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FOREWORD
 

Since the U.S. Congress in 1973 issued its mandate for
 
"New Directions" in foreign economic assistance, out of concern that
 

the benefits of dvvelopment be more equitably distributed, the attention
 

of scholars and of officials in aid-giving agencies has Increasingly
 

focused on the Implications of this new policy for existing models
 
Those in
of administrative organization, process and technique. 


developing countries who were best served by structures of development
 

administration in the 1960's were not part of the poor majority,
 
areas, for whom the new equity-focused
particularly those in rural 


How, then, do we go
economic assistance policies have been intended. 

about revising tne norms of developret administration inorder to
 

serve the needs of this previously forcqotten constitiency.
 

The quest for answers to this question has led to the
 

emergence of a new vndy of literature concerneC less with development
 

administ:rdtion thai. with developmert iri[lerrentation. The new term
 
results
reflects new sets of priorities: concern with getting actual 


lead ndturally
rather more than establishing formal structures assumed to 


to those results; emphasis upon what hal.pers at the interface between
 

real pecple and the adrinistrative institution rather than upon
 

structuring the hierarchy within which those officials function; and
 

greater emphasis or, tihe active participation ot the intended benefi

ciaries themselves in shaping public development policies and processes.
 

look more at the local and micro-level than
The result has been to 

before and to addre;s the 'human factor" as the central and rrNst
 

important element in tie "administrative" process.
 

Marcus .ngle's state-of-the-art review of the implementation
 

of developr~ent programs well summari2es the changing emphasis from ad

ministration to implementation. His report articulates the unfinished
 

agenda that lies before development scholars and pracLitioners and
 

challenges us to get onl with the job.
 

Harlan H. hobgood, Directcr
 
Office of Rural Developnent and
 

Development Administration
 
United States Agency for
 

International Develcpment
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two major 
4Ay5 5 *The prograiD ppeeltation.literature divides, into 

,.General Admiriistratiofl--atmed at the processes and procedures
 

by wh~ich LDC institutions undertake their, activities,
 

0Development Projects--aimed at more specific, generally
 

time-limited outputs and direct 9benef its to target
 

populations,
 

The General Administration implementation category encompasses public 
or sector focus,
sector development activities- that have a functional 


These are

such as local administration, health, or rural works. 


The
 
typically the responsibility of single bureaucratic 

units. 


Development Projects category includes sets of interrelated 
activities
 

aimed at achieving direct target group benefits within specifited time 

and resource constraints.
 

The review isolates six separate and distinct implementation 
approaches.
 

Three of these are clustered witnin the "General Admuinistration"
 

category and three are subsumed under the "Development 
Projects"
 

Each approach is~ listed along with a description of its

heading. 


V<.underlying operational premise In thie first column of Table 1,
 

"Organizing Mechanism for Program Implementationl". 
The remaining
 

columnns of Table 1display the prescriptive implementation strategies
 

corresponding to each approach, For each strategy, the table arrays
 

the substantive positions expressed inscholarly publications, 
developing
 

and donor assistance agency documents. The 

country policy documnents, 

'4 

of the review examines the congruence or fit between
analysis seg!Rn 

' ''" 

the srtgipoton elaborated inthe scholarly 'literature and, 

an~d assistance'
the positions articulated by developing -countries
~"1. 


ofcnrec betwreen the scholarly precrpton
donors. The degre 


an~d the official implementation positions, also presented 
inTable 1,
 

provides the'basis for drawing conl)usions'and formulating policy and
 

prograiTWatic4 Impl ication~s. 
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used throughout the reiw were developed~to impo~se a structured r7
 

4 ordering of'-the literature. Xs presented th m!-ie h -apo-ne
 
of 


'Th seera "aproche" nd correspondin *9strategies,* 

9 being more or'less exclusive and easily arranged inparallel. Ir
 

<.' fat,, the categories only represent~ideal types whichvare implied-~by -K 
>.the 
 fiterature. Caution should be taken inviewing-them as fixed nr
 
exclusionary. 
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111. CONCLUSIONS AND OPERATIONAL IMPLICATIONS 

The conclusions and operational implications emerging from the review 
are separately discussed below for each approach inboth the~General 
Administration and the Development Projects 'categories. 'The~ nature 
of the relationship between the two categories isdiscussed first. 

The application of General Administration strategies for improving 
the implementation of "N~ew Directions" programs issomewhiat linp disfavor 
at this time, partlallydue to considerable previous expenditures 

with limited observablerural development success, The empphasis inY~f...the coirrent literature isclearly on Development Project strategiesI
as themost feasible means to narrowing the "implementation gap." 

There isa growing body ofscholarly andofficial literature hich
 
points to an essential link between~ the two categories. lhisrpoint
 
ov view stresses that improvements ingeneral administrative operations
 
should not be viewed as an alternative to improvem~ents indevelopment
 
projects. Rather, one should determine from successful implementation
 
'efforts the _appropriate mix of the several strgtegies required to establish ,
 

S-,suppor-t, 
 and sustain effective rural and urban development. Inthis 
sene, heGeneral Administratio1 strategies should~b viewe'as 

complementary to the Development Project strategies and vice versa. 
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I ,dthe developmen ofisiuinaIaaiy 
,mnaer pedt ,a5 ~ htconventional admni1nstratv 

re in~iplace to-supobureaucra tic opera tions. Mlanagers , 

can reyo~ulcamnsrto pcait to provide 
assistanice itn these convtentional areaS.~Deveoping country 
personnel and institutions"c6n tie effective partners, 

3...~'2 The Bueuca~ VausApproach-

Thisappoachholstht pogrm imlemntaton erfomane i
 

directly -related to 'the degreof value congruence between :bureaucratic 

offcials an ecipients, 
iturenly peats n many countries, as having a.separating. and 

alienating influene on intended beneficiaries who neither fully.under
stand nor share its operational values and4aprescriptions. Value. ... 

discrepancies ar anifsted in pr'ogram-~rel ated confl icts and in the 
frequent erosion of' commitment for rural oriented pr~o rams, 

... rga Thris approach views4 bureaucracy, as 

The Admiinistr~ative Reform Strategy is the prescribed, method for. 
inereasin the,"Y betweenecomib it bureaucratic operations and client 
needs. Two distinct 'adminstrative reform measures" are outlined in the 

3.~3litr 
 atue: th ntegrated sectoral management tacti~c wich 'eeks to 
maet~ uracrc mr responsive in specific functional areas such 'l 
asagiu.Iue rhat n the; devolution of -authority tactic which...3 

facil ite vau onrec b~y deler t ing-program responsibli ty and ~ 

3auhority tolclgyrmn nt whictir share Clientele values.3. :W--

Cocuin-DeeoigCuntry and Assistance Donor 
.3P...... saents rieflect cnsiderable support 

3. . 
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Conclusion: 
 The Folk ManaQement Strategy is gaining support in
 
the academic c2 iuniLy, but 
is neither emphasized
 
by assistance donors 
nor widely applied in Third
 
Wcrld ccuntries.
 

Assistance donors, and to 
a lesser degree assistance recipients,
 
are becoming aiare of potential implement~ticn dangers associated with
 
the wholesale adoption of wester:imanagerial technology. As of now,
 
neither donors nor recipients are supporting the Folk Management strategy.
 

a. Policy Implications
 

Joint research efforts by assistance donors and recipients are
 
needed to determine whether, and to what extent, the Folk Management
 
Strate , premises are 
valid. One way to accomplish this is to
 
analyze successful development prograns 
which have been planned
 
and administered without extensive external assistance. 
 Priority
 
should be given to exploring what works and why.
 

" Successful 
Folk Management applications are available which
 
could be assembled anJ disseminated. 
 There is a need to ensure
 
this is done. In selecting cases it is important to 
use those
 
which clearly describe the administrative culture or setting.
 

b. Program Implications
 

* Managers who wish to proceed with Folk Management methods need 
to be aire of the fact that 
most applications will be 
labor and
 
manaQc -ent irtensile. Thus, a'ditlonal attention will probably 
need to Le given to the struc turing of ap;,rcpriate interpersonal 
networks and reo.ard syste7s. 



Manaerswhor face personnel constraints may find thils strategy ~ 

~ ,<~--~~appa ui~ ~o atie, deg9rii~e liI6 iaageument Stat ,~T 
atepsto make productive uses (ften incremental improve-.4 
met)faailbl~aagmn capacity, both within the public 

sector 	and among t argeted groups aniIndividuals.4 

B8. The Development.Project Category 

(1. The Uncertaintie5, and Latitudes Approach 

Thspproaci, articulated by A. Hirschmnan inhuis excellent study 

of developmentprjcs hihihsta mplementation isset off from 

planning. Implemen~tation performance is.jointly determined by unforeseen

enione~loccurrences (uncertainties) and internal project, opportunities > 

for flxbeand-effective management responses (latitudes). Project7 

implem~entation isfrequently unsuccessful, this approach holds, because 

inadequate attention isgiven to aniiptn lieyucranisand 

structuring the project organization to permit maximun implementation 

latitudes.4 

The corresponding strategy for liproving implementation, labeled
 
"Analysis and Assessment"Y isto develop a high quality implementation.
 

pa.Such a plan will verify that assumptions related implementation 


...


4 4 

uncertainties are realistic. More importantly, based on an "implementation
 

~-' 	 analysis" or "organization design analysis", the plan will Indicate hiow4 

maximum potential, management flexibility or latitudes are designed into4, 
' the 44,.4j44c -activity, 
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host of te-.'
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b,PograImplications
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over the life of a project.
 

ProPject perisnne inthe donor agencies and thie developinga
 

cou~ntries who are responsible for "New Directions" type projects
a' 

to recognize that the nature of their job is incrediblyneed 
a~'a-

4 

~a- complexc and unicertain. Compared to other more convenitionalaI 


developmeant project activitiesi implementation plan~ning for
 
aam~ount of 

~a- rural developmeht efforts typically consumes a greater
a-a'' a 

resources and creative energy.. 
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adition, the internal rewards go to managers who plan and obligate 

projects , not to those~h imlmn an evaluate. Inictveo 
--BAstha -no-set-of-in ter a -projectAp ementat-lon- ------i~iA4DI 


3guidelines currently exist~s. 


a. Policyl Implications *- 3> 

Dnor agence anhr ol onreneeu'to auuptra4Nore, 

experimental, and flexible project imnpleenation posturel 

especially with respect~ to 1New-ietostp~rjcs An 

awareness that imlmnaini ani uncertain process shouldifirst 

-be evident inthe project pIan. Agency~planing procedures can-

J~ciitae, hisby specifying that detailedniplementationl 
arrangements h~ave a sottm pn(omr hnoeclna
 

yer dthtte~~o for 4periodic upgrading. Plans 2should
 

~~ls i.~. anverabs. 1resourcesfor handling unexpected' 

also nces ad ents.eraThus, what isneeded~i a new project 
implementation mode-one thiat provides .amplefrew'rds'ifor creative 

and makesfJull use of performance 

3ocrncle 


3-Implementation'responses 

ioitoring and impact-evaluationmechaisms. This mode Will , 

emphasize timely ponitoring adtarget group impact elvaluation, 
.and-pay proportionately less ,attention.(given.a relatively fixed~ 

~4 ~amount Iof resources) to'compre.1ens~iveproectdesin Itwill 

also stress timely responlses toptnilo niiae 

imnplementationt changes, rather than relying on more conventional, 
crisis management and prchtlem-solving techniques. 

4-s a need for foused research whichi clearly~ identifies: 

the key managentfuniions at eac stage of the& -ipementation 
<4 -'4There 

'fiaeor
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wit proec implementationissues
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