate makes it difficult for them, living 
conditions are not the best, there are not 
many recreational facilities available, etc.). 
I suggested that we have them all meet with 
him and ask 6hem to discuss their problems 
openly. I thought this way they would get 
a lot of these things off their minds. 
Also under these circumstances, they could 
present their problems in a less emotional 
and more realistic manner than otherwise. 
The Director said it was a good idea and 
would do it, but he nevex did. I feel that 
if hc did we would not have had all these 
requests for transfers now and their morale 
vould be higher. 

3. Substitutes for other Administrative Officers 

When other staff officers take leave or delays occur in
 

the arrival of new incumbents, the Program Officer frequently assumes
 

the role of Acting Deputy Director or Acting Director. He may
 

occasionally substitute for other officers, but not usually. In order
 

to perform the functions involved in these positions, the Program Officer
 

must be familiar with the details of the job and with relevant policy 

and regulations. In circumstances where the regular incumbent is to 

return, the Program Officer has to be sufficiently familiar with that 

officer's working premises and procedures so that any decisions or
 

arrangements he may be called upon to make will not disrpt normal 

operations. When he is filling in during a period of transition
 

between two incumbents, he may have to be very cautious to avoid
 

committing the mission to agreements which conceivably will not be
 

acceptable to the new incumbent.
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I. Receives visitors as assigned 

a. gives briefings
 

b. schedules meetings and trips
 

In addition to receiving unofficial visitors, discussed 

above in section C 3, the Program Officer may also be responsible for 

receiving official visitors. They may include high AID or other 

government officials, non-government people traveling ith AID's approval 

for special purposes, or high-ranking non-government host nationals. 

The Program Officer may be called upon to prepare and give briefings 

about specific projects or the total mission program, to arrange
 

meetings ith appropriate mission technicians, host nationals, or
 

other persons, and to plan appropriate field trips. AID/W, or
 

occasionally other missions, create problems in accomplishing this task
 

when they either do not give sufficient advance notice of a visitor's
 

arrival or do not give adequate information about his purpose in visiting
 

the mission. Since traveling and communications in many underdeveloped
 

nations are slow, the Program Officer may not be able to make the
 

best arrangements to fill the visitor's purposes without adequate 

advance inforation. This tash is vicwcd by many Program Officers 

as a problem because the "constant stream of visitors" disrupts their 

routine work. 

A private United States professional organization 
had proposed sending some of its members to donate 
their services to the host government. Two 
representatives of the organization visited to 
learn how their colleagues could best contribute 
to th host development program. I was 
assigncd the task of caring for them. When 
I first learned of the assiGnment, I cabled 
AID/W and asked to be informed of the visitors' 
arrival in sufficient time to plan a schedule for
 
them. Nevertheless, they arrived one day ithout
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AID/W waiming. I solved the problem by
introducing them to a staff member of another 
United States agcncy who has local contacts
 
and experience in their special field. 
He
 
was a logical person to help these visitors.
 
My substantive involvement was slight, but 
my time ims consumed in reading and answering
cables, contacting the other United States 
agency, and making introductions. Also, the
task vas not one which could be evaded, because
 
if I had left -them to shift for themselves,

they would have gone back to AID/W and complained
of the poor treatment given them by the mission.
 

5. Answers special information requests as required
 

Occasionally special requests for information of various
 
types are received by the mission. The Program Officer may be called
 
upon to write or edit answers to these requests. The pr blems of 
unclear instructions, of editing and revising other people's work, and 
of obtaining appropriate information discussed in preceding sections
 
would also apply to this task.
 

Special reports, e.g., a request from Congress

for reports on help to religious institutions,
 
take precedence over routine reports. lo solution 
is available.
 

6. Sociali-eswith other U.S. agencies, other donor agencies,

the diplomatic cmmunity 

The extent to which the Program Officer is formally required
 
to attend social activities appears to vary from mission to mission.
 
However, in most missions there will be some requirements of this type.
 
Some Program Officers entertain or attend parties, dinners, etc., beyond
 
those required. They view such activities as efforts'to establish rapport 

157
 



with non-mission personnel who can assist them by providing information 

or by arranging coordinatcd project plans. 

I have a friend who is with a multi-lateral 
delegation here. He informed me that some 
people from the International Bank were coming 
to towm. I knew that they would iant to 
learn the details of the host government's
 
financial situation -- something that we also 
want to know more about. I asked my friend 
to invite them to dinner at my home on the 
night of thcir arrival. When they came he 
did invite them and they readily accepted. 
Since I speak fluent there vas no 
communication problem. After dinner we sat
 
and talked about the host country. It was
 
a very rewarding evening because the conversa­
tion naturally swung to their job here and what
 
they were trying to learn. Ie traded information
 
and I got some new and valuable iinfoiation about 
the country's financial situation. When they
 
complete their study here, I will try to have 
them over again and perlps I can learn some­
thing about their findings.
 

(See also the relevant examples in section IA.)
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V. MAINTAINS WORKING REIATIONS WITH HOST PERSONNEL 

Specific types of interactions uith host officials have been 

mentioned in preceding sections as they influence the accomplishment 

of various functions, e.g., negotiatina, obtaining information, and 

so on. Here, the discussion concerns interacting with host officials 

as a goal in itself, because so many other aspects of successful work 

depend upon cordial relationships and the free flow of information 

and opinions between the mission and the host government. In other 

words, it appears that other functions can be more effectively 

performed if a groundwork of pleasant working relations has been 

developed. 

A. Develops "Good" Relations with Host Officials
 

The specific definitions of "gqod" relations vary considerably
 

from one country to another. In general, host definitions of appropriate
 

relations with their American counterparts tend toward a greater degree
 

of formality than is usual in the United States. Therefore, an
 

important part of this function consists of understanding and conforming
 

to these definitions. Reportedly~another important aspect is determining
 

with whom, among host government officia) s, it is expedient to develop
 
"good" relations. The power structures of the host gorernment and
 

the interrelationships of various significant persons within it can
 

be difficult to discern in countries where titles are proliferated or
 

elected or appointed officials serve as ceremonial leaders while real
 

decisions are made by less obvious governmcnt pcrsonnel. Such consider­

ations are necessary for various reasons, e.g., to avoid becoming a
 

paim in an internal power struggle: and to avoid offending a person
 

with the power to assist or block AID's efforts.
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1. 	Adapts to local usage in negotiations
 

The officials of many countries may expect AID personnel 

to conform to local usage in conducting negotiatlons, or at least 

they appear to react more positively to those who do so. This may 

mean that the Program Officer has to accept a certain amount of 

seemingly time-wasting formality or trivial conversation before 

reaching the point under discussion. He may also have to adjust to 

very subtle and indirect use of language, dictated by host concepts 

of politeness. 

The 	hosts will not ask questions if they don't
 
understand something which I have presented
 
to them. If I suspect a lack of comprehension
 
on their part, I repeat what I said later in
 
the conversation in different and simple
 
terms. I have also adopted a policy of forth­
rightly asking for clarification from them
 
when I don't understand something which they
 
are trying to tell mc, thus trying in this
 
way to let them know that it is acceptable
 
to ask questions in their dealings with me.
 

2. 	Cultivates friendships with hosts
 

Few Program Officers report success in making friends with
 

host officials and most admit that they give up after a few attempts.
 

Many report that local nationals, in general, are "cold," "aloof,"
 

or "indifferent" to overtures of friendship. Since the concepts
 

of friendship tend to vary among different cultures, it would appear
 

that an important aspect of this task is learning what reactions to 

expect from the host officials. With this knowledge Program Officers 

might find that they had accomplished more than they realizud, and be
 

less discouraged about the matter.
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In at least one mission, higher officers refused to 

recognize the necessity fcr the Program Officer to associate with host
 

officials, and obstructed his efforts to -meet apptopriate people.- "'z other 

missions, the departure of a predecessor before the arrival of a new
 

incumbent may mean that introductions to helpful contacts become
 

difficult to arrange.
 

Another difficulty sometimes arises in countries where the
 

official government policy discourages host personnel from developing
 

close contacts with foreign-government representatives.
 

Of course, some Program Officers are simply disinclined to 

be friendly with the hosts and make little or no effort to establish 

friendships. 

1 find some lower-level government sources more
 
candid and revealing than upper-level types who
 
are 	more cagey, e.g., a third-country had 
offered a loan to start a project. The Mission
 
Director and I tried to learn from the Minis'ter
 
and another official how much money was involved
 
and what the terms were. They were reluctant to
 
say, but a subordinate, who is a good friend of
 
mine, gave me the hard figures. These were
 
confirmed later at a confrontation with the
 
Minister.
 

3. 	 Uses appropriate means for handling project rejections or 

curtailment 

This refers to the necessity to provide host officials
 

with an opportunity to "save face." For example, it may be useful to
 

develop a technique of saying no indirectly and subtly, or to provide
 

informal advance notification of rejection or curtailment of projects
 

before formal procedures are followed. Some Program Officers have
 

found it helpful to phrase discussions in terms which provide the host
 

officials with ready-made explanations to their superiors or colleagues.
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I was at a luncheon with a host government official 

who had just come from a meeting in which a major 

new project had been proposed. The host government 

official mcntioned it to me, asking if AID would
 

be willing to provide aid for such a project. I
 

kncw that other projects were more necessary, but 

I didn't want to be unresponsive. Therefore, I
 

relPIid that AID might be interested, but that 

many details would be necessary, including need
 

for the project. This type of response was
 

better than saying "no," and tends to smoke out
 

bad features, i.e., once the local national learns
 

that it is hard to justify another project of
 

this type in view of other needs, he will simply 

not submit details to AID. Ninety-nine per cent 

(99%) of project "turn dowms" are at the informal 

stage, such as this one, so no ill-will is
 

created, but it is necessary to be tactful. 

h. Makes speeches to host groups 

This task may range from saying a few words of greeting to 

spelling out in detail the position of the mission, a proposal for a
 

project, or other kinds of information. The Program Officer may make 

them for other missionspeeches himself or be called upon to prepare 

personnel. In either case it is advantageous to be aware of and employ,
 

as appropriate, the customary phrases and techniques of the host country.
 

B. Represents Mission at Social Events
 

1. Attends luncheons, parties, etc.
 

The extent to uhich the Program Officer may be obligated to
 

attend mission functions varic from mission to mission, partly as a
 

result of mission size and partly as a result or his relationship with
 

the Director. Ordinarily there are certain formal occasions when he
 

is required to attend social events, and he may also be required to
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assist inmaking arrangements for them. This entry also includes
 

instances of arranging and attcnding informal luncheons, or parties.
 

An Embassy Officer and I wcre at a luncheon With 
a group of host government officials. All 
conversation was in the host language. This 
wears you doim after about an hour but we were 
doing all right. Then toward time for dessert,
 
an important subject came up. It created a
 
near riot of interest. The hosts talked more
 
rapidly as the conversation progreseed. We
 
couldn't keep up. Thus we missed a good
 
opportunity to learn what these people were
 
really thinking on this matter.
 

2. Entertains host officials at home -- as appropriate 

In some missions it is agreed that the Director will
 

entertain top host government officials and the Program Officer will
 

entertain those in positions comparable to his oim. In otncr missions
 

there may be no definite requirement for the Program Officer to fulfill
 

this function and sone do not take it upon themselves to do so. Others
 

may feel that it is an important aspect of their jobs. At times it may
 

be unievarirC because host personnel will accept invitations to parties 

or dinners and then fail to appear.
 

3. Attends or participates in ceremonies
 

Ceremonies of various types are frequently held to mark
 

the beginning or significant accomplishments of a project. The Program 

Officer may be involved in arranging for these ceremonies and occasionally 

is required to attend. 
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C. Provides Information, Advice and Assistance to Host Officials 

This entry pertains to a widc variety of situations in which 

the ProGram Officer may be of assistance to host officials regarding
 

matters that arc not connected with specific AID projects. It
 

includes both instances where the host may request specific information,
 

and where the Progra Officer may volunteer information or advice hc
 

thinks may be useful. However, it appears that Program Officers
 

do not provide such advice frequently.
 

1. Provides information on AID policy and procedure
 

This refers to keeping communication channels open to host 

officials and giving them an opportunity to learn informally of changes
 

in policy or proccdiures which will have an effect upon their dealings
 

with the mission. The task includes the range of .activitiesfrom
 

a casual chat to a formal conference. 

In some cases it may bc difficult to communicate to hoot 

officials that, while AID wants to help in their dcvelopmcnt efforts, 

it is not simply going to do whatever they ask, and that there may 

be some broader considerations reflected in rejecting some of their 

proposals. 

aExplaining AID' s policy to the host country may be 

problem in itself when that policy is ambiguously defined, or in
 

transition. Under these circtunstances, the Program Officer may be
 

able to make only vagLuc statcmunts to avoid having to explain conflicting 

policy at some later date. 

Another problem is that I must be con~inuously
 
alert to host government criticism and mis­
understandings. For example, in a speech a
 
Minister discussed the high cost of United
 
States technicians and alluded to monetary 
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fiaures hich were incorrect. When I learned 
this, I prepared a paper, describing realistic
 
fibmres, supported by details of costs that
 
tend to raise the total pricc, e.g., inter­
national travel and the high degree of
 
profcssional experience of the American
 
technicians. I submitted the paper to the
 
Mission Director, who in turn discussed the
 
topic, bascd on my presentation, with the
 
Minister at a luncheon.
 

** ** 

AID/W informed the mission, via cable, what 
AID policy would be about financing a major 
joint host-AID project. I was responsible for 
action on the AID/W message. I attempted to 
discuss the matter with the Director, but
 
failed because he was not available. I
 
discussed the issue with the Embassy Economic
 
Officer, his subordinate ii,charge of capital 

projects, nnd the Deputy Mission Director.
 
After collecting their views, I visited
 
officials of the host Ministry explaining 
the United Statez position, but without
 

raentioning the maximum United States commit­
mnt. At this mocting the project was 
discussed at length, and I cncouroged the 
official to solicit othcr aid. I even providcd 
advice about whaL kinds of data to hav available 
for other potential donors (cost in detail, 
materials, time scheduling, use after completion, 
etc.) Upon returning to my owm office, I wrote 
a merorandum of the conversation to send to the 
Mission Director and sent a cable to AID/U to 
report what had transpired. 
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2. Advises host governent on their operations
 

In most aid-receiving nations, the govermnent procedures
 

and practices warrant improvement. The Program Officer may volunteer
 

advice or be asked for it. It may range from dropping a hint to
 

spelling out systems for solving organizational or procedural problems.
 

One problem is that the host govcrnment Ilinistries 
do not have competent personnel, thus their planning
 
is slow and frequently inadequate. All Mini stries 
are feebly staffed, but the two most important for 
economic development seem to be the worst of all.
 
I.have tried hinting 'o various people, e.g., at
 
a dinner party I expressed concern over weak
 
staffs to a high host official, but so far I
 
have achieved .,results.
 

One problem is that host government officials are 
not informed on events in their owm country. They 
do not have the necessary staff, and because of 
work bcing dispersed around the country, their 
coordination and news c:change is poor. AID, on the 
other hand, knows what is going on all over the 
country in specialized fields. At a party I
 
learned that the government vus planning to sponsor 
some work in an area whcre AID was active. The 
government was probably aware that some work was 
being done, but they were probably not aware of 
specif.(: work efforts. Therefore, I wrote a 
letter to a host Laticna.l official in the appropriate 
Ministry explaining precisely what vas being done. 

The host wanted some equipment. Three firms sent 
in bids. The host would ignore low bids and 
order some of each kind of item. The concept 
of minimizing cost did not unter into decisions. 
I pushed the idea of the adventage of standardization and 
of taking low bids. As bidders realized that the 
game had changed, all the bids became lower. 
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3. Assists hosts in dealing with other donors
 

Host governments frequently do not avail themselves of
 

assistance from other donors because they lack information on what
 

help is available or how to apply for it. The Program Officer may
 

advise host cfficials on which organizations to approach and the kinds
 

of information to append to applications to facilitate their being
 

approved.
 

The host government recently announced that they
 

were applying for membership in the International
 

Monetary Fund. I know that many people who 

should, don't know much about 114iF. The same is 

true of' pOople ;ithin the micsion. I remember 

having a lecture on EflF durirg a course at 

a university before I came out. Tonight I'll 

pull it out and bring it tomorrow, have it 
reproduced and sent to the appropriate host
 

officials and to all the officers in the mission.
 

D. Uses Conduct Appropriate to Position
 

As an officer in an agency of the United States Government
 

staticned in another country, the Program Officer must maintain conduct
 

appropriate to his position. It includes both working and non-working 

situations and e::tends to the guidance, of his family in fulfilling 

their obligations as representatives of the United States.
 

I think it is very undesirable for a Program
 

Officer or any Americai, in the mission to dregs 
in such a way as to present a poor appearance cf 

United States pr:rsonnel, i.e., during non-Working 
hours such as vueekends, evenings, etc. Whenever 
I go to toim I always wear coat and tie. I do 
so any time I leave the house because I think it 
is expected of Americans to dress well aL all 
times. I feel that, abroad, it is e-pected that 
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Americans are aliays well-dressed. I learned 
this in my first overseas post. The general 
American tendency is to get into awfu. clothes 
vhen the working day is over. I don't think 
this is a good policy for Americans to follow.
 
I ari convinced that people who already luow you
won't think any less of you because of your

dress, but those who don't will think less of you. 
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