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INTRODUCTORY NOTE 

Self-reliant institutions, organizations, markets and other support 

systems are essential building blocks of societies that seek to 

promote and sustain development. Effective Institution Building: 

A Guide for Project Designers and Project Managers Based on 

Lessons Learned from the AID Portfolio is being published at a 

time when AID's interest in institutional capacity and the effec­

tiveness of organizations in promoting self-sustained development 

is high. The AID Administrator's decision to assign a high priority 

to institution building within the framework of development initia­

tives in key sectors, such as agriculture, should trigger a re­

examination of the efficiency and effectiveness of projects which 

seek to strengthen or build institutions. The practical guidance 

offered by this volume, which is drawn from AID's past experience, 

is designed to support AID's renewed emphasis on this important 

aspect of development. 

The Guide was prepared based on an examination of Agency evalua­

tions and audits. The focus of the majority of these documents 

is on the quality of project implementation efforts and the ways 

in which project development can positively or negatively affect 

the implementation process. Thus, the Guide itself tends to be 

oriented toward project development and project implementation 

concerns, as opposed to impact measurement and prediction. To 

understand fully the impact of institution building projects, 

as well as the optimum ways of designing and managing them, one 

needs to examine the Guide in conjunction with AID Impact Evalua­

tions of projects in particular sectors and countries. 

The analysis of the patterns in AID's portfolio of institution 

building projects presented in Part I of this volume will provide 

Agency managers with an overview of AID's investments in this 

important area over the past decades. While we believe that the 



projects examined are representative of the Agency's experience, 

we are aware that some elements of this experience may not be 

fully reflected in the analysis. For example, during the 1970s, 

AID supported a number of integrated rural development projects 

that involved micro-level institution building efforts; these 

may not have been captured fully in the research because this 

component was simply not recognized as such or was inadequately 

defined in the documentation reviewed. 

The checklist, in Part II of the Guide, draws on the lessons 

of experience to remind project designers and project managers 

of particular factors they need to consider as projects are 

developed and implemented. As a "stand-alone" design and 

management aid, we antic~pate thqt the checklist presented in 

Part II may prove to be a useful device for training development 

personnel and for those who review project proposals, particularly 

for 'their soundness. Over time, AID's Impact Evaluations will 

be able to provide additional information on the questions of 

the sustainability and impact of the institution building 

projects to supplement the evaluative materials reviewed by this 

volume. 

Office of Evaluation 
Bureau for Program and Policy 
Coordination 
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EXECUTIVE SUMMARY 

INTRODUCTION 

Self-sustaining growth in the developing nations depends on the abil­
ity of countries to introduce changes, through their public and pri­
vate sectors, that lead to improvements in productivity and higher 
standards of living for large numbers of people. At times, impor­
tant changes can be affected through a single action, such as a shift 
in pricing policies. More often, however, significant changes in 
developing countries require a series of actions which can be best 
fostered and maintained when an organizational infrastructure is set 
in place to efficiently and effectively introduce improvements, sus­
tain their momentum and create the conditions that lead to desired 
results. Whether these changes are instituted through a nation's 
public health service or by private medical practitioners, through 
government marketing boards or private cooperatives, institutional 
capacity lies at the heart of long-term improvement efforts. 

AID has long recognized the need to build human and organizational 
capacity in the developing countries. As part of its projects and 
programs over the past decades, the Agency has often made "insti tu­
tion building" an explicit objective. Even more frequently, a con­
cern with institutional development is implicit in the way AID and 
host governments design and manage development projects and programs. 
During this same period, AID has also undertaken several exercises 
aimed at developing a theoretical framework for its institution­
building efforts and has advanced guidance materials to its Missions 
based on those concepts. 

While extensive 'efforts have been made to incorporate institution­
building elements into AID projects in virtually every sector, the 
Agency has made no systematic attempt to review the effectiveness 
of its components of projects that are primarily concerned with 
providing goods and services. Thus, as the designers of new projects 
and the managers of ongoing AID-funded institution-building projects 
seek guidance, they find many titles and projects which are coded 
"insti tution building," but little organized information or practical, 
experience-based guidance. 

The objective of this study has been to elicit useful findings and 
practical guidance concerning "institution building" from more than 
ten years'worth of AID project design documents, evaluations and au­
dits, and from the theoretical work AID has undertaken in this field. 
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In the course of the study, 905 AID projects were identified that 
AID has explicitly coded "institution building" in its automated 
data base. * These projec'ts represent over 30% of the entire AID 
portfolio covered by the data base. Of the 905 projects coded 
"insti tution building," 659 were determined to' be "field projects" 
designed and managed by AID's f6ur geographic bureaus. The focus 
of the detailed investigation of'project designs, evaluations and 
audits examined in the course of the study was on these "field 
projects." 

MAJOR FINDINGS AND CONCLUSIONS 

Patterns in Project Design 

AID-funded institution-building projects in the developing countries 
were found to cluster in several important ways. Overwhelmingly, 
AID's 'portfolio of institution-building projects has concentrated on 
existIng entities, rather than on the creation of new organizations. 
Eighty-two percent of the field projects aim at strengthening insti­
tutions that pre-existed AID involvement. The strengthening of ex­
isting institutions has taken two basic forms: in roughlY,75% of the 
Agency's projects where "strengthening" an institution is a basic 
project. objective, the term is used to connote improvement in the 
functions the organization already performs. In the remaining 25% 
of these institution ~trengthening projects, AID has been involved 
in efforts to add new functions to existing entities. 

The institutions AID has assisted also cluster into patterns. In· 56% 
of the field projects, AID assistance has gone to a single organiza­
tion. In the other 44% of these projects', the portfolio is distri­
buted in a relatively even way among efforts that focus on: several 
related institutions; different types of organizations that work to­
gether; and different types. of organizations that are not associated 
in a meaningful way (e.g., diverse, unrelated farmer groups and muni­
cipalities within a geographic area, not necessarily tied by common 
needs, objectives or markets). The organizations AID has assisted 
have been largely public institutions. Yet a significant 18% of the 
field projects were found' to be targeted at private entities, e.g., 
cooperatives, farmer associations, local private voluntary organiza­
tions, banks and labor unions. 

* Projects covered by AID's automated project data base, the Develop­
ment Information Service (DIS), include all projects extan't on or 
after September 1974. Some projects in the data base have start dates 
earlier than 1974; the majority were begun in the 1970s. 
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The majority of all institutions AID has assisted have a national 
scope or character. Sixty-four percent of field projects were found 
to focus on national . organizations , with the remainder divided in 
descending order among sub-national entities that correspond to po­
litical jurisdictions; organizations with a multinational focus; 
mUltiple institutions that operate at two or more of these levels; 
and sub-national entities that serve an area that is not necessar­
ily associated with a political jurisdiction. From a sectoral per­
spective, the majority of AID-assisted institutions were divided 
between two primary functional groups: economic development/planning 
and food/agriculture. Organizations concerned with education, health 
and community development or housing formed·smaller clusters in 
the 16% to 12% range, while infrastructure-related organizations 
accounted for 9% of the institution-building projects assisted by 
AID. 

These patterns of project design were found to hold for AID's four 
geographic bureaus. Each bureau displayed all of the patterns des­
cribed above with respect to a concentration on single institutions, 
on national-level organizations, on public sector entities and on 
organizations that focus on development planning or agricultural 
concerns. At the same time, institution-build~ng activity was found 
to be more prevalent in the Latin America Bureau than elsewhere: 44% 
of all projects were from Latin America, followed by Africa with 28%, 
Asia with 18% and Near East with 10% .. 

Patterns of Success and Failure in Institution-Building Projects 

Somewhat under half of the 659 field projects examined in the study 
had been evaluated or audited by AID. Of the evaluated or audited 
projects, half had been initiated prior to 1974, including nine that 
had begun in the 1950s and 78 that were started during the 1960s. 
Thus, while the portfolio of evaluated or audited projects favors 
those initiated in the 1970s, it does not neglect earlier efforts 
undertaken.by the Agency. The set of field projects that have been 
evaluated or audited, and thus included in this study, is also skewed 
in favor of projects initiated by the Latin America Bureau: over 49% 
of the evaluated/audited projects are from that region. The bias 
reflects both the large number of institution-building projects in 
Latin America (see above) and the higher proportion of Latin America 
projects that have been evaluated or audited. The Bureau for Africa 
had the lowest percent of evaluated/audited projects. 

The analysis of evaluated and audited projects undertaken in this 
study was designed to find patterns of positive comments on project 
performance and achievement as well as patterns of negative comments. 
The process used to identify these patterns involved a review of 
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evaluation and audit abstracts and "spot check" validation of the 
abstracts against the original documents. The" internal" project 
factors considered in assessing whether an evaluation or audit report­
ed positive or negative findings on project performance and achieve­
ment included comments and discussions concerning:. adequacy of pro­
ject planning and management; achievement of initial project results 
(outputs); project staff (both host country and contractor); pro­
curement; financial arrangements governing the project; and non­
monetary support for the project (e.g." support by other government 
entities). Several "external" factors were also catalogued, includ­
ing political changes, inflation, natural disasters, devaluation, 
epidemics, and so forth. 

In quantitative terms, the majority of the reporting in AID evalua­
tions and audits concentrated on factors that the study considered 
to be "internal" to projects. Ninety-four percent of all specific 
comments made in audits and evaluations of the 159 projects examined 
in detail dealt with "internal" factors of the type identified above. 
Of the comments on "internal" factors, 34% dealt with the adequacy of 
project management and the achievement of initial outputs, while an­
other 31% focused on the adequacy of project planning. The remaining 
comments were divided among references to project staff (13%), non­
monetary support (7%), financial arrangements (6%) and procurement 
and commodities (2%). Only 6% of all comments referred to, normally 
unforeseeable "external" factors. 

In terms of the type of comments made, the distribution between posi­
tive and negative comments in evaluative documents was most striking 
with respect to the'adequacy of project planning. Negative citations 
or findings in this area outweighed positive comments by nearly two 
to one, even thoug~ this aspect of projects was less frequently the 
subject of comment than was project management and' results achieve­
ment. In the case of project management and results, the citations 
were almost evenly divided between,positive and negative. A roughly 
even distribution of positive and negative findings also characterized 
audit and evaluation comments concerning project staff. Mentions 
about financial arrangements tended to be more negative than positive, 
as were comments about non-monetary support for projects. While there 
were only a few comments concerning procurement and commodities, all 
were negative. 

Both the proportion and distribution of these evaluation and audit 
findings were examined in terms of the ,major clusters of AID-assisted 
institution-building projects discussed above. In a comparison of 
evaluative comments for public and private sector projects, the ten­
dency of citations was found to be appreciably mor~ positive in the 
case of efforts that target private entities. A possible reason 
for the better showing on the part of private sector projects may be 
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a difference in size: private projects are on average half the size, 
in financial terms, as their public-sector counterparts; they are, 
therefore, more manageable and easier to monitor. Private-sector 
recipients of AID support may also be more highly motivated and in­
timately involved in project progress. While the difference between 
projects targeted at public and private institutions was found 
measurable, no such differences stood out in comparisons of national 
versus sub-national projects; in projects that assist one versus two 
or more institutions; or on a geographic basis. 

For all project clusters, negative comments followed identical pat­
terns: most concerned project implementation; roughly a third refer­
red to project design failings; and only a tenth cited "external" 
factors. Project design complaints noting failure to sufficiently 
involve and commit the host government in planning, and the creation 
of overly ambitious or complex designs, were attributed to projects 
targeting public entities, not private ones. Comments about unreal­
istic time frames also referred predominantly to public ·sector pro­
jects. On the other hand, projects focusing on private institutions 
citedpoar or ineffectual management and administration far more of­
ten than any other weaknesses. The study, however, revealed no sig­
nificant difference between negative comment patterns for national­
level versus subnational-Ievel institutions. 

While a "pattern analysis" of evaluation and audit findings of the 
sort undertaken by this study cannot provide definitive answers con­
cerning why projects succeed or fail, in the manner of an AID "impact 
evaluation," such research can identify across a broad spectrum of 
projects the types of factors which appear to govern success and fail­
ure and which can apparently be managed in ways that bring about suc­
cess. The comments that were found in evaluative documents came out 
positive for some projects and negative for others, suggesting quite 
strongly that performance is something AID planners and managers can 
affect by their attention both to areas where projects appear to be 
highly vulnerable (i.e., as likely or more likely to develop trouble 
than to succeed) and to methodologies and ~echniques that appear to 
hold special promise. 

The concentration of evaluative and audit comments in a few key areas 
suggests that AID project design teams and project managers are well 
advised to pay special attention to those areas. The two most criti­
cal areas for attention appear to be project management and the 
achievement of initial project results, together with the basic effort 
to plan a project in a proper manner. The quality of project staff, 
financial 'arrangements for projects, non-monetary support and procure­
ment also require the attention of project designers and managers. 
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Checklist of Lessons Learned 

To assist project design teams and project managers, the positive 
and negative statements from evaluations and audits of institution­
building projects have been examined in detail and organized into 
a 30-page "checklist" of planning and management guidelines (Part 
II of the study) • 

The checklist is structured to facilitate project planner and mana­
ger review and use. It is coded in terms of project design stage 
-- i.e .• for reference during preparation of the Project Identifi­
cation Document, Project Paper, Project Agreement and consultant 
contract -- and projec-t implementation stage. The first section 
of the checklist presents ideas, hints, comments and cautions con­
cerning key elements of project desig~: program planning factors, 
host country factors, project inputs, training, the target institu­
tion and special situations. The second section covers project im­
plementation. To particularize and render more immediate the gene­
ralized points that are made, the guideline incorporates over a­
hundred quotations from individual evaluations and audits. 

The checklist is presented as a separate and detachable element of 
the study report, designed for reference by field personnel, and 
for use in training programs and in conjunction with AID's project 
design guidance element in Handbook 3: Project Assistance. 

The checklist cites over 70 lessons learned regarding project design. 
Based on the comments of evaluators and auditors, the most important 
factors in pre-program planning include: completion of in-depth pre­
design studies; tailoring the project to meet host-country capabi­
lities; ensuring strong institutional linkages; developing clear, 
attainable project designs and realistic time-frames; and establish­
ing clear lines of authority. 

Concerning the host country's role in project planning, evaluative 
documents stressed, fi~st and foremost, the need to obtain firm go­
vernment commitment to project support. Othe~ key lessons include 
shaping the project so that it furthers the gd¥ernment's development 
plan; selecting a politically strong and technically competent coun­
terpart agency; identifying and bypassing potentia-I governmental 
bottlenecks; and ensuring that required local personnel are avail­
able and have sufficient experience. 

Regarding project inputs during design, assessors- stressed the im­
portance of investigating the financial viability of target insti­
tutions and their ability to retain perso~nel; the need to compen­
sate for the effects of inflation; and taking care to specify com-
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patible project equipment, duty-free import of project materials 
and realistic project staffing levels. Finally, evaluative docu­
ments reiterated the importance of local-language fluency on the 
part of contractor personnel, when required. 

Most lessons regarding the training aspect of project design con­
cerned participant training. Stressed in this regard were: speci­
fying adequate lead time for the selection, processing, preparation 
and arrival of participants at their training site; and paving the 
way for their reintegration in the target organization, upon return. 

Concerning the target institution, comments by evaluators and audi­
tors focused planning attention on anticipating potential operating 
problems of new organizations and providing for their legalization. 
Accent also was placed on the need to provide for attraction of com­
petent leaders and for indigenization (a prerequisite to institu­
tion~lization). For private entities, comments concentrated on the 
importance of compensating in design for organizational inexperience; 
early investigation of the entity's past operations and its degree 
of grass-roots support; and avoidance of over-identifying the private 
entity with the u.s. 

Problems encountered during project implementation suggested signi­
ficant areas of potential weakness. For AID, negative citations 
concentrated on absence of sustained support to the contractor or 
grantee; inconsistent project monitoring; and inflexibility during 
project delivery, including failure to update project design. The 
contractor was mainly faulted for improper or inadequate staffing, 
management and relations with counterparts. Weak management and or­
ganization led the list of implementation problems experienced by 
target institutions; and bureaucratic delays and rapid transfer of 
government personnel from the target entity were cited most often in 
regard to the host government's role in implementation. 

Institution-Building Models and Approaches 

From the mid 1960s through the early 1970s, AID supported and en­
couraged work by academics in the then largely unexplored field of 
institution building. Several contracts, much research and field 
work and several conferences characterized the efforts. These, and 
a subsequent smaller-scale attempt to develop a model dealing with 
institutionalization, developed methodologies that have all but 
vanished from AID's institutional memory. 

The disappearance of the institution-building models can, in part, 
be attributed to their lack of specificity and failure to stress 
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certain important factors. Primarily, however, their lack of use 
appears to have resulted from AID's 1971 adoption of the Logical 
Framework project design and evaluation matrix. The Logframe 
project-specific and, unlike the institution-building models, appli­
cable to the entire range of AID projects -- has received the 
Agency's strong, continuing commitment during the last decade . 

• 
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PATTERNS IN AlDIS 

INSTITUTION BUILDING PORTFOLIO 



A. PAT T ERN A N A L Y SIS 

o F PRO J E C T DES I G N S 

Of 905 AID institution-building projects active in September 1974 
or since, * we selected the 659 that represent" field projects" 
i.e., projects of the four geographic bureaus -- for screening and 
analysis. 

The 659 projects were assessed and categorized according to six 
sets of design characteristics: 

o Geographic bureau; 

o Type of institutional change anticipated; 

o Relationship to/ among target institutions; 

o Target institution(s) by functional sector; 

o Public- or private-sector; 

o Political/geographic level of target institution. 

Results of our assessments appear below: 

PATTERN BY GEOGRAPHIC BUREAU 

By far the largest number of institu­
tion-building projects, 290, or 44.0% 
of the total, are from the Bureau for 
Latin America and the Caribbean. Next 
in importance is the Bureau for Africa, 
with 183 projects, 27.8% of the total. 
The Bureau for Asia is represented by 
122 projects, 18.5% of total. Far be­
hind the others is the Bureau for Near 
East, with 64 projects, 9.7% of the 
four-bureau total. 

Africa 

27.8% 

18.5% 

Latin America and 
The Caribbean 

44.0% 

Figure 1. PROJECTS 
BY GEOGRAPHIC BUREAU 

* The projects were identified by the Office of Development Infor­
mation and Utilization of the Bureau for Development Support (DS/DIU) 
as possessing institution-building characteristics. 
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PATTERN BY TYPE OF INSTITUTIONAL CHANGE ANTICIPATED 

Overwhelmingly, AID's portfolio of institution-building projects 
has concentrated on existing entities. Eighty percent of the port­
folio aims at strengthening an existing institution or institutions. 
Only one-fifth attempt to create a new institution or institutions 
as the major focus. Approximately a quarter of projects seeking 
to strengthen an existing entity or entities plan to add one or 
more distinctly new functions to the target institution(s) . 

Figure 2 reveals that this overall pattern varies little by geogra­
phic bureau, except for the Bureau for Latin America and the Carib­
bean, whose proportion of projects concentrating on new organiza­
tion(s) -- 27.9% -- is two to three times higher than that of the 
others. 

Figure 2. PROJECTS BY TYPE OF 
INSTITUTIONAL CHANGE ANTICIPATED 
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RELATIONSHIP TO/AMONG TARGET INSTITUTION(S) 

To obtain a breakdown of projects by choice of organizational vehi­
cle(s) through which Missions have tried to effectuate change, we 
divided the DS/DIU universe into four parts: (a) projects with a 
single institution as the aim; (b) projects that deal with two or 
more institutions or cohorts with related missions; (c) projects 
concerned with different institutions that work together; and (d) 
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projects which involve different institutions working separately. 

Figure 3. RELATIONSHIP 
TO/AMONG TARGET INSTITUTIONS 
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According to Figure 3, the preponderence of projects -- 368, or 
55.8% of the 659 total -- deal with a single institution, rather 
than two or more entities. 

The 44.2% of projects that involve more than one institution are 
divided without significant preference. One-hundred-eleven (16.9% 
of total) concern institutions with related missions, e.g., two or 
more agencies of a single ministry. One-hundred-nine projects 
(16.5% of total) aim at different institutions that work separately, 
e.g., diverse, unrelated farmer groups and municipalities within a 
geographic area that is the focus of an integrated rural development 
program. The remaining 71 (10.8% of total) deal with different in­
stitutions or cohorts that work in close cooperation to attain pro­
ject goal. 

Again, the general similarity of pattern among geographic bureaus 
is striking. The exception in this instance is the Bureau for Asia, 
whose portfolio is the only one to reflect more concern with multi­
ple institutions (60.7% of total projects) rather than a single 
institution (39.3%). 

TARGET INSTITUTION(S) BY FUNCTIONAL SECTOR 

we further examined the institution-building universe to identify 
sectoral foci of AID as a whole and of the geographic bureaus in-
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dividually . The DS/DIU report provided appropriation cost symbols. 
which generally indicate development sector. Finding them sometimes 
uninformative or inaccurate. we developed our own groupings. based 
upon the DS/ DIU detailed descriptions of the problems being address­
ed. strategy underlying project design. and project inputs and out­
puts. 

Figure 4. TARGET 
INSTITUTIONS BY 
FUNCTIONAL SECTOR 
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Arrayed in sectoral order of rank by number of projects. we found 
the following overall frequency of project designs (see Figure 4. 
above. for details) : 

1. 

2. 
3. 
4. 
5. 
6. 
7. 

Economic development/ planning/ 
management/administration 

Food/ agriculture 
Education/ manpower training 
Health/nutrition/ family planning 
Community development/housing 
Infrastructure/capital projects 
Multisectoral and other 
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Approximately half of all institution-building designs center on 
the two leadin~ sectoral groupings (Economic development/planning/ 
management/administration, and Food/agriculture), with one or anoth­
er placing first or second, except for the Bureau for Near East, 
in which Food/agriculture, and Education/manpower training tie for 
first place. 

PUBLIC_ OR PRIVATE-SECTOR TARGET INSTITUTION(S) 

In light of AID's heightened current interest in private initia­
tives, we looked at the private vs. public breakdown of the Agency's 
institution-building portfolio. 

The stress on public sector institutions is overwhelming (see Figure 
5,below). Almost four out of five projects (520 of the 659 total) 
target government or parastatal entities. Another 18% (119 pro­
jects) focus on private institutions, including cooperatives. far­
mer associations. private voluntary organizations (PVOs) , banks. 
labor unions. and so forth. Three percent of the projects divide 
their attention. apparently equally. between public and private in­
stitutions. 

Public Sector 

Figure 5. PUBLIC SECTOR AND 
PRIVATE SECTOR TARGET INSTITUTIONS 

Private Sector 

Private 

~ .... ~ . "'.... . ,... . ..; ~ 

~~ 
Both Public 
and Private 

It was in the public/private division among projects that we noted 
the largest differences in geographic bureau patterns. Whereas 
92.2%. 91.8% and 81.4% of projects for the Bureaus for Near East, 
Asia and Africa. respectively. target public institutions -- in 
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the case of the Bureau for Latin America and the Caribbean, a sig­
nificantly smaller 69.0% are in that category. Conversely, LAC 
projects involving private institutions are supported at six times 
the rate in Asia, four times the Near East rate, and 40% higher 
than in Africa. 

The quantitative difference is most striking. Fully 76 of the four­
bureau total of 119 private-sector projects (63.9%) originate in 
the Bureau for Latin America and the Caribbean. The Bureau for 
Africa has a respectable 34 private-oriented projects, but the Bu­
reau for Asia is represented by only five, and the Bureau for Near 
East by four. 

POLITICAL/GEOGRAPHIC LEVEL OF TARGET INSTITUTION(S) 

Our sixth analysis of institution-building project design character­
istics involved the level of the targeted institutions. In this in-
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stance, we divided the projects into five categories -- those deal­
ing with (a) multinational entities; (b) national organizations; 
(c) sub-national entities that operate within a standard political 
jurisdiction, e.g., a state or province; (d) special sub-national 
entities, e.g., an institution that focuses on a high-potential ag­
ricultural region or a troubled urbanized region that cuts across 
pOlitical boundaries; and (e) projects that appear to divide atten­
tion equally to organizations at different levels. 

Overall, and in the case of each geographic region, projects con­
centrate chiefly on institutions at the national level. Almost 
two-thirds of the four-bureau total (63.9%) are national in charac­
ter, with the proportions for individual bureaus ranging from 71.9% 
to 58.2% (see Figure 6, previous page) . 

Second in importance is the sub-national/standard political juris­
diction category, with 14.4%. Multinational and multi-level pro­
jects rank next, with 10.3% and 8.2% of total projects. respective 
ly. Last, with 3.2%, is the sub-national/special geographic enti­
ties group. 

Although there are individual differences among the geographic bu­
reaus, on the whole, their breakdowns among the five national/sub­
national categories reflect much similarity. 
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B . PATT E RN A N A L Y SIS 

o F E V A L U A T I V E ASS E SSM E N T S 

PATTERN OF EVALUATIVE DOCUMENTS BY BUREAU 

Of the 659 geographic-bureau project designs in the institution­
building portfolio, DS/ DIU printouts indicate that 302, or 45.8% 
have been evaluated and/or audited. Figure 7 reveals that the pro­
portion of assessed projects varies from a high of 53.1% for the 
Bureau for Latin America and the Caribbean to a low of 35.5% for the 
Bureau for Africa. 

Figure 7. PROJECTS 
EVALUATED/ AUDITED, 
BY GEOGRAPHIC BUREAU 
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more than half of the 302 total for the four bureaus. 
for Africa has 65 evaluated/ audited projects, 21.5% of 
Bureau for Asia has 56, 18.5% of total; and the Bureau 
has 27, or 9.0% of total. 

The Bureau 
total ; the 
for Near East 
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AGE ANALYSIS OF EVALUATED PROJECTS 

In order to determine the age profile of the evaluated and/ or audit­
ed projects, and for the geographic bureaus, we analyzed them by 
planned initial fiscal year. Figure 8, below, summarize s our 
findings_ By segregating the four-bureau projects that had origin­
inate d in 1974 (year in which AID's "New Initiatives" thrust was 
inaugurated) from the others, we discovered that the number begin­
ning in 1973 or earlier (139) is only a shade higher than those 
starting in 1975 or afterwards (136). Of the pre-1974 projects, 
78 date from the 1960s, 52 from 1975-1981, and nine from the 1950s. 

Figure 8. PROJECTS 'EVALUATED 
AND/ OR AUDITED, BY INITIAL 
FISCAL YEAR AND GEOGRAPHIC 
BUREAU 
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The pre- and post-New Initiatives pattern does not vary significant­
ly for three bureaus: for Near East, 14 projects date before 1974 
and 14 after; for Asia, 24 projects start before 1974 and 26 after; 
and for Latin America and the Caribbean, the respective figures are 
66 and 73. Only for the Bureau for Africa, with 36 pre-1974 pro­
jects and 24 post-1974 projects, is the equilibrium broken. 

PATTERN BY KEY PROJECT CLUSTER AND GEOGRAPHIC BUREAU 

In light of the findings from our Section I-A review of institution­
building project designs, and in consultation with the PPC/ E/ PES 
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study directors, we approached analysis of evaluative findings with 
three focal aims: 

o To identify the threads of success and failure in significant 
clusters of projects with like design characteristics. 

o To examine evaluations and audits of projects involving pri­
vate institutions, because of increased Agency interest in 
that sector. 

o To assess evaluations and audits of institution-building pro­
jects targeted at the sub-national level, both because of past 
Agency concerns regarding such projects, and because private 
sector projects normally concentrate on entities that operate 
below the national level. 

Five clusters emerged from this set of considerations: 

I. All projects aimed at strengthening an existing public, 
national-level institution. 

II. All projects creating a new, pUblic, national-level entity. 

III. All projects targeting private, sub-national institution(s) 

IV. All projects targeting private, national-level 
institution(s) . 

V. All projects focusing on public, sub-national institution(s) 

Figure 9 summarizes the cluster pattern by geographic bureau: 

Xey Institution Building 
Total NE Project Clusters 

I : Strengthen Existing, Public Sector. 
70 7 : National-Level Institution 

II : Create Ne"". Public Sector. National-
25 5 

I Level Institution 

III I Private Sector, Subnational-Level 
: Institution(s) 

IV: Private Sector. National-Level 
: Institution (s) 

V: Public Sector, Subnational-Level 
: Institution (5) 

I Total , of projects Assessed , 

Figure 9. EVALUATEDI 
AUDITED PROJECTS BY KEY 
INSTITUTION-BUILDING 
CLUSTERS AND GEOGRAPHIC 
BUREAU 
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A total of 159. or 52.6% of the four-bureau project total fit with­
in the clusters: 

Largest by far. with 70 projects. is Cluster I. "Strengthening 
an Existing. Public. National-Level Institution;" 

Cluster V. "Public. Sub-National Institution(s)." places 
second. with 30 projects; 

Evaluated/audited projects in public-sector Clusters I. II 
and V total 125 projects; 

Private-sector Clusters III and IV total 34 projects; 
There are 109 projects in national-level Clusters I. II and IV; 
Sub-national Clusters III and V contain 50 projects. 

As might be anticipated. the Bureau for Latin America and the 
Caribbean leads with 78 of the 159 five-cluster projects (49.1% 
of the total). Africa follows with 36 projects (22.6% of total) ; 
Asia with 25 projects (15.7% of total) and Near East with 20 
projects (12.6%). This pattern by geographic bureau is quite 
similar to that for all 659 "field projects" in the institution­
building universe (see Figure 1. Chapter III) . 

PROJECT ASSESSMENTS BY CLUSTER 

To permit analysis of the five key project clusters in greater depth. 
we reviewed the evaluative documents registered at DS/DIU for each 
project. (DS/DIU averages two-and-a-half such documents -- project 
appraisal reports. project evaluation summaries. special evaluation 
reports and audits -- for cluster projects.) Studying the abstracts 
project by project. and noting and tabulating critical comments made 
by the evaluators and auditors. we then subjectively assigned each 
project according to its apparent operational result into one of 
the following groups: 

0 Projects for which the positive comments outweigh 
the negative comments; 

0 Projects for which the negative comments outweigh 
the positive comments; 

o "Uncertain" projects: those for which evaluative comments 
appear mixed (i.e .• the positives seemed to us to counter­
balance the negatives). or the project was too young for 
evaluators to be able to measure progress against plan;* 

* In an effort to determine whether this "uncertain" group of pro­
jects differs from those which evaluators and auditors judged pre­
dominantly positive or negative. we categorized them by initial 
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o Evaluated projects for which the DSjD1U abstracts and project 
files lack record of evaluative findings. (This is a minor 
group, comprised of six projects, or 3.8% of total.) 
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fiscal year. We had thought it probable that the "uncertain" group 
consists mainly of older projects, many lacking Logframes, which 
evaluators might have found difficult to measure against plan. 

To our surprise, we found the age pattern of this neutrally assess­
ed group of projects almost identical with that of the total. Fif­
teen of the "uncertain" projects have initial dates preceding 1974, 
and 14 have post-1974 dates -- the same proportion as the l39-to-136 
breakdown for all assessed institution-building projects (see above) 
One project dates from 1974. Of the older projects, three are from 
the 1950s, four from the 1960s, and eight from 1970-1973. The 14 
post-1974 projects date from 1975 through 1979. 
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Figure 10 (previous page) indicates the resulting pattern. Overall. 
positive-assessed projects outweigh negative-assessed projects 76 
to 53. and 47.8% to 33.3%. For an additional 24 projects. 15.1% of 
the total. evaluation and/or audit results appear uncertain or mixed. 

The pattern by key cluster contains more similarities than differ­
ences. For four of the five. positive-assessed projects are more 
numerous than negative-assessed projects. In the case of Cluster 
IV. the proportion is 64.3% to 21.5% positive-to-negative. For 
Cluster V it is 60.0% to 20.0%. For Cluster III it is 55.0% to 
35.0%; and for Cluster II it is 44.0% to 36.0%. Only for the lar­
gest grouping, Cluster I, do negatives outweigh positives -- and 
then by a bare 40.0% to 38.6%. We discuss the implications of these 
findings later in the chapter. 

Outwe19h & 
Negative 

PROJECT ASSESSMENTS BY GEOGRAPHIC BUREAU 

OUtweighs 
Posit i ve 

or Too Ear~y tJNAVAJLABLE 

Figure 11. 
ASSESSMENTS 
OF INSTlTU­
TION-BUILD­
ING PROJECTS 
BY GEOGRAPHIC 
BUREAU 

Figure 11 indicates the pattern of evaluative assessments by geogra­
phic bureau. Here, the similarity of pattern among the geographic 
bureaus is marked; in every case, positives outweigh negatives. 
For Latin America and the Caribbean, the proportion is 41 to 28 
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(52.6% to 35.9% of total). For Africa it is 18 to 15 (50.0% to 
41.7%): for Asia. 12 to seven (48.0% to 28.0%): and for Near East. 
five to three (25.0% to 15.0%) . 

In percentages. the Bureau for Near East result appears strange. be­
cause of the large proportion of projects (50.0%) assessed to be of 
uncertain or mixed result. In that bureau's case. projects assessed 
positive or negative combine for a total of only 40.0%: the remain­
ing 10.0"~ of Near East projects are in the "findings unavailable" 
category. 

ASSESSMENTS OF PUBLIC VERSUS PRIVATE PROJECTS 

If AID's institution-building portfolio is indicative of the total. 
a positive project result appears more likely when the target insti­
tution is private than when it is public. Whereas 56 public-sector 

Figure 12. ASSESSMENTS OF 
PUBLIC VS. PRIVATE INSTI­
TUTION-BUILDING PROJECTS 

Private 
Sector 

Public 
Sector 

20% '0% 60% BO% 100% 

projects (44.8%) were assessed positive to 43 (34.4%) negative. in 
the case of projects that target private entities the proportion is 
a more favorable 20 to 10. and 58.8% to 29.4% (see Figure 12). The 
figures also indicate that projects focusing on public institutions 
appear twice as likely to be judged by evaluators/auditors to have 
uncertain or mixed results. 
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Based on the institution-building portfolio, we hypothesize two main 
reasons for the difference. First, projects that target private in­
stitutions are smaller (see review of budget size, later in this 
chapter) and thus more manageable and easier to monitor. Second, 
private-focused institution-building projects appear normally to in­
volve principals who are deeply involved in the project and person­
na11y committed to its success. 

ASSESSMENTS OF NATIONAL VERSUS SUB-NATIONAL PROJECTS 

Figure 13 data lead to another unanticipated conclusion drawn from 
the evaluative docu~ents: positive results appear more likely when 
the target institution is at the sub-national level than when it is 
a national-level entity. Positive assessments outweigh negative as-

Figure 13. ASSESSMENTS OF 
NATIONAL VS. SUB-NATIONAL 
INSTITUTION-BUILDING 
PROJECTS 
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sessments by less than six-to-five for national-level institutions, 
but by more than two-to-one for sub-national entities (47 to 40 
projects for the former, and 29 to 13 for the latter). In percent­
ages, this translates into 43.1% positive versus 36.7% negative for 
projects concentrating on national-level entities, and 58.0% posi­
tive versus 26.0% negative for those strengthening or creating sub­
national institutions. In both cases, the uncertain category 
stands around 15%. 
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PROJECT PATTERN BY SIZE OF ESTIMATED BUDGET 

For an additional insight into project success and failure. we 
analyzed the 155 evaluated and/or audited institution-building pro­
jects in the five key clusters by size of estimated budget. (Four 
of the 159 DS/DIU abstracts lack a budget figure.) The 155 pro­
jects have an average (mean) budget of $3.963.000. Overall. they 
total $614,189.000 in planned expenditures. Projecting the average 
budget estimate to all 659 institution-building projects in the 
DS/DIU universe. they represent approximately $2.6 billion of 
planned AID investments. 

Figure 14. ESTIMATED BUDGET TOTALS BY KEY CLUSTER 
AND NATURE OF ASSESSMENT (in thousands of dollars) 

Cluster Positive liegative Uncertain TOTAL 

I (27) $81.174 (28) $143.~05 (14) $65.122 (69) $289.501 
II (11) 38.177 (8) 23.511 (6) 31.361 (25) 93.049 
III (10) 6.990 (7) 15.172 (2) 2.147 (19) 24.309 
IV (9) 36.740 (3) 9.827 (2) 2.074 (14) 46.641 
V (16) 84.216 (6) 15.720 ( 6) 58.753 (28) 158.689 

Total (73) ~247.297 (52) $207.435 (30) ~159.457 (155 $614.,89 

Mean per 
$3.388 $3,989 $5.315 $3.963 Project 

Note: Number of projects shown in parentheses. 

Projects judged to have overall negative results tend to be larg­
er in size than those deemed to have overall positive results 
($3.939.000 to $3,388.000). The difference is a relatively small 
15%. However. the average size of institution-building projects 
whose evaluative assessments seem uncertain is a relatively large 
$5.135.000. This may indicate that, (a) on the average. the larger 
a project. the more difficult it is to assess overall success, or 
more likely, (b) evaluators and auditors tend to get bogged down 
on project details more easily in the case of large. complex opera­
tions, and fail to comment in sufficient depth on overall success 
or failure. 

Incidentally, there is no discernible positive versus negative 
pattern by project size. The smallest of projects (those with 
budgets around $100.000) as well as the largest (those in the 
$30.000.000 range) can turn out to be successes or failures. 
depending on various factors. including importantly the skill 
with which they have been designed and implemented. 
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SIZES OF PUBLIC AND PRIVATE PROJECTS 

The average size of projects targeting public institutions is twice 
the size of those focusing on private entities. No matter whether 
the statistical measure is the arithmetic mean or the median. the 

Figure 15. SIZES OF PROJECTS 
TARGETING PUBLIC AND PRIVATE 
INSTITUTIONS (in $ Thousands) 

Cluster, Mean Cluster, Mean 
Public Estimated Private Estimated 
!nst~tn(s) Budget !nst1tn (s) Budget 

I $4.196 III $1.279 
II 3.722 IV 3.474 

V 5.667 

Weighted 
$4.436 

Weighted-
$2.211 Average Average 

Cluster, Median Cluster, Median 
Public Estimated Private Estimated 
!nstl. tn (5) Budget !nstJ. tn (s) Budget 

I $1,895 III $282 
II 2.424 IV $2.070 

V 2,021 

Weighted lIvg. 
$2.032 

Weighted lIvg 
$1.041 of Medians 

I of Medians 

result is the same (see Figure 15). The mean estimated budget for 
a project strengthening or building a public institution is 
$4.436.000. compared to $2,211.000 for a project aimed at a private 
entity. The median for a public-oriented project is $2.032.000, 
compared to $1,041.000 for a project focusing on a private institu­
tion. 

(The two-to-one difference between mean and median average 
figures is caused by distortions resulting from a plethora 
of small projects at one end of the size scale, and the 
relatively few large projects with estimated budgets over 
$10,000.000 at the other end.) 

SIZES OF NATIONAL AND SUB-NATIONAL PROJECTS 

Based on our sample, project size can be ruled out as a significant 
factor in differences between results from projects that target 
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national-level institutions and those that institution-build at 
the sub-national level (see Figure-16). For national-level pro­
jects, the average estimated budget is $3,993,000. For sub-natioli­
al projects, the average size is $3,384,000 -- $99,000, or a bare 
2.5%, smaller. 

Cluster# 
National 

Figure 16. SIZES OF PROJECTS 
FOCUSING ON THE NATIONAL AND 
SUB-NATIONAL LEVELS ($OOOs) 

Mean Cluster Mean 
Estimated Sub-National Estimated 

!nst~tii ls) Budget !nst~tn ~s~ Budget 

J: $4,196 J:n $1,279 
IJ: 3,722 V 5,667 
IV 3,474 

Weighted 
$3,993 

Weighted 
$3,894 Average Average 
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C • QUA N TIT A T I V E BREAKDOWN 

o F E V A L U A T I V E REPORT FIN DIN G S 

On the following five pages is a list that classifies and ranks 455 
individual positive and negative citations from evaluative documents 
covering the 159 projects in the five key institution-building clus­
ters discussed in Section B, above. The list is divided as 
follows: 

Project Design 

Concept planning proficiency, i.e., citations dealing with the 
competence and/or realism of project design. (The citations 
comment on output, purpose and goal characteristics.) 

Implementation 

Management competence in program delivery. (These citations deal 
with input-to-output transformations.) 

Project resources: personnel, commodities, financial, and other. 
(These deal with inputs and assumptions.) 

Non-resource support within the host country. 
deal with assumptions.} 

External Factors 

(The citations 

Normally unforeseeable political, economic, climatic events 
that have affected project success. In our five-cluster project 
sample, the impacts were uniformly negative. 

Following the list of citations 
comments by factor and cluster. 

is a short analysis of negative 
The analysis appears on page 1-25. 

'1-19 



. " 

QUANTITATIVE BREAKDOWN OF EVALUATIVE REPORT FINDINGS, BY FACTOR - 1 

POSITIVE CITATIONS NEGATIVE CITATIONS 

(50 Positive) CONCEPT PLANNING PROFICIENCY (92 Negative) 

26 Project design was sound; 20 Project design defect(s) 
purpose (s) accomplished" = specified. 

-- un-

11 AID failed to consult adequately 
(specifics not cited) . I 

6 Host country counterparts/ 1= with host country sponsor entity 
- institution(s) participated I on project design/goal; project 

with AID in planning pro- I inconsistent with host country 
ject; formal/legal estab- and/or AID sectoral goals; hos"t 
lishment of target institu- country policy inhibits achieve-
tion attained/proceeding ment of purpose or goal. 
according to project design. 

5 Specific outputs achieved 
- according to project design; 

trainees placed; value of 
program proven; significant 
social/human benefits. 

4 Project design was practi­
- cable, limited in size or 

scope, or flexible. 

2 Localization"or indigeniza­
- tion, or ipstitution effect­

ed or proceeding satis­
factorily. 

2 Interdisciplinary or multi­
- sectoral approach effective. 

2 Project success is repli-
- cablei projects well chosen. 

2 Fixed Amount Reimbursement 
- contracting technique ef­

fective, contributed to 
project success. 

I Program revenue from parti­
- cipants ensures viability. 

8 Time frame or goal unrealistic or 
= not achieved; unrealistic bench-

marks. 

7 Output in accord with design, but 
- purpose not accomplished. 

7 Design overly ambitious/complex; 
= must be restructured. 

6 Target institution lacks expertise 
- to accomplish project. 

5 Overlapping/ill defined responsi­
- bilities/authority of target 

entity. 

4 Project purpose unclear/vague. 

4 Project evaluation criteri~ethod­
- elegy excessively oriented toward 

internal project design criteria, 
rather than toward external 
proj,ect results. 

2 AID failed to monitor/manage the 
- project adequately. 

2 Significant operational component 
- dropped from project. 

2 Project Paper lacked clarity on 
- end-af-project status. 

2 Lack of technically sound, detail­
= ed work plan. 

(Continued) 
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QUANTITATIVE BREAKDOWN OF EVALUATIVE REPORT FINDINGS, BY FACTOR - 2 

POSITIVE CITATIONS NEGATIVE CITATIONS 

Concept Planning Proficiency (Continued) 

1 No impact at purpose level. 

1 Adverse cultural factors not 
- perceived. 

1 Institution impinges on functions 
- of existing entities. 

~ Local hostility to U.S. links of 
contractor. 

1 A'ID pre-design studies/data obso­
- lete/factually wrong. 

1 Project focus on infrastructure 
- wrong strategy; shift to techni-

cal assistance. 

I 1 Required U.S. procurement violat­
- ed host country law. 

1 Reliance on unilateral AID inputs 
- inhibits institutionalization. 

1 Project design failed to provide 
- for bilingual capability in 

trainees. 

1 Poor project site selection. 

1 Host country could not provide 
= trainee candidates. 

1 Complexity of project startup 
- underestimated. 

(70 Positive) PROGRAM DELIVERY/MANAGEMENT (83 Negative) 
13G# ~ 0 =:;nM- • 

18 Outputs are on.or ahead of 
- schedule. 

13 Good/superior performance 
= by contractor.· 

7 Training is effective. 

6 Good cooperation among AID, 
= target entity & contractor. 

20 Implementation behind schedule/ 
- not effected. 

13 Poor/ineffectual administration/ 
- operations. 

7 Institutional capability not 
- improved. 

6 Poor/incompetent contractor. 

(Continued) 
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QUANTITATIVE BREAKDOWN OF EVALUATIVE REPORT FINDINGS, BY FACTOR - 3 

POSITIVE CITATIONS NEGATIVE CITATIONS 

Program Delivery/Management (Continued) 

5 Agric-ul tural production in-
- creased according to plan. 

4 Effective fiscal and/or 
- operations controls. 

7 AID project management inadequate. 

6 Loan funds not channeled to tar­
- get group; collections/repayment 

too slow; disbursed too rigorously. 

4 Access to services was im­
- ~provedi target population 

3 Management of target entity inex- I! 

= perienced/incompetent. 

I reached. 

4 Planned project studies 
- published and utilized. 

3 Indigenization increased. 

1 Baseline data and data bank 
- developed. 

1 Small-farmer participation 
- as projected. 

1 Project equipment is in use 
- and being maintained. 

1 Training revised from ori­
- ginal plan to ensure prac- II 

ticality. 

1 Innovative and effective 
- field operations. 

1 Decision-makers provided I 
- with needed information 

thru establishment of eval-! 
I 
i uation system. 

2 Project effects antithetical to 
- project purpose. 

2 Lack of local language materials/ 
- fluency impeded implementation. 

2 Poor reporting by contractor. 

2 Production increases not realized. 

2 Target population not reached. 

2 Tech support staff inadequate. 

1 Arbitrary host government/agency 
- policy changes. 

1 Advisory services needed after 
- end of project. 

1 Ineffective computer center. 

1 Contractor creditibility eroded. 

1 Target entity not creditworthy. 

1 Purpose and goal affected by lack 
- o"f crucial project output. 

I 1 Training poorly planned/executed. 

1 Lack of needed local personnel. 

1 Turnove~ of project management. 

(26 Positive) PROJECT INPUTS: PERSONNEL (31 Negative) 

15 Good/superior contractor 
- staff/leadership. 

9 Good host country personneL 

11 Host country personnel not assign­
- ed to/not recruited for the tar­

get institution. 
Continued) 
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QUANTITATIVE BREAKDOWN OF EVALUATIVE REPORT FINDINGS, BY FACTOR - 4 

POSITIVE CITATIONS NEGATIVE CITATIONS 

I Project Inputs: Perso=el (Continued) 

I 1 Trainees enthusiastic/well 
; - trained. 

8 Staffing impeded by poor pay, iso­
= lated project sites; very high 

personnel loss/turnover. 1 Hannonious working relation-. 
- ship between contractor 

staff and host government 
agencies. 

4 Contractor staff ineffectual. 

2 Late contractor staff arrivals. 

2 Incompetent counterpart personnel. 

1 Bad contractor staff management. 

1 Contractor lacked pertinent 
experience. 

1 Contractor's advice rejected by 
- target institution. 

1 Unable to recruit English-fluent I - participant trainees. 

(0 Positive) PROJECT INPUTS: COMMODITIES (9 Negative) 

6 Late procurement/delivery of 
= commodities/equipment. 

2 High rate of equipment downtime. 

1 Commodity arrivals slowed by host 
= country port clearance process. 

(10 Positive) PROJECT INPUTS: FINANCIAL AND OTHER (18 Negative) 

7 Adequate/timely host coun-
- try financial support. 

1 Project perfonnance enhanc­
- ed by ability to use sur­

plus U.S. commodities. 

1 Important project training 
- provided by other donors. 

1 Target institution contri-
- buted to project funds. I 

13 Host country funding inadequate, 
-- late, not disbursed. 

2 Lack of lo~al. logistical support. 

1 Target ministry not equipped to 
= service U.S. advisors. 

1 Host government procedures overly 
= rigid. 

1 Required matching funds problem-
- atical. 

(Continued) 
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QUANTITATIVE BREAKDOWN OF EVALUATIVE REPORT FINDINGS, BY FACTOR - 5 

POSITIVE CITATIONS NEGATIVE CITATIONS 

(8 Positive) NON-PROJECT LOCAL SUPPORT (28 Negative) 

5 Other government ministries/ 17 Project shortfalls due to failure 
- entities (non-project-relat- - of other government entities to 

ed) provided support. provide political support. 

2 Stron su ort to ro"ect g pp P J 6 Inter-ministr coo eration y p p oor. 
- effort by local populations. 

2 Poor information feedback. 
1 Trainees have contributed to 
- the national quality-of­

life. 

2 Another government entity failed 
- to provide needed linkages. 

1 Poor national to sub-national 
- level communications. 

EXTERNAL FACTORS IMPACTING PROJECT PERFORMANCE 

Political: 4 Change of government/pertinent officials. 

Economic/ 
Natural: 

Social: 

3 Unanticipated reorganization of cognizant ministry. 
2 Political instability in host country. 
1 Power struggle within ministry. 
1 Military 'action in project area. 
1 High protectionist host government tariff polity. 
1 Host government civil service rules discourage 

9 
1 
1 
1 
2 

1 

1 

trainees' expectations of employment. 

Inflation eroded project budget. 
oil price-driven rise in fertilizer cost. 
Heavy rain/flooding in area. 
General deterioration of economy. 
Currency devaluation. 

Increase of, disease, due to spread of infection 
from a neighboring country. 

Religion of target population different 'from that 
of project leadership. 
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ANALYSIS OF NEGATIVE CITATIONS BY TYPE OF TARGET ENTITY 

The preceeding Quantitative Breakdown of Evaluative Report Findings 
indicates citation frequencies on a global basis. To ascertain 
whether significant differences appear by type of target institution 
(e.g., private vs. public, or national-level vs. subnational-level),' 

we further analyzed the negative citations by key project cluster. 
Our findings: 

There is no important difference among clusters concerning pro­
portions of citations referring to project design factors, imple­
mentation factors and external factors. Negative comments refer­
ring to implementation predominate for each cluster (ranging from 
68.8% to 50.0% of total citations). Negative comments concerning 
project design invariably rank second in frequency (with from 
35.7% to 21.8% of total citations for each cluster). A poor last 
place is held by comments referring to external factors (ranging 
from 14.3% to 3.0% of cluster mentions) . 

In the project design category, the largest individual citation 
grouping -- complaints about failure of AID to consult adequately 
with host country sponsor on project design/goal, etc. -- not sur­
prisingly is confined to projects in Clusters I, II and V, which 
target public institutions. The same is true for complaints', ci ting 
overly ambitious/complex project designs. Similarly, the second 
largest project design grouping -- remarks about unrealistic time 
frames/goal -- is confined mostly to public target institutions. 

However, a substantial proportion of negative citations in the 
larges,t grouping of the management-competence-in-program-delivery 
category (i.e., poor/ineffectual administration/operations) refers 
to private target institutions. Indeed, one-quarter of all adverse 
comments in the entire list directed at private institutions concern 
that single management failing. 

In the resour.ces/inputs group, the largest proportion of complaints 
(i.e., those referring to inadequate government political and fi­
nancial support) apply to public, not private, institutions. 

We found no significant differences between ne~ative citation pat­
terns for national-level institutions and subnational-level insti­
tutions. 

Adverse external factors have affected all types of projects. As 
noted earlier, however, such citations account for a small frac­
ion of total negative comments. 
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KEY L E S SON S LEARNED 

A CHECKLIST FOR DESIGNERS AND MANAGERS 

OF INSTITUTION-BUILDING PROJECTS 

This section synthesizes key reported "lessons learned" from the 
catalogued totality of recent, evaluated institution-building pro­
jects of the Bureaus for Near East, Asia, Latin America and the 
Caribbean, and .1Ifrica -- the 302 "field" projects, active in Sep­
tember 1974 and since, that are accessed from DS/DIU"s collection 
with the key subject descriptor "Institutipn Building." 

The section starts with a 1-1/2 page itemized summary of key lessons 
learned from our analysis. 

The summary is followed by a comprehensive 28-page "checklist" that 
is designed to serve as a practical guide for project designers and 
man~gers in the field. It details and particularizes the key lessons, 
and organizes them by subject and by project-design stage and docu­
ment, .and implementation stage. 

SUMMARY OF KEY LESSONS 

During Project Design 

Lessons learned reo program planning factors: 

o Undertake in-depth pre-design studies. 
o Tailor the project to host-country capabilities. 
o Set realistic time frames. 
o Develop clear and attainable project design. 
o Establish strong institutional linkages. 
o Formulate clear lines of authority and/or relationships 

among project participants and sponsors. 

Lessons learned reo host country factors: 

o Obtain government commi.tment to support the project 
(the commitment is prerequisite to success) . 

o Design project to further the government's development plan. 
o Select a politically strong/technically competent counterpart 

agency. 
o Thoroughly investigate the availability and experience of 

required local personnel. 
o Identify and compensate for potential problems that may 

result from the host government's bureaucratic process. 
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Lessons learned reo project inputs: 

o Investigate the financial viability of the target institution 
and its ability to retain personnel through payment of 
reasonable/competitive salary levels. 

o Provide in design for adverse impacts of inflation. 
o Specify compatible project equipment. 
o Insist on duty-free import of project materials. 
o Specify realistic project staffing levels. 
o Insist on local-language fluency when required of contractor. 

Lessons learned reo training: 

o Check that the institution will provide graduates with diplomas 
required for further advancement educationally or in the job 
market. 

o Allow adequate time for teaching the socially and economically 
disadvantaged (a longer-than-normal process) • 

o Specify sufficient lead time for participant trainees. 
o Pave the way for reintegration of returned participant trainees 

in the institution. 

Lessons learned reo the target institution: 

o Anticipate potential management problems, especially in the 
case of new entities. 

o Provide for attraction of competent leaders. 
o Remember that indigenization is a key aim of institutionalization. 
o Obtain agreement that formal legal status will be accorded the 

target entity. 
o For private institutions: 

focus design attention on overcoming organization inexperience; 
investigate the entity's past operations and grass roots 

support: 
avoid over-identification of the institution with the U.S. 

Problems Encountered During Program Delivery 

Attributable to AID: Lack of sustained backstopping support to con­
tractor or grantee: inconsistent project monitoring: inflexibility 
during implementation, including failure to update project design. 

Attributable to contractor: Inadequate/improper staffing, project 
management, leadership and/or communication with host-country 
personnel. 

Attributable to the host government: Delays caused by the bureau­
cratic process, and too-rapid transfer of government personnel from 
the target institution. 

Attributable to the target institution: Weak management, organiza­
tion and/or leadership. 
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KEY LESSONS LEARNED: A CHECKLIST FOR 
DESIGNERS AND MANAGERS OF INSTITUTION-BUILDING PROJECTS 

The following checklist is comprehensive. It results from analysis 
of all 302 recent, evaluated institution-building projects of AID's 
four geographic bureaus in the DS/DIU collection (projects active 
in September 1974 and subsequently) .* 

Although comprehensive, the checklist is not all-inclusive. Because 
it is a compendium that results from empirical analysis of catalogued 
evaluative documents that have reached DS/DIU's files, it is incom­
plete -- for not all the PARs, PESs, Special Evaluation Reports and 
Audits prepared of the projects during the past seven years have been 
submitted to AID's documentation center in Washington, DC. 

However, as a distillation of "lessons learned" comments made in 
over 700 evaluative documents, the checklist represents a valuable 
potential tool for designers and managers of institution-building 
projects. 

For ease of use, the checklist has been developed to reflect both 
subject matter and timing: 

Sections 1 through 6 (pages 11-5 through 11-22) contain ideas, 
hints, comments and cautions (culled from the evaluative docu­
ments) that deserve attention during the project design phase, 
when the following are prepared: 

o Project Identification Document (PID); 
o Project Paper (PP); , 
o Project Agreement (PROAG); and 
o Consultant Contract. 

(Each subject is keyed to the appropriate project design docu­
ment (s) .) 

Sections 7 and 8 (pages 11-22 through 11-30) call the attention 
of project designers and managers to problems that can and have 
arisen during implementation. 

To particularize and render more immediate the generalized points 
made in the checklist, we have lib~rally quoted and paraphrased 

* The 302 projects consist of 159 in the five key clusters analyzed 
in detail in Sections I-B and I-C, plus an additional-143 evaluated 
institution-building projects, not included in the key cluster matrix, 
that appear on the DS/DIU printout of evaluative abstracts. 
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from documents that cover approximate-ly half of the projects we 
reviewed. In all instances, potentially distracting country and 
specif-ic-institution identifiers have been removed. Unless the 
quotes are referenced in the text, they originated in the 302 eval­
uated projects that appear in the DS/DIU printouts. 

Organization of the checklist (starting on the next page) follows: 

PROJECT 

DESIGN: 

PROJECT 

IMPLEMEN­

TATION: 

1. Program Planning Factors 
pre-Design Studies 

-- OVerall Design Guidelinea 
-- Realistic Time Frames 
-- Lines of Authority. 
-- Clarifying Project Roles 

2. Host Country Factors 
commitment of the Host Government 
Host Country Counterpart Agency 
Host Country ~ersonnel 
Host Country Bureaucratic Process 

3. Project Inputs 
-- Financial Inputs 
__ Commodity Inputs 
-- Personnel Inputs 

4_ Training, including Participant Training 

5. The Target Institution 
__ Management 

Personnel Retention 
Indigenization 

__ Legal Status and Local Laws 

6. Special Situations 
Private Entities 
Projects with Construction Elements 
Isolated Project Sitea 
Study-Oriented Projects 

7. Program Delivery 
Implementation by AID 
Implementation by the Contractor 
Implementation by the Target Institution 
Implementation by the Host Government 

B. Delivery of Inputs 
__ Commodity Inputs 
__ Financial Inputs 

. __ Local Logistical Support 
-- PerSonne 1 Inputs 
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I . PROGRAM PLANNING FACTORS 

Pre-Design Studies 

o Collect sufficient baseline data. Evaluators of an 

Q 
1-1 a. 
a. a. , 

I , 
I 
j , , unsuccessful project note': "'Because no baseline data 

was collected in those communities affected by the 
road construction, it was impossible to determine the 
socio-economic impact of this project component." 

~ , , , , 
o Use latest available data. Several evaluations stress: : 

the importance of pre-design feasibility studies. A: : , 
striking example: "Studies and data upon which the :,~ 
project design was based were obsolete, misleading ~ , , , 
and often factually incorrect." , , , , , , , , , 

o Check demographics. "Many of the schools which were : : : 
constructed/reconstructed under the project were be- : : : 
ing underutilized," reports a project assessment, ::: 
"several were located in either very sparsely popu- : : : 
lated areas or areas which were already adequately :: : 
served by existing schools. A sufficient number of , , , 
teachers could not be found to enable the full opera- a I' 
tion or even opening of other project schools." : , 

I 

o Explore cost/benefit aspects in depth. First indica-' 
tions may be erroneous. For example, "AI though irri­
gation provides the opportunity to grow two crops 
each year and this double cropping has led to in­
creased on-farm employment, these effects have not 
necessarily led to real income benefits for the indi­
vidual farm families (of the target population), par­
ticularly since they must curtail off-farm employ­
ment. Increasing costs of production, debt burdens 
from capital investments and persistent technical and: , , 
water management problems (also) have dampened the :~ 
rise in farm incomes. The small farmers do not re- : , , 
ceive the higher price paid by the government export-: : : 
ing company because they cannot afford to adequately: : : 
treat the rice after harvest." : : : , , , 

• I I I 
o Investigate the effects of pertinent government poI1-' , , 

cies. A high host country protectionist tariff polio: : : 
cy, which maintained high agricultural costs and in- :~ 
hibited new technology, adversely affe~ted the suc- :~ 
cess of at least two of the institution building pro-: : : 
jects reviewed. 
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o Base assumptions upon country-specific practice and 
experience. One evaluation reports, "The project 
design incorrectly assumed that the host country 
would soon possess a U.S.-type business environment,' 
while in fact the public sector will likely remain ;1 
dominant for some time." , 

Q 
H 
ill 

ill 
ill 

C9 
..; 

~ 
ill 

A mistake made in another project should have 
been easier to avoid: "The erroneous assumption 
that men, not women, were the chief livestock 
raisers," notes an evaluator,"required project 
changes ... socio-economic studies should be made 
before a project is under way." 

, , , , , , , , , 
'$' , , , , , , , , , , 
I , I 
, I I 
I I I 

o Country-specific experience includes historic, cli-: : : 
mactic and physiographic patterns. Poor project per-' I I 

f . . b d t . ff . . t d' ,'I ormance l.S attrl. ute 0 l.nsu l.Cl.en pre- eSl.gn , , , 
attention to prevailing conditions in the natural :~ 
environment. (We do not refer to "acts of God" -- : , I 

unforeseeable events such as earthquakes, extensive: : : 
flooding of the project area, Or "the most severe :: : 
drought in 50 years" -- which evaluators report have: : 
blighted project prospects.) : : 

Overall Design Guidelines 

o Review designs of consultants. An evaluation calls 
for close guidance by Mission technicians of outside 
consultants who plan projects for USAID. The com­
plaint: "The consultant developed project concepts 
and task force functions that were too abstract." 
(The comment presupposes presence of a knowledgeable 
technical person on the Mission's staff.) 

o Tailor the project to host country capabilities. A 
representative comment: "Projects with complex goals 
do not fit a 3-5 year time-frame in a truly develop­
ing country. Plans should be only as complex as the 
host country is ready to accept and support. Com­
plexi ties can be inserted later." 

, I , , , , , , 
I 
I , 
I 
I , , 
I , , 
I: , , , , 
I 
I , , , 
I 

I , I 

'~' , I , , 
I , , , , , 
I , I , , , 

o Consider innovative approaches. In a section on : ~ : 
"Institutional Strength and Growth," a recent AID Im-' , I 

I 
I , , , , , , , , , , 
I 
I , , , , 
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I 
I 
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I , 
I 
I 
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I 
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" . d' I" pact Evaluation Report* notes that ProJect eSl.gners ' .... _ ... ! _ ... ! ~'--""'--' 

* Morocco: Food Aid and Nutrition Education, AID Project Impact 
Evaluation Report No.8, August 1980, p.. ii. 
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should actively consider new ways of integrating de­
velopment assistance activities, such as nutrition 
education, with PL 480 Title.II programs. For a 
very small amount of money, it is possible to add 
key components which are crucial to achieving pro­
ject results." 

-tJ 
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o Specify relevant institutional linkages. Evalua·ticnsl 1 1 1 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

note expected weaknesses resulting from lack of link-l : 1 : 
ages between the target institution and relevant : ~ : 
others, and delays caused by poor communication : '4 I : 

among government ministries. I I I I 
I I I I 
1 1 1 I 
1 I I I 

o Use the Logical Framework design matrix to clarify I I I I 
1 I I I project goal (s) and purpose (s) and to carefully I I I I 

quantify outputs and inputs. Evaluators often attri-: ::: 
buteo project problems to failure of designers to use: 1 1 : 
the Logframe in the early 1970s. For example: "The 1 l:: 
review committee questioned utility of the project.: ::: 
PP was reviewed for FY 72 funding and not approved: ::: 
because it had not answered questions regarding end- I I I : : 

of-project status. Unless Mission uses new Logframe :~: I I I 

to rework project design, suggest ·project be elimi- : I : : : : 

nated. " 
I 1 I I 1 1 
I I 1 I I I 
I I I I 1 I 
I I I I I I 

o But, use the Logframe with precision. criticisms to: : : : : : 
keep in mind: many evaluations and audits of insti- : : : : : : 
tution building project designs attribute indiffer- : : : : I : 

ent success to "unrealistic," "overly ambitious," :::: : 
"vague," or "too complex" designs. More specific I I I I I 

1
. . 1 I I I I I 

comp a~nts :Lnclude: "EOP status of PP unc ear ... out- I I I I I 

puts do not add up to a meaningful, organized ac- :::: : 
complishment of project purpose," "soft and vague :::: : 
output indicators," and "unrealistic benchmarks." a I:: : 
Project designs require adequate preparatory diag- : : : : : : 
nosis, clarity and concreteness of concept and at- : : : : : : 
tainable, culturally-acceptable aims and ·procedures.: : : :·l : 

o PROAG should agree with PP. Unless objectively ve­
rifiable indicators listed in the PP (an internal 
AID document) are also stipulated in the PROAG, pre­
project commitment to objectives by the host govern­
ment or target institution may be lacking. In one 
instance, only the PP called on the institution to 
meet stated objectives. Since the institution had 

I 1 I I 1 I 
I I I I 1 1 
, I I I I 1 
I til I I 
I I J I I I 
til I I 
I I I 1 I 
I I I 1 I 
I 1 I I I 
1 I I I I 
I I I I I 
I I I I I 
I I I I 1 
I~II , 
1~11 I 

had no role in developing the PP, the evaluators de-: I :: : 

termined that the PP had not met the test of respond-: : :: : 
ing to a stated need and related interest in accomp-: : :: : 
lishing obj ecti ves. L.....!._.!.......!.._'--' 
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Realistic Time Frames 

Unrea'listic time frames are often cited as a cause of 
project confusion and uneven project progress. The 
following are among problems identified: 

o Host-country capability. "The Mission must allow 
more time for implementing integrated development 
efforts which rely on inexperienced host government 
institutions and host country contractors."* 

C!l 
>'t: 

Q g 
H ill 
ill ill ill 

I I 
I I 
I I 
I I 
I I 
I I 
I I 
I I 
I I 

H ·i; 
I I 
I I 
I I 
I I 

o Logistics. "Serious problems caused by poor location: : 
of family planning clinics to serve individuals who: : 
live 10-15 kilometers away. Especially since they: : 
have limited access to vehicles." In another in- I I 

stance, the evaluators comment" "Project taught the 
need for a realistic time frame. Allow'an extra 
year for host-country, as distinct from direct AID, 
procurement. 

o Culture. "Family planning project is progressing 
slower than expected, because host country families 
do not put a priority on contraception, and women 
are limited in their ability to move around a com-
munity. " 

o New institutions require more time. "Creating aware­
ness of the importance of health planning' and estab­
lishing a planning unit from scratch is a tough, 
complicated task; even over a three-year period." 

I I 
I I I 

'~' I I 
I I 
I I I 
I I I 
I I I 
I I I 
I I I 
I I I 
I I I 
I I I 
I I I 
11 ; ~ 

I 
I 
I 
I 
I 
I 
I 
I 
I 

1:~I~~3i: 
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o New management techniques. "When entering an institu-: : 
tion which has never used consultants before -- it '~I ~~~I: 
takes two years before the consultants can be used I 

I 
effectively." I 

Lines of Authority 

o Establish clear lines of authority between host­
government agencies participating in the project. 
Several projects suffered from misunderstandings and 
conflicts reSUlting from ill-defined relative roles 
of government agencies. 
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* The level of host country capability can be compensated for in 
delineating a project's time frame. However, completely unpredict­
able political events (coups, changes of government, local political 
instability, etc.) cannot. In this section we refer only to factors 
which are discernible by astute project designers. 
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C!l ~ o Clarify status of personnel loaned to the institution 
~ .j.l 

by other government agencies. II These personnel, t:\ g I': 
H P, 0 

still employed by their specific line agencies, re- p, p, p, C) 

port to the~r agency superv~sors, rather 
officials of the (target) institution." 

than the 1 
1 
1 
1 

1 1 1 

l~ 
1 1 1 1 

o Formalize the authority of a coordinating institu- : 
tion. "In planning an integrated multi-sector, rural: 
area development program, the coordinating agency : 
charged with overall management of the effort must : 
also be given some instrument of authority to carry : 
out its responsibility." : 

1 1 1 
1 1 1 
1 1 1 
1 1 1 
1 1 1 
1 1 1 

~ 

Clarifying Project Roles 

1 
1 
1 
1 
1 
1 
1 
1 

o Delineate relationship between the contractor and 1 

host country counterpart institutions. "Because the : 1 1 

terms of cooperation between the contractor and coun-:~: 
terpart institutions were not clearly defined at the :t=or=': 
project design stage, many key institutions did not : : : 
participate in the program (and it failed)." : : : 

o Prepare appropriate ministry for projected role of a 
SUbsidiary agency. "Failure of the Mission to ade­
quately brief the Ministry of Education on the pro­
posed role of the institute delayed the project by 
at least six months." 
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o Clarify roles of contractor and counterpart personnel.: 
"Pre-project-commencement neglect to clarify the re- :~ 
lative roles of host country personnel and the con- :~ 
tractor caused long-standing problems." : : : 

2. HOST COUNTRY FACTORS 

commitment of the Host Government 

o Host government commitment is fundamental to success 
and its absence is a frequent source of difficulty. 
Variations of this statement abound in evaluations,* 
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* This is not the finding of AID evaluators alone. The World Bank's 
May 1980 report, "The World Bank and Institutional Development - Expe­
rience and Directions for Future Work," states (p. 6) that the "first 
and most commonly suggested reason for project success is ••• borrowers' 
commitment and support for institutional development objectives." 
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ranging from complaints of non-use or little use of 
project outputs, to lack of support for project aims. 

project design. Host counJ 
I 

o Involve the government in 
try involvement in design is often a prerequisite to I 

I 
host country commitment. One quote from among many: I 

I 
"Success is hampered because host country staff were I 

I not deeply involved at the project design stage." I 
I 
I 

~ 
H 
p, 

P, 
p, 

I 
I 
I 
I 

I§i 

o Favor projects that seek to further the government's: 
development plan. Such projects encourage commitment,: 
e • g., "The proj ect has overt government backing; the : 
project philosophy of the (non-formal) training cen- I 

ter exemplifies the host government's stress on self-: 
reliance and dramatizes the idea that, through hands-: 
on instruction, even the least educated can help :~ 
themselves, their family, their community and their :~ 
government. The centElr is seen proudly as an indi- : : : 
genous institution, not a foreign one." : : : 

I I I 
I I I 

o Seek community support; it also enhances commitment.: : : 
"The target institution's national board -_ repre- : I I 

senting th~ civic, government, education and business: ~ 
communities -- is effective in generating local fi- I 

I 
nancial and moral support." I 

I 
I 
I 
I 

Host Country Counterpart Agency I 
I 
I 
I 

o Focus on the "right" ministry or host-country entity: 
-- "right" in the political sense, in the ability of : 
the counterpart agency to move forcefully in proj'ect : 
support and to take advantage of project-based help. I 

I 
Placing the project under incorrect or ineffectual I 

C> 
.:r; 
g 
p, 

auspices causes slippage and trouble. For example, : 
this evaluation comment: "Selecting the education re-: 
search unit of the Ministry of Education as the im- : 
plementing agency was a mistake. It has no opera- : I : 

tiona I responsibility in non-formal education (the :~ 
concern of the project), whereas the Directorate of : : : 
Community Education is responsible for non-formal ed-: : : 
ucation in the country." I I I 

I I I 
I I I 

o Assess the agency's capabilities. 
tive comment: "Project design was 

A typical evalua­
overambitious and 

I I I 
I I I 
I I I 

'~' 
unrealistic in light of the Ministry's capabilities. :~: 
This is one of the reasons that the Mission has 
ed a negative image at the Ministry." 

II-IO 

I I I earn-, I I 
I I I 
I I I 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

.J-I 
0 
ru 
I-< 

.J-I 
>:: 
0 
0 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

d 
Q) 

= Q) 
r-I 
p, 

= H 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 



Investigation of target-institution capabilities 
at the sub-national level 'is as critical as de-
termining the capabilities of national-level in-

Q 
H 
p., 

t!J 

p., 

.0; 

1e 
p., p., 

stitutions. A program evaluation study, Inter- 1 1 
1 1 

country Evaluation of Municipal Development Pro- 1 1 1 

grams and Institutions, produced for AID's Bureau: : : 
for Latin America in October 1975, notes: "Muni- : : : 
'cipal Development Institutions can reach poten- : : : 
tial only when •.. management has both the vision : : : 
and technical orientation (backed by political in~ : : 
fluence) to assemble, program and manage the va- : : : 
riety of resources required." * 1 1 1 

1 1 1 

o Consider the agency's role within government opera­
tions. "A lesson learned," notes a typical evalua­
tion, "is that, because of government procurement 

1 1 1 
1 1 1 
1 1 1 
1 1 1 
1 1 1 
1 1 1 
1~ 

problems, it is better not to establish a separate :~, 
off-line implementation unit. For loans, the projec~ : : 
needs to be located within the executing Ministry." : : : 

1 1 1 
1 1 1 
1 1 1 
1 1 1 
1 1 1 
1 1 1 

Host Country Personnel 
1 1 1 
1 1 1 

o Check local availability of needed technicians. Se- 1 1 1 

veral projects have experienced long delays due to I I : 

project-design overestimations of the ability to pro-: : 
cure specialists locally. Some evaluations simply: : 
report that counted-on technicians could not be found: : 
locally. Others mention the absence of specific II Ii 
needed skills, including educators with different : : 
areas of spe~ia~ization, and computer programmer/ : : 
systems specJ.alJ.sts. 1 1 

o Explore the limits of local expertise. At times, 
specialists are present, but lack needed levels of 
experience and know-how. One project assessment re­
ported that local educators required con?tant super­
vision of contractor education personnel. 

Host Government Bureaucratic Process 
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o Identify areas where project progress can be delayed 
by host country bureaucratic problems. For example, 
~~~~~~~~~~~~~~~~ 
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* The study, which covers four countries, contains excellent data 
for designers of municipal programs. It covexs their local impacts, 
characteristics and performance as agents ·of change and creates a 
tentative model of logical programming for municipal development. 
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3. 

rivalries between project-pertinent agencies, exces­
sive time, required to clear duty-free project commo­
dities from customs, etc. 

+' d 
u Q) 
ttl E 

t!J k Q) 
<'!; +' .-i 

Q g s:: !§' H ~ 0 
~ ~ ~ tl H 

I I I I I 
I I I I 1 

An evaluation states that the project's "main I I I I I 
1 I I I I 

problem lies in 'the government's bureaucratic, dif-l I I I I 
I I I I I 

ficulties in establishing a new coordinated stra- I I I I I 

tegy and admini:strative network among several : :::: 
government entities." Another notes that "main: :::: 
difficulties are government based: lack of staff- : :::: 
ing, excess of red tape, time ,delays and morale : ~ : : : 
problemsr these have stifled initiative, caused: I::: 
frustration anc:t slowed progress." :: : : : 

I I I I I 
I I I I I 
I I I I I 
I I 1 I I 
I I I I I PROJECT INPUTS 
I I I I I 
I I I I I 
1 I I I I 
I I I I 1 
I I I I· I Financial Inputs 
I 1 I 1 I 
I I I I I 

o consider long-term financial viability. Adequate fi-: :::: 
nancial resources are prerequisite to long-term in-: :::: 
stitutional viability. Thus, the following evalua- I I I I I 

I I I I I 
tive comment: "The institutions have instructional I I I I I 

and administrative ability to operate their educa- U~~~~ : : : 
lIt I 

tion programs, but their financial resources are too I I I I 
I I I I 

limi ted to operate on their own for the long term." * I I I I 
I I I 
I I I 

o Advocate reasonable salary levels. Staff vacancies : :: 
and lack of qualified personnel in target institu-: :: 
tions are often attributed to budgetary reasons. For: : : 
example, "Salaries and fringe-benefit incentives are I I I 

I I I 
insufficient to retain and motivate key technicians I I I 

of the institutionr inevitably, the best trained and: I I: : 
l ' , d ' (I I I I I most qua :Lf:Le go to the pr:Lvate sector," and for a I I I I I 

government department), "There is movement of person-:~:: : 
nel to public sector corporations and authorities, : I :: : 

because they offer higher salaries." : : :: : 
LI __ LI __ ~I __ LI __ L--JI 

* Three recent papers dealing with long-term viability may be of in­
terest to the project designer: (a) "Sustaining Project Benefits," a 
report on measuring sustainability in AID projects by Development Al­
ternatives Inc. (DAI) for PPC/E/PES (December 1981) r (b) Fishing for 
Sustainability: The Role of Capacity Building in Development Adminis­
tration, also by DAI, for DS/RAD (June 1981) r and (c) "AID Policy 
Towards the Recurrent Cost Problem in Less Developed Countries'," by 
Jerome Wolgin, PPC/PDPR/ED (24 July 1981) The latter paper discusses 
project design failures on pages 30-34. 
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o Check .on the financial resources of sub-national en­
tities. Often the financial resources of provinces 
and states are reported to be insufficient to carry 
on the project at indicated levels. The stated rea­
son: inadequate sources of revenue. 

I I 
I I 

o Provide for the effects of inflation. 
I I 

Inflation is I I 
I I 

the external economic factor that has most impacted I I 

project designs.* Uniformly, the impact has been : : 
adverser frequently, the impact has been disastrous.: : 
Many evaluations refer to inflation, citing its rais-: : 
ing of construction costs and wages, and the havoc : ~ 
it plays with budgeted financial inputs and program: I I 

effectiveness. Two examples: : : : 
I· I 1 

"The institution may not be able to adequately I I I 

finance a continuing credit program. Because of: : : 
the high double-digit inflation rate in the coun-: : : 
try and the low percentage interest rate charge- : : : 
able on loans, the purchasing power of the funds : : : 
supplied by the Mission will quickly be depleted.: I I 

Thus, some assurance is needed that the loan fund: ~ 
will be replenished when needed." : 

"Despite a 30% increase in construction costs 
I 
I 
I 

during the past two years, there has been no at- I 

I 
I 
I 
I 
I 
I 
I 

tempt by the (target) building association to re-: 
fine the original estimate of cash flow, or to : 
evaluate its capability to absorb current project-: 
ed costs through revenues." : 

~ 

o Speedy project 
One evaluation 
and authorized 
which time the 

processing eases financial problems. 
reports: "The project was designed 
in 1975 and not signed until 1977, 

I 
I 
I 
I 
I 
I 

by I 
I 

PP I s cost projections were obsolete." I 
I 

Another notes: "Outputs have fallen short because of I 

inadequate funds, directly attributable to cost in- : 
flation, result of a two-year hiatus between prepa- : 
ration of the PP and project authorization and the : 
signing of the PROAG." : 

Commodity Inputs 

I 
I 
I 
I 
I 
I 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

o Set commodity costs 
project assessments 

at realistic levels. Occasional 
note that the original planned 

~ 
I 1 
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I 
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* Other economic factors with cited impacts include currency devalu­
ation, sharp drops in prices for major crops, and oil price-driven 
rise in the cost of fertilizer products. 
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budget for project commodities was inadequate be­
cause designers had neglected to take into suffi­
cient account the effects of inflation in the host 
country or in the U.S. (See previous page for more 
on the impact of inflation on design.) 

+' • so: 
u Q) 
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I I I I I I 
I I I I I I 
I 1 I I I I 
I I I 1 I I 
I 1 I I 1 I 
I I I I I I 

o Compatibility of equipment. The success of the pub-I I I I I I 
lic works element of an institution building project: : : : : : 
is largely attributed to Mission assistance in ob- : : : : : : 
taining U.S. surplus equipment for project purposes: : : : : : 
-- according to one evaluation. On the other hand, : : : : : : 
use of U. S. -manufactured machinery is reported to : : : : : : 
have caused problems in several projects. An eval-: : : : : : 
uation notes that the "requirement that heavy-duty I I : : : : 
road building equipment for (a maintenance training: : I I I I 

I I I I I 1 
center) be American-made has reduced training effect-I I I I I I 
iveness, because the machines are incompatible with: :: :: 
the (Francophone African) country's French-origin : :: :: 
public works department stocks." (It does little : ~ :: 
good to provide instruction on machinery that train-: : :: 
ees will not use after schooling is completed..) : : :: 

I I I I 
I 1 I 1 

o Avoid specifying inappropriate machinery. A typical: : :: 
evaluation comment: "Faulty project design is evi- I I I I 

I 1 I I 
dent ... it led to the purchase of operationally in- I I I I 

I I 1 1 
appropriate farm equipment such as a corn picker I I I I 

1 I 1 I 
that requires too much petrol and disc plows unsuit- , ~ I I 
able for the terrain. Moreover, the technology of : /==l :: 
the drying facilities was beyond the farm' s needs." :: ::: 

I I I 1 I 
I I I I I 

o Specify duty-free import of project equipment. Dif- :: ::: 
ficulties concerning obtaining import permits from :: ::: 
the host government during operational phases of the:: :: I 
project are noted in several instances where duty- I I ~ I 
free importation of project materials was overlooked: : I : 
in the PROAG. : :: : 

I I I I 
1 I I I 
I 1 I I 
I 1 1 I 
I I I I 
I I I I Personnel Inputs 
I I I I 
I I 1 1 

o Set realistic project staffing requirements. Avoid I I I I 
1 I I I 

the complaint concerning a project that had to be I Ii: 
aborted: "Project called for recruitment of an imposJ :: I 
sibly multi-skilled advisor whose broad mix of acti- !~: : 
vities would have caused the person to be ineffec-~: : 
tive." (The person was never found.) . : :: : 

1 I I I 
I I I 1 

o Anticipate potential trouble in the contractor-coun-: :: : 
terpart relationship. Because of problems that de- ~~--~~~~ 
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veloped during implementation, a few e.valuations 
caution that u.s. technicians should not be brought 
into the host country until after a counterpart team 
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has been selected and is operational. A like number: :: 
of evaluations advocate the opposite, pointing to: :: 
problems that have arisen because team members had I ': 

not been permitted a say in selecting their counter-: ~ I 

parts. The potential problem should be taken into : I I I : 

account during project design. : : : : : 

o Closely 
tions. 

monitor contractor team's proposed selec­
Evaluation complaints range from inability 

I I I I I 
I I I 1 I 
I I I I I 
I I I I I 
I I I I I 
I I til 

of contractor to field qualified needed specialists: : : : : 
(e.g., a coffee agronomist), to the contractor's in-~~~~~~~t 
experience in labor-intensive construction methods I I I " 

I I I I 
and inability to provide personnel with the know- : : : : : : 
ledge. I I I I I I 

I I I I I I 
I I I I I I 

o Insist on local language fluency when required of : : : : : : 
the contractor. In Francophone West Africa, several: : : : : : 

4. 

evaluations deplore the absence of this skill. A ::::: 
dramatic example: "Lack of French fluency on the I I I I : 

part of the u.s. contractor's technicians, and con- ! l l : 
current lack of English ability on the part of coun-: :::: 
terpart personnel, materially hampered progress." I I I I I 

1 I I I I 
I I I I I 

American project made the I . I I I I 
I I 1 I I 

Evaluators of a South 
point in another way: "Insufficient language I I I I I 

skills and contractor tours-of-duty limited to : :::: 
two years lessened effectiveness of the advisors., I : 
Recently, team members have received more lan- ,: : : : : 
guage training, but this has reduced their time : : : : : : 
spent with the project." : : : : : : 

TRAINING, INCLUDING PARTICIPANT TRAINING 

I I I I I 1 
1 I I I I 1 
I I I I I I 
I I 1 I I I 
I I I I 1 I 
I 1 I I I I 
I I I t I I 
I I I I I I 
1 I I I I I 

o Provide extra time for teaching the socially disad- : : : : : : 
vantaged. Several projects aimed at providing voca-: : : : : : 
Honal/technical skills to the poor and/or unemploy-: : : : : : 
ed have seriously underestimated training durations :~: : : : 
required for these target groups. Project designs : I : : : : 

should take this into account. : : : : : : 
I I I I I I 

o Seek to avoid post-training job-placement difficul- : : : : : : 
ties. In eX-French and British colonies, the inabil-:~ : : : 
ity of U.S.-model non-formal vocational/technical : I : : : : 

training centers to provide employer-recognized di- :..'_!..'_.!.'_:..' _.:..1 ~I 
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nial voc/tech training systems followed 
countries provide diplomas that qualify 
for higher-paying j·obs. 

The ex-colo­
in many host 
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I 1 I I 
1 I I I 
1 I 1 1 
1 1 I I 

o Check whether government trainees obtain per diem. I I I I 

Its absence creates difficulties, e.g., "Training of: : : : 
personnel has been limited, due to lack of govern- : : : : 
ment provision of per diem, and training delays have: : :..: 
in turn delayed technical assistance. If government: 1~~I~~l 
cannot provide per diem for participant trainees. (in: l= \ 
a third country), Mission funds should be reprogram'-:: : 
med and deobligated." :: : 

I I I 
I I I 
I I I 
I I I 

o Ensure ample lead time for participant training. 
I I I 
I I I 
I I I 
I I I 
I I I 
I I I I 

I I I 

Numerous comments in evaluations refer to this sub­
ject. A typical citation: "The long lead time re­
quired for the selection of participant trainees, 
the time required to gain their admittance to vari­
ous institutions ••. plus the 12-24 months required 
for completion of their studies has led to (lengthy) 
extension of this activity." 

I~II 
I I I 
I I I 1 
1 I I 1 
I I 1 I 
I I I I 
I I I I 
I I I 1 

o Anticipate delays in participant training because of: : : : 
lack of English ability. English language profici- I I I 

I I I 
ency is a frequent prerequisite for candidates. I I : 

Evaluations of institution building projects reveal : : I 

that many were slowed by its absence. Because of the: : : 
delay caused by absence of English, and the frequent : I I 

need to raise candidates' skills, many assessments : 
cite the need to plan further in advance for particii 
pant training than frequently is done. : 

I 
I 

o Check whether participant trainees will lose normal I 

government benefits. Host-government candidates can: 
be difficult to recruit as candidates for training : 
because they sometimes are subject to loss of accumu~ 
lated leave and associated monetary benefits. In at : 
least one instance, the Mission. was instrumental in I 

having the offending regulation changed; but a year 
wa~ lost in the process. 

o Pave the way for reintegration of returned partici­
pant trainees. Two evaluations note that failure to 
enable returning trainees rejoin the project was a 
major problem. Another mentions that returnees of­
ten find their jobs have been occupied by others. 
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5. THE TARGET INSTITUTION 

Management 

o Anticipate management problems. Target-institution 
weaknesses in management, organization and adminis­
tration are frequent foci of critical statements. 
Cited weaknesses range from ineffective management, 
planning and staff, to absence of technical skills. 
Phis holds true for private as well as public insti­
tutions, national and sub-national entities ••• new 
as well as existing entities. 

I 
I 
i 
I 
I , , , , , , , , , , , , , , , , 

o Fo~ on target-institution executives who exhibit , , 
leadership ability. Al though the word "leadership" , 

Q 
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p., , , , , , , , , , 

I , , , 
g§I , , , , , , 
, I , , 
I , , , 
,. I 
, I , , 
I 
I , , , , , , , 
I 
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does not appear in evaluations we reviewed, aspects : 
of the quality are mentioned. For example: "Appoint-: 
ment of a non-political, dedicated, aggressive admin-: 
istrator has greatly helped the posture and effec- : 
tiveness of the agency." Good management, after all,' 
is a reflection of good leadership. Phe May 1980 
World Bank report concurs: "(A fourth quality of 
success is) the quality of the (target) agency's 
'management' -- the influence of outstanding indivi­
duals when they were in charge. "* 

~: 

When leadership is poor, growth and improvement 
'slow. "Phe institution lacks an aggressive out­
reach promotional strategy, especially in the ru­
ral and isolated municipalities," notes one eval- , 
uation. Another states, "Phe (target) development: 
.bank did little to identify and reach new growth : 
qpportuni tie s . " 

Personnel Retention 

, , 
I 
I , , , 
I 
I 

o Seek competitive conditions of employment for target-: 
institution personnel. Two quotes present the case : 
for project-designer initiative to seek comparability: 
in benefits for target-institution personnel: : , 

"Phe training and motivation of field workers (in , , 
is seriously deficient.' , 

They have not been given permanent status as go-
a family planning program) 

* The World Bank, op. cit., p 8. 
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vernment employees, and their pay scale is lower 
than other government workers." Q 

H 

"Both (recipient government and AID) overlook the 
basic causes of failure: non-competitive salaries,: 
alternative employment opportunities ... The lesson: 
for AID is that prerequisites for project assist-: 
ance ought to include attractive terms of service: 
for national scientists and technicians. "* : 

Indigenization 

1 
1 
1 
1 
1 
1 
1 
1 

o Remember that indigenization is the aim of institu- 1 

tion-building projects. The basic project aim is to: 
leave behind, in the host country', institutions that 
are managed, operated and funded locally. Evalua­
tive documents seldom refer specifically to the con­
cept; is is generally "a given." One mention: "Con­
tractor's accomplishments in Africanization of the 
institution have been exceptional." 

Another evaluation finds the opposite: "Two flaws 
in project design are: (a) AID-supported faculty 
have not (attracted) qualified, motivated re­
searchers to train under them and replace them, 
and (b) indigenization of research staff is not 
currently a priority of the institute's adminis-
trators." 

1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 

o Specify linkages required to accomplish the transfor-: 

III 

mation. An evaluation states, "No provision made for 1 

the institution to be transformed from a private : 
agency with foreign donors and local government sup- : 
port to an autonomous government agency coordinating : 
regional services ... No linkages were developed with : 
any government departments. As a result, there is no: 
government commitment to the idea of the organization: 
as a regional coordinato~ of either governmental ser-: 
vices or non-governmental programs."** : 

1 
1 

o Provide for legal transformation, where necessary. 1 

Institutionalization of U.S. PVO-created entities is : 
often ensured by the creation of a legally constituted: 

1 
I· 
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1 1 1 1 
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* Report, Kitale Maize: The Limits of Success, AID Impact Evalua­
tion No.2, May 1980, p 12. 

** DAI., .. Sustaining Project Benefits," p 15. 
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(!) " local successor vehicle. An evaluation notes this 
achievement: "Legal by-laws for the quasi-public 
successor entity of (the· U.S. PVO) has been drafted 
and accepted by the government." 
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Legal Status and Local Laws 

I I 
I I 
, I , , , , 
, I 
I I 
I , 
I , 

o Get agreement on legal status for target entity. To: : 
receive continuing host-country official recognition: : 
and budget support, a new public institution normal-: : 
ly must first acquire legal status. In a few pro- : : 
jects, a major problem revolved around the permanent: : 
institutionalized status of the target entity, with: : 
the Mission advocating permanence (as denoted by :: 
achievement of legal status) and the host government' , 
opting for temporary status. The dispute can be :: 
avoided by specific mention in program-design docu-: : 
ments. A typical evaluative comment states the : ~ 
problem: "The center's lack of legal status ••. and : ~ 
lack of commitment of long-range funding on the part:: : 
of the government, is affecting the project's satis-:: : 
factory development." :: : 

" , I' , o Have legal counsel check the country's laws. Pro- " , 
" , 

6. 

ject terms inadvertently may run counter to host " , 
country law. For example, "Project was delayed 40 :: : 
months because original contract violated host coun-: ~,~~~i 
try law by requiring purchase of U.S. equipment si-: f I 

milar to that manufactured in the country." ::: 
" , 
" , 
I' , 
" , 
" I 
" , 
" , SPECIAL SITUATIONS 
" , 
" , 
" , 
I' I Private Entities 
" , 
" , 

o Focus design attention on helping overcome organiza-:: : 
tional inexperience. In the case of private organi-:: : 
zations (small farmer groups, local development as-: : 
sociations, cooperatives and local PVOs) , evalua- :.' : 
tions indicate that institutional inexperience has :~: 
been made manifest in frequent absence of long-term: : : 
planning ability, inefficient operation and poor 'I' 
project implementation.* : : : 

I I I 

I , , , , , 
I , , , , , 
I , , 
, , , , , , , , 
I 
I , , , , , 
I , , , , , , , , , , , , , , , , , 
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I , , , , , 
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* A program evaluation study, Intercountry Evaluation of Small Farm­
er Organizations, produced for AID's Bureau fo+ Latin, America in 
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But, even when basic management skills are pre­
sent, the more complex skills can be lacking. 
For example: "The cooperative is now welL estab­
lished in terms of administration and membership 
enrollment activities. However, it lacks needed 
business management and commercial marketing 
skills." 

Another evaluation notes that, "Major problems 
still exist in the ability of the cooperatives 
to provide technical information and assistance 
to farmers. A lack of marketing structure im­
pedes crop diversification. ". 

A possible solution is recommended in another 
evaluative document: "Future designs in this 
country must be geared toward pilot programs 
wi th strong participatory biases." 
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I I 
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I I 
I I 
I I 
I I 
I I 
I I 
I I 
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I I 
I I 
I I 
I I 

o Concentrate on long-term viability. A few project: : 
assessments point out that, although short-term in-: : 
dicators (e.g., increase of membership, increased : : 
service to farmers, etc.) may be easy to establish I I 

• •• I I 
and mon~tor, des~gn attent~on that concentrates on I I 

them -- rather than on the long-term financial and: : 
institutional viability of the association or coope-:~: 
rative -- may imperil the ultimate success of the : I : 

entire effort. : : : 

o Investigate past operations of the target entity. 
Evaluations indicate that pre-project analyses into 
the credit eligibility and competitive position of 
the assisted association or cooperative would have 
improved project effectiveness in several instances. 
One reports that the target organization did not 
compare well to others in the country, which were 
preferred by users because of better credit systems 
and training programs. 

o Pay special attention to 
tions and cooperatives. 

credit programs of associa­
These are special sources 
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November 1976, provides insights for the program designer into prob­
lems and opportunities involved in progress aimed at building and 
strengthening small-farmer institutions. In general, the study ad­
vocates project focus on organization-building tasks, rather than 
organizational forms, and concentration on simpler, existing indige­
nous or transitional £orms of small-farmer groups. 

II-20 



of difficulty. One evaluation cautions that "credit 
activities must take loan delinquency into account 
at the design level." Another reports that "project 
funds for agricultural credit were dispersed through, 
four institutions. These programs revealed the ad- : 
ministrative costs of dealing with small farmers on : 

Ci 
H 
p., 

t9 
<'l; 

i4 iil 
p., p., 

an individual basis to be prohibitive in the absence: , , 
of previously established credit records." (It also~: 
found that "delinquency rates are positively corre- ,'=='j==': 
lated with the quantity and quality of supervisory: : 
assistance to borrowers in the field.") :: , , , , 

o Stress the need for charging realistic interest , , 
rates. A group of evaluators" found that, without: l 
an interest rate structure based upon the supply and: : 
demand for credit in financial markets, it was im-: l 
possible to interest private commercial financial I I: 
institutions in making funds available to the coope-: : , , , , rative. 1I , , , , 

o Analyze the institution's "grass roots" support. , , , , 
One assessment signals a potential problem: "There' , 
is little grass roots support for the target entity : : 
by small and tenant farmers who distrust the social-l : 
ly prominent large-scale farmers running the organi- :1 t 
zation •• ;they fear that small-farmer interests may: : 
be neglected." : : 

o Avoid over-identification of the institution with 
the U.S. The subject has arisen in evaluations of 
U.S. PVOs and local labor unions. Receptivity nor­
mally is higher when the organization is judged to 
have local roots. 

Projects with Construction Elements 

, , , , , , , , , , , , 
a ~ , , , , , , , , , , , , , , , , , , , , , , 

o Insist on adequate pre-construction economic and :, l 
environmental studies. In several instances, fail- :~: 

ure to conduct such studies has hampered or prevent-'~' , , , 
ed project success. , , , 

. I I I 

o Investigate the applicability of the Fixed Amount 
Reimbursement (FAR) contracting concept. Several 
evaluations of projects' with construction elements 
report that use of the FAR concept reduces the Mis­
sion's visible involvement in contracting, improves 
project implementation and helps assure positive 
results. 
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Isolated Project Sites 
Q 
H 

o Take difficult locational factors into account. A 
number of evaluations indicate that it is easy to : 
underestimate the technical and administrative prob-' 

I 
lems encountered at isolated rural project sites: 1 

PI 

costly and undependable logistical support, inade- : 
quate and uncertain labor supply, lack of data base,: 
inexperience of local government personnel, and so : 
forth. These tend to cause lengthy delays in reach~ 
ing project objectives and should be compensated : 
for by provision of adequate lead time. : 

Study-Oriented Projects 

o Tailor design to encourage use of project-produced 
studies. Some institution-building projects call 
for the execution of studies by personnel of the 
target institution, in order to help improve its 
planning and implementing capacity. An evaluation 
provided this warning: "The danger of this type of 
project is that the studies may wind up only as 
shelf items. This can be minimized by more active 
host-country participation in design and implemen­
tation of the project." 

7. PROGRAM DELIVERY 

1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 

\ 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 

Evaluative comments regarding p~ogram implementation : 
were at times all-encompassing or non-specific, as for : 
example: "The target institution was successful because: 
of early planning, well-chosen projects, public funds : 
contributed, effective help from the Miss,ion and ,coop- 1 

eration among host-country agencies," and "The project: 
is well designed, but is not being implemented : 
properly. " : 

Most comments, however, were specific concerning .the 
program delivery roles of the key entities involved in 
the assessed institution-building projects. They are 
covered in the following order: AID; the project·con­
tractor; the target i~stitution; and the host govern­
ment. 
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Implementation by AID 

o Project management. Lack of sustained backstopping 
support to the contractor or grantee is regarded by 
several evaluative documents as a basic cause for 
less-than-expected project progress. Criticisms are' 
usually couched in terms that focus on the Mission's: 
lack of forceful, continuous and effective manage- : 
ment. An example: "~e Mission failed to hold the : 
contractor to timetable for meeting contract objec- : 
tives (late recruiting, high turnover of advisors, : 
lack of specific objectives and procedures at the : 
start, etc.)." , , 

Two assessments report that the Mission's role 
, , , 

had changed during implementation. One notes: , 
"Unfortunately, the Mission's role in the project: 
grew from overseer to active participant ..• the : 
change was made necessary by virtue of the pro- : 
ject's complexity." : 

o Project monitoring. Project monitoring is the sub­
ject of several evaluative comments which call upon 
the Mission to monitor projects more closely -- to 

, , , , , , , , 
be able to identify and correct problems sooner and , , 
to ensure that proje~ct review and monitoring proces-, , 
ses are followed. A number of assessments call for , 

Ci 
H 
III 

the Mission to monitor contractor staff levels -- a 
, , 

persistent problem (see below). One complains that : 
"a 14-month interval that occurred between visits to: 
project sites is indicative of poor Mission monitor-: 
ing and project coordination." : , 

Another evaluation testifies to poor follow-up: , 
"~e Mission requests of contractor for project : 
progress information and evaluative materials have: 
been ignored, obfuscated or only partially ful- : 
filled." A 1980 audit of a different project : 
notes: "Mission files lacked many of the activity: 
progress and evaluation reports required of the : 
institution, the outside consultant and the Mis- : 
sion. ~is absence of records made it difficult : 
to assess the factors responsible for the pro- : 
ject's 18-month delay. As the project is now , , 
complete, there are no recommendations." , , 

o Bureaucratic process. 
are cited from time to 
instances follow: 

, 
Implementation fumbles by AID,: 
time in evaluations. Typical: , , 
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Delays in award and negotiation of contract held 
back arrival of project team for extended periods, 
after grant authorization. For one project, the : 
delay was of a year's duration. , , 
A couple of evaluations cite the loss by the Mis-: 
sion of knowledgeable project monitoring person- : 
nel as causes for implementation difficulties. : , 
Poor project performance is blamed on the burden-: 
ing of AID Regional Office staff with project de-: 
sign responsibility that prevented adequate moni-: 
toring. Another evaluation attributes major : 
problems to "the abolition of the LAC Bureau's , 
Sector Analysis Division, which wa~ to have pro- : 
vided guidance and oversee project implementation.": 

In one instance, an evaluation called upon the 
Mission to "better inform AID/Washington on pro-
ject status." 

, , , , , , , 
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o Updating project designs. Several assessments com­
plain about rigidity and lack of flexibility of 
Mission implementation efforts. On other occasions, 
project designs were amended to absorb 'and adjust to 
unavoidable changes, shortfalls, delays and other 
problems which additional funding by itself was I 
judged insufficient to correct. It is evident, from: 
analysis of evaluative documents, that action revis- : 
ing original (sometimes years-old) designs to better: : 
meet changed reality increases the chances of pro- : : 
ject success. : : , , 

1 , 
Several evaluations call for revision of the Logi~ I 
cal Framework design matrix to meet unforeseen :: 
condi tions. Examples:" Revise Logframe to put it: : 
on a more realistic basis," "Reformulate the Log-: : 
fraJlle," "Change the Logfrarne to adjust to project: : 
experience and changing host country conditions,": : 
and "AI though it was not in the original Logframe'I' I 

" we learned that participant training was a neces-: : 
sary project component." , I 

, I 
I I 

On two reported occasions, projects were rescued I I 
by shifting institution-building focus from creat-: : 
ing a new subsidiary entity to strengthening the : : 
responsible ministry. On another, the Mission's : : 
Evaluation committee concluded that the goal and : : 
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purpose of the project were stated too imprecisely':"" -.:...' -.!.....-"-----''-~ 
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for verification of achievement, and evaluators 
recommended.redesign of the Logframe to clarify 
goal and purpose statement and establish new out­
puts. In a fourth instance, the evaluators note:: 
"We recommend that the implementation plans- a,!=,- : 
tached to the PROAG and Amendment be revised to I 

I 
reflect current programming needs and timetables.'1 

- I 
I 

o Project replicability. The potential for replica- : 
bility in other situations is a hallmark of good de-: 
sign. Pertinent comments from evaluations: "The Pro-: 
vincial Development Assistanc~ Program is soundly : 
conceived and is replicable in other provinces of : 
the country," and "Suggest replication of the pro- : 
ject's training format and formula in other I 

countries. " 

Implementation by the Contractor 

o Staffing. Positive comments about contractor team 
personnel outweigh critical remarks. Cited positive 
points refer to their "outstanding" qualifications, 
expertise in advisory and training capacities, and 
ability to motivate others. There are occasional 
negative comments, such as, "Contractor's lack of ag-l 
ricultural expertise limited firm's ability to per- : 
form," and "The contractor's support staff and faci-: 
lities are excessive for its limited advisory group.": 

I 

Q 
H 
p., 

criticisms of contractor staffing focus on late 
arrival and excessive turnover of project person­
nel, and the criticisms are many -- especially 

I 
I­
I 
I 
I 
I 
I 

during the first year or so of the project. Fre- I 
I 

quently cited are: failure to recruit specialists I 

on a timely basis; delays in fielding team mem- : 
bers; inability to maintain full staff, as commit~ 

I 
ted; and frequent replacement of personnel, for a, 
variety of reasons. Sometimes, inadequate lead : 
time for fielding the contractor's team appears : 
at fault. : 

I 
I 

o Project management. The contractor" s failure to com-: 

• +' s:: 
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ply with contract obligations occasionally incurs I 

blame. Noted in this regard are: lack of home-office: 
backstopping; the stationing of key field staff far : 
from the project site; failure to design called-for : 
operational systems; and failure to submit or improve: !....-!....-!.-..!--'---' 
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periodic progress reports to the Mission. From time 
to time, poor management has serious consequences, 
e. g.: "The contractors have repeatedly been behind 
schedule. Their need plan was completed too late for. 
incorporation into the government's five-year plan, I 

• • I 
thus defeating the proJect purpose. The audltors re~ 
commend that, in the event of future non-compliance, : 
the Mission should not fail to issue a default no- : 

I tice to the contractor." I 
I 
I 

o Leadership. Poor contractor management of the pro- : 
ject is often attributed to the quality and turnover: 
of the contractor's chief-of-party. Inordinate turn-: 
over of the chief-of-party reduces continuity, causes: 
loss of an important contractor repository of know- I 
ledge, and results in reduced team effectiveness. : 

I 
I 

o Communication. Ability of the contractor to communi-: 
cate and work in close tandem with host country per- : 
sonnel is an important factor underlying project suc-: 
cess. Perhaps two dozen evaluations cite this abili-I 
ty, usually in the context of projects in which in­
stitutionalization is taking place. Typical com­
ments: "Excellent relationship between host country 
and U.S. team ... between consultant and local officials 
••• good cooperation between contractor and institu­
tion," and, "Consultant highly qualified; has estab­
lished effective counterpart relationships." Nega­
tive comments are relatively rare. 

Occasionally, another aspect of contractor commu­
nication is mentioned. For example, "Project 
personnel have neglected to identify the most 
successful and, therefore, replicable aspects of 
sub-projects." 

Implementation by Target Institution 

o Management and organization. The most frequently 
mentioned problems troubling target institutions dur- I 
ing project implementation are reported in the area : 
of management and organization. Evaluations refer : 
to conflicting lines of authority; failure to staff I 

I 
at anticipated levels and with anticipated skills; I 

I and administrative bottlenecks. I 
I 
I 

Some adverse comments address quality of: 
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leadership. I I I A typical evaluation notes, "Cooperation LI_2-_L-...!..._L-I 
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between the institution and relevant parastatals 
broke down because of arbitrary policy changes on 
the part of management." Another reports, "The 
aggressive tactics of its early leaders established : 
the (target) institution's importance, but alienated: 
many host-government agencies. These leaders were I 

removed and a government decree reduced the institu-: 
,te's power at the national level." : 

Implementation by the Host Government 

o Commitment. Poor follow-through on government com­
mitment to a project is mainly characterized by in­
action on two fronts: financial and legislative. 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

Financial commitment. An evaluation early in the: 
life of a project states: "Mission concerned that: 
the host government is committing little of its : 
own funds to the program and is not preparing to ': 
assume major responsibility for funding in the : 
foreseeable future." Another, later in the life : 
span of a project, reports: "Government's budget 
support to the institution remains inadequate. 
Therefore, Mission has decided to terminate fur-

I 
I 
I 
I 
I 
I 

ther support to the project through the institu- I 
I 

tion." I 

Q 
H 
p., 

I 

Legislative action. Typical evaluative comments 
in this area include: "Of great concern is ques­
tionable government commitment to implementing 
intended tax reforms," and "Of particular conse-

I 
I 
I 
I 
I 
I 
I 
I 

quence has been a failure of the host government : 
to institutionalize project outputs. Ministry Of~ 
ficials have not demonstrated sufficient interest I 
in the project. Mission faulted for not insist­
ing on joint coordination and planning." 

I 
I 
I 
I 
I 

In a third instance, the evaluators report,"There: 
has been no legislation to designate the (target): 
farmers' cooperatives as retailers of credit to : 
their members. Additionally, retention of deci- : 
sion-making responsibilities by the central go- : 
vernment rather than passing them on to local co- : 
operative leaders, to help efforts at self-suffi- I 

cient management, are harming the project." : 
I 
I 

o Bureaucratic process. We. quote at length an assess­
ment that epitomizes several comments concerning 
host-government bureaucratic constraints during im-
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plementation: "I:t is unlikely that the goal and the 
,purpose of the project will be met. The national 
'entity has not provided municipalities with the le­
vel of technical assistance, training, or financial 
assistance as proposed in the project design. The , 
central government has little understanding and less: 
interest in the problems of local government and has: 
paid little attention to the (targeted national- : 
level) entity. Also, there was never a clear divi- : 
sion of ~esponsibility between the Ministry and the : 
(subsidiary) entity." : 

Sometimes the bureaucracy refuses to permit the 
contractor to fulfill his responsibilities. For 
example: "Although construction contracts'were 
let to the lowest bidder, contracts were subject 
to upward readjustments which increased the ori-

, , , , , , , , , , 
ginal bid costs by over 50%. Advisors from the : 
u.s. project engineering consultant were not per-: 
mitted to review either the original contracts or: 
the readjustments. Completed work was inferior : 
and dangerous." , . , 

o 'Personnel transfers. Typical relevant comments: 
"Host government policy of moving its personnel 
every two years was a negative factor ••• " and, 
"Technical assistance provided by higher management 
decreased because of frequent transfers of key 
government personnel; slots were left vacant for 
long periods." 

8 . DELIVERY OF INPUTS . 

These evaluative comments are reviewed in four groups: 
(1) commodity inputs, (2) financial inputs, (3) local 
logistical support, and (4) personnel inputs. Some 
areas of concern regarding inputs were noted earlier 
in this chapter. 

Commodity Inputs 

, , , , 
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o Late procurement and arrival. By far the largest ': 
number of commodity-related comments concern late : 
procurement and arrival. These mention slow port : 
clearance of project commodities, as well as slowness, : 
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A typical conunent: "Less than 25% of U.S.-procured 
project equipment was delivered on time. The re­
mainder is over one year late, and no firm delivery 
date has been established." 

o Customs duty on project material. In three instan­
ces, evaluators reconunend that Missions take action 
to recover the cost of customs duties erroneously 
paid in contradiction of the program agreements. 

Financial Inputs 

I 
I 
I 
I 
I , , , , 
I , , 
I 
I 
I , 
I , , 
I 
I , 
I 

sions all figure in evaluation and audit conunents' I 
I 

o Financial obligations. National governments, sub­
national governments, target institutions and Mis-

regarding fulfillment of project-stipulated financial' 
inputs. Some of these instances have been noted : 
earlier. In a dozen or so instances, the host go- : 
vernment is cited for having failed to meet conunit- : 
ments. Sometimes the criticism is more specific, : 
noting non-provision of promised credit resources or: 
inability to provide counterpart funds. Only rarely: 
is the host government applauded for fulfilling its : 
financial obligations. , 

I , 

c:l 
H 
Po 

o Monitoring of host country disbursements. The Mis- : 
sion is criticized in an instance that indicates poor! 
project management: "Factors assisting project : 
achievement include belated imposition by the Missio~ 
of previously disregarded conditions. on disbur~ement~ 
by the (target) institution." : 

Local Logistical Support 

This is a miscellaneous category of evaluation com­
plaints. Sometimes the conunent is general, as, "The 
chief cause for failure of the project is lack of lo­
gistical support by the host government." More often, 
it is situation-specific, for example: "The government 
has not provided premised medical facilities, tele­
phones, transportation or electric power." 

A wide range of subjects is covered under local 
logistical support, including non-provision of 
conunodity and technical assistance to U.S. advis­
ors, failure to help the target institution ob­
tain design-specified linkages with other agen-
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cies, failure of the government to provide timely 
statistical information and other data, and so 
forth. 

Personnel Inputs 
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o Acute project problems involve late arrival of con- , , " , 

. I I 1 I I I 
tractor personnel. The compla'ints are widespread :, ,: ,: :, I--d 
and persistent. Two examples: "Uncertain and late ~ 
arrival of consultants prevented 'proper planning for: : :: : 
their coming and diminished enthusiasm at the nation-: : :: : 
al and local levels," and "Arrival of the technical : : : : ~. 
advisors was delayed -- of 155 man-months of expat- : : : : F'! 
riate technical assistance planned, only 46-man- :::: : 

I 1 I I I 
I I I I I 

months were contracted." 
1 I I I I 

o Availability of host government personnel. In seve-.: : :: : 
ral instances, it is reported that the goverriment did : :: : 
not provide counterpart personnel as provided in the: : :: : 
agreement. Reasons for the lack generally are at- : : :: : 
tributed ei th17r. to severe staffing const~aints or ab-l 1 1 1 ,ed 
sence of qua 'lfled specialists. In two lnstances, , , , , ~ 
the host government is faulted for failing to provide: : :: : 
local personnel per PROAG. L: _.l..'_.l:~'.l:_-'--~: 
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Appendix A 

METHODOLOGY OF THE STUDY 

Two firm guidelines were observed in performing this work: 

1. It was to be empirical in the acquisition and interpretation 
of data on the design and implementation results of AID 
institution-building projects. The study relied on what 
could be learned about such projects from evaluation and 
audit reports and abstracts of such reports, rather than 
assessing findings and conclusions in light of foregoing­
agency issuances or theoretical efforts. 

2. Analyses and syntheses of findings were to be structured 
and reported as unequivocally and clearly as possible to 
enhance applicability by project designers, implementers 
and evaluators at USAID Missions in the field. The princi-
pal audience for this report is Mission personnel rather than 
central bureau or other headquarters or regional office staffs. 

The study's methodology and process were also influenced by the 
practical constraint of data base limitations. The agency's 
compendium of project information is stored in the computerized 
record of the Office of Development Information and Utilization 
of the Bureau for Development Support (DS/DIU) -- the Development 
Information System (DIS) -- whose content is described as follows: 

" ••• DIS is AID's development project experience memory for AID 
projects which were active in September 1974 or since. Alterna­
tive project development approaches and lessons learned from 
the implementation of specific project designs are recorded for 
future AID project designer use by abstracting, indexing, and 
cataloguing-AID-generated project design and evaluation docu­
mentation. 

"Effective 3/12/81, DIS has information on 60% of the development 
projects active in 1974 or since. This includes the development 
experience recorded from 2,859 projects (and sub-projects) and 
7,043 project documents, in addition to information on 2,565 
individuals and organizations who played a major role in the 
design and implementation of these projects. 
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"Database 1: Project Textual Database 

••. has AID project descriptions which are based on principal 
design documents; i.e., project papers, non-capital assistance 
project proposals, loan/capital assistance papers, operating 
program grant proposals, development program grant proposals, 
etc. A collection of abstracts describes the design of the 
AID development project, including the development problem 
addressed by the project, the overall project strategy (loan/ 
grant, life of project, bilateral/multi-donor, etc.), the Lo­
gical Framework design of the project (goal, purpose, outputs, 
inputs) and a summary description of the project (project com­
ponents, management, beneficiaries, donors and participants) . 
Each project is indexed with a maximum of 40 project des­
criptors." 

The study 
in Part 1 

team was provided with a printout from Database 1, first 
Project Design Information report format: 

"Project descriptions based on principal design documents ... 
and descriptive citations of each project document available ... 
Each project description includes the AID project number, the 
USAID Bureau responsible ... the project title, beginning and 
ending estimated fiscal years, estimated budget amount, prob­
lem statement, project strategy, and a summary project descrip­
tion of the major development actions within the project. Also 
included are data elements related to the Logical Framework 
approach to the project design; i.e·., project goal, project 
purpose, and project outputs .•. " 

... and subsequently, with abstracts of relevant evaluative docu­
ments (project appraisal reports, project evaluation summaries, 
special evaluation reports, audit reports, interim progress reports, 
final reports, etc.) in a printout of Part 1 - Project Design and 
Evaluation Documents, accessed with the key subject descriptor 
"Institution Building." 

From the data in the printouts', we thus identified 906 projects as 
the universe to be examined. They were found to include 132 sub­
projects in addition to the main project designs described. Detail­
ed review of the designs and descriptions further revealed that 15 
projects retrieved under the Institution-Building descriptor could 
not be classified as Institution Building projects, and were drop­
ped from the total. 

The universe was further narrowed by the deletion of 100 projects 
that were originated in central, non-geographic bureaus of AID, or 
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were special or short-term projects outside the field-mission 
focus and purpose of this study.* 

After the noted deletions, the breakdown of project designs retain­
ed for analysis was: 

Geographic Number of Percent 
Bureau Projects to Total 

Near East 64 9.7 
Asia 122 18.5 
Latin Amer./Carib. 290 44.0 
Africa 183 27.8 

Totals . 659 100.0 

The consultants, working with the PPC/E/PES study directors, then 
developed a profile of each of the retained projects based on the 
following set of design characteristics: 

A .. Type of institutional change anticipated 
o Strengthen existing institution(s) 
o Create new institution(s) 
o Add new function(s) to existing institution(s) 

B. Relationship to/among target institutions 
o Work with/assist one institution 
o Cohorts of institutions with related missions 
o Different institutions that work together 
o Different institutions that work separately 

C. Target institutions by functional sector 
o Food and agriculture 
o Economic development, planning, management/administration 

* Non-geographical central bureau and special program projects 
deleted from the study sample broke down as follows: 

46 - Technical Assistance (TAB) 
35 - Population and Humanitarian Assistance (PHA) 

8 - Development Support (DS) 
5 - Vietnam 
4 - Private and Development Cooperation (PDC) 
1 - Food for Peace (FFP) 
1 - Program and Policy Coordination (PPC) 
8 - Sub-projects of these bureaus 

108 
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o Public health and nutrition 
o Education and training 
o Infrastructure, capital projects 
o Community development, housing 
o Multi-sectoral and other 

D. Public or private sector institution(s) 
o Public sector: governmental and parastatal agenciei 
o Private sector: including cooperatives, associations, for­

profit private firms, private voluntary organizations 
o Both public and private sector institutions 

E. Political/geographical level of target institution 
o Multi-national 
o National 
o Sub-national: standard political jurisdictions, local 

associations, groups or firms 
o Sub-national: special geographic/development entities 
o Multi-level 

The sample was then encoded to identify clusters of projects with 
similar characteristics. From the resulting analysis, significant 
patterns emerged. Five clusters of like projects that emerged were 
deemed to be significant either quantitatively (i.e., because of the 
sheer number of projects in the clusters) or qualitatively (i.e., 
because of special AID interest in certain groups of projects) : 

Cluster Focus of Component Projects 

I Strengthen a public, national-level institution 
II Build a new, public, national-level institution 

III Private, sUb-national institution or institutions 
IV Private, national-level institution or institutions 

V Public, sub-national institution or institutions 

The five key project clusters were subjected to in-depth analysis. 
Section I-A of this study assesses them by the sets of design 
characteristics outlined above. 

From the DS/DIU Project Design and Evaluation Documents printout, 
it was determined that 159 of the projects that fell into the key 
clusters had been evaluated and that abstracts of evaluative docu­
ments were available in the DS/DIU file. The study team reviewed 
the abstracts. Section I-B presents the findings and conclusions 
of our analysis of the evaluative assessments. 
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The study team reviewed all of the pertinent abstracts, extracted 
and noted key findings and statements of the evaluators, grouping 
them into classes of factors bearing on the success or failure of 
a project to achieve planned results: 

1. Concept planning proficiency (project design) 
.2. Competence of management/performance 
3. Financial resources 
4. Personnel -- expatriate and indigenous 
5. Timeliness and adequacy of commodities 
6. Non-resource host country government support 
7. Support of local leaders 
8. Support of users, beneficiaries, or market forces 
9. External political, economic, social and other factors 

Overall conclusions on the projects evaluated -- positive, negative 
or mixed or uncertain -- were assessed and arrayed for analytical 
summations in a number of potentially significant comparisons and 
matrices: 

1. Geographical bureaus 
2. Project longevity (Le., the initial funding year was i·n the 

1950s, the 1960s, 1970 to 1973, 1974 -- the year of the 
new direction in AID strategy -- and the period from 
1975 to 1981) 

3. Sector of activity (i.e., agriculture and food; economic 
development, planning, management and administration; 
health and nutrition, including family planning; educa­
tion/manpower and training; infrastructure and capital 
projects; community development and housing, including 
integrated rural development schemes; and other activities). 

4. Public sector vs. private sector projects at various govern­
mental levels 

Specific comments with respect to these fields of inquiry and 
analysis were extracted, grouped and cited specifically to help 
in guiding the designers, managers/implementers and monitors of 
projects at USAID missions in enhancing prospects for success and 
avoiding projects with built-in negative characteristics. 
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Appendix B 

INSTITUTION-BUILDING MODELS AND APPROACHES* 

AID INSTITUTIONAL DEVELOPMENT ACTIVITY 

In the mid-1950s, AID began developing a number of crude concepts 
and guidelines on institutional development and building them into 
its program instructions. For a decade, these efforts were not based 
on systematic study or analysis'. However, in the mid-1960s, AID be­
gan to support and encourage work by academics in the then largely 
unexplored field. The principal example of this work was the 1965 
research contract with the Inter-University Consortium on Institution 
Building, involving Pittsburgh, Indiana, Syracuse and Michigan State 
universities. l ~ 

Up to 45 case studies were undertaken during the course of that con­
tract. Based on them and other efforts, models of the institution­
building process were conceived and periodically revamped to take 
account of a variety of conceptual formulations about institutions 
and how they develop. The ideas gained from this experience were, in 
turn, used as analytical tools in the course of the three-year Com­
mittee for Institutional Cooperation (CIC) study of AID's experience 
with university contracts to build agricultural organizations in the 
developing countries. 2 

A workshop seminar at Purdue University in 1968, and a 1979 conferen­
ce in Washington DC reviewed the principles of the institution build­
ing process and explored operational applications of the concept. 
Under subsequent contractor agreements, institution building seminars 
were developed and held in the U.S. in 1969 and 1970, and in several 
developing countries starting in 1971. 

Under a contract of the Midwest Universities Consortium for Interna­
tion~l Activities (MUCIA) with AID, Melvin G. Blase prepared a study 3 
that summarizes the extensive institution building activity under­
taken by the academic community. That 1973 work contains a descrip­
tive bibliography of the central literature on the subject (much un­
published) and reviews key concepts and relationships among concepts. 

Since that time, there is little tangible evidence of AID-financed 
academic research in institution-building methodology and models. 
In spite of this -- and the "New Directions" strategy (1974), through 

* Key to numbered footnotes is found in the annex that concludes 
this appendix. 
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which AID has stressed provision of direct assistance to the poor 
populations of the developing countries -- institution building pro­
jects remain a large proportion of the agency's total. Fully 31.7%, 
or 906 of DS/DIU's universe of 2,859 projects active in September 
1974 and thereafter appear under the "Institution Building" des-
criptor. 4 ~ 

THE ESMAN INSTITUTION BUILDING MODEL 

Milton J. Esman, then of the University of Pittsburgh, and colleagues 
from several universities, conceptualized the project design frame­
work that is the focus of most of the institution-building literature 
during the mid-1960s through the mid-1970s. 

In stating the basic concepts, Esman emphasizes that his approach 
has a bias toward social engineering that is based on the proposition 
that the most significant changes in developing countries are deli­
berately planned and guided. The approach further presupposes that 
the introduction of change takes place primarily in and through for­
mal organizations. When the organizations are change-inducing, 
change-protecting and formal, they are considered to be institutions. 
The organizations and the new patterns they foster become instution­
alized, e.g., meaningful and valued in the societies in which they 
function. This involves a complex set of interactions between the 
institutions and the environment. The latter varies in its readi­
ness or resistance to change both over time and from place to place. 5 

In the guiding concepts of the Esman model there are two groups of 
variables that are considered important to understanding and guiding 
institution-building activity. These are the "institutional vari­
ables," which are essentially concerned with the organization itself 
and the "linkage variables," which are mainly concerned with external 
relations. The institution-building universe is depicted as 
follows: 6 

THE INSTITUTION BUILDING UNIVERSE 

Institution 

Institutional Variables: 
Leadership 
Doctrine 
Programs 
Resources 
Internal Structures 

~ Transactions ~ 

Linkages 

Enabling Linkages 
Functional Linkages 
Normative Linkages 
Diffused Linkages 

This AID-financed institution-building theory was developed by aca­
demicians -- social scientists who in many cases had extensive field 
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experience. Richard L. Duncan points out that the Esman model oc­
cupies a middle point between complex and sophisticated political 
and economic theories, and trial and error: "It aspires to be a 
theory in that it attempts to explain what happens under certain 
circumstances and predict what will happen if certain actions are 
taken. It is not a complex or mathematical model since it tries 
to deal with important factors that usually cannot be reduced to 
numbers (N.B., our underlining). It is unashamedly oriented toward 
using social science for practical application as well as theory 
building. " 7 

George Axinn, past executive director of MUCIA, notes that the model 
had been field-tested in the "worldwide crucible of reality," and_ 
that, between 1964 and 1968, 38 individual research projects were 
designed specifically to test the model. They were supported by the 
Inter-University Research Program in Institution Building, and in 
turn by the Ford Foundation and AID.8 He closes with these words: 

"If an AID administrator, program officer or on-the-spot institu­
tion builder will keep the institution-building model in mind, it 
can help. If he can establish goals and measure programs with 
,these categories, they will contribute. Let him consider leader­
ship, doctrine, program-, resources and internal structure. Let 
him also take account of enabling, functional, normative and dif­
fused linkages. Then he can build a grand strategy of institution 
building which increases the probability of achieving his goals."9 

The hoped-for widespread use of the Esman model has not come to pass. 
After the first half of the 1970s, it di-sappears from view within the 
AID project design and evaluation literature and activity. 

Of the 302 institution-building projects reviewed in our Part II 
search for "lessons learned," only one document, a 1971 Special 
Evaluation Report, mentions the model, noting that, "The evaIuation 
..• is based on Esman' s institution building framework." Our Septem­
ber 1981 queries to several AID/Washington staffers, including bureau 
evaluation officers, concerning the Esman model, brought looks of 
puzzlement. Few outside of PPC, sponsor o~ this study, appear to 
have heard of it. What is the reason for this? 

WHY HAS THE ESMAN MODEL "VANISHED"? 

We have speculated about the reasons that underlie the disappearance 
of the me,thodology elaborated by Esman and his various collaborators 
from the AID design and evaluation process. They appear to include: 
its abstract nature; failure to stress factors that also are import­
ant; adoption by the agency of the Logical Framework Matrix (Log­
frame); and institutional memory. We discuss them in order. 
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o Abstractness and Lack of Specificity 

Axinn notes the general, semi-detailed nature of the Esman model: 
"The institution-building model is a collection of categories, deve­
loped for certain uses. It grew out of a long history of human so­
cial evolution; out of a contemporary wisdom of the behavioral sci­
ences; out of the fertile minds of (its originators). Its categories 
-- concepts like leadership, doctrine and language -- are nothing 
magic or ultimate. They are like other category systems invented 
by scholars. They may be useful aids in thinking. With them, we 
can build hypotheses, test and develop principles. These principles, 
in turn, can be useful guides to action."lO 

An AID consultant concluded in 1974 that the Esman concepts were 
useful for defining output level requirements in an institution 
building project, but that Esman and his followers had not made clear 
the way in which progress against each of Esman's output level con­
cepts was to be measured or monitored in a given project. Further, 
that the Esman literature had only addressed purpose level indicators 
of success for an institution at a conceptual level, and that their 
ideas were not fully defined. ll 

The consultant pointed out that four of Esman's "Institutional Va­
riables," (leadership, doctrine, programs and internal structures) 
are outputs, and the fifth (resources) is an input, when judged in 
light of AID's Logframe, and that while outputs are produced and 
measured, the measure of output production cannot prove achievement 
of purpose. Thus, for example, doctrine, which is a necessary Esman­
type of output cannot also be an indicator that purpose was achieved.*12 

* Discussion is still active regarding the level of the Logframe at 
which institutional objectives should be cited. A 1974 study of 
agriculture sector programs in Latin America13 notes that, "in one 
sense, improvement in institutional capabilities is part of the stra­
tegy for accomplishing desired purpose, rather than purpose itself." 
A subsequent cursory review of institution building project logframes 
by an AID consultant14 indicated that organizational development pro­
jects were normally framed so that the organization was the project 
purpose, and that End-of-Project Status measures used were generally 
concerned with the effectiveness and efficiency of the organization 
in carrying out its tasks. 

A 1981 study sponsored by PPC/E/PES15 has found that, of 97 co­
operative development projects, 45 contain the institutional object­
ive at the purpose level and 52 at the output level, noting that the 
difference bears further investigation. In response, Frank Dimond, 
AFR/DP/PPE suggests16 that institution building might be considered 
as an input, but one that AID cannot implement, but merely assist. 
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o Failure to Stress Important Factors 

Another reason for failure of the Esman mOdel to "catch on" is typi­
fied by comments of John F. Hilliard, then Director of AID's Office 
of Education and Human Re-sources/TAB, at "a conference on institution 
building in December 1969. Criticizing the use of "leadership" as 
the first of the major variables, he notes that, in expressing the 
sequence of events, the model should first emphasize the necessity, 
in conceptualizing the institution, of ensuri,ng that it seeks in an 
explicit way to respond to an important national purpose. "Such a 
national purpose," he continues, "may be anything from checking infla­
tion ..• to initiating land reform. But, until there is a, national 
commitment to a broad-based development effort, the creation of an 
institution becomes extremely difficult and in most cases, insofar 
as official action is 'concerned, virtually impossible.,,17 

He then states that, "some kind of charter (Le., legal identity) 
needs to be issued to the institution, which is consistent with the 
national purpose. Without a charter, the institution often finds 
itself in a competitive environment before it even has anything 
with which to compete. (It is only after these two prerequisite 
steps) that leadership can become effective." 

Hilliard is correct. Part II of this study notes 
the numerous citations of adverse impact upon project 
success of the failure to press actively -- during 
project design -- for host government commitment to 
the target institution, and for its legalization. 

Hilliard also points out that the problem of being trapped by Esman­
stressed doctrine is almost as great a hazard as not having a doc­
trine at al17 and that after a reasonably short period of time, in­
stitutions, however innovative, tend to become traditions. 18 

o Advent of the Logical Framework Matrix 

The critical barrier that prevented eventual AID upgrading and use 
of the Esman model probably was the adoption, in 1971, of the 
agency's Logical Framework design and evaluation matrix. For ·the 
past decade, the Logframe has been the AID-approved methodology for 
developing and assessing projects. 

With the rise of the far more measurable and systematic, agency­
sponsored Logframe, the relatively abstract, academic, less-subject­
to-finite measurement Esman model was neglected by project designers, 
who have been encouraged to use the Logframe. The concept of the 
Logframe has been buttressed by 'a steady stream of handbooks, guide-
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lines, workbooks, progress reports and other documentation detail­
ing and discussing the matrix; and by numerous seminars for program 
designers and others in its application. 

wit~ an AID commitment of that magnitude, it is to be expected that 
use and mention of the Esman model have disappeared. Besides, the 
Logframe has universal application to all AID projects, while the 
Esman model is confined to institution building. 

The extensive use of the Logframe in current AID project 
design and evaluation is dramatized by the fact that all 
659 designs in our sample of geographic bureau institu­
tion building projects are organized according to the 
Logframe's matrix (goal, purpose, outputs and inputs). 
As noted in Part II of this study, many evaluative 
documents refer specifically to project performance in 
relation to Logframe design. 

o Institutional Memory 

Lastly, with the continuing change of personnel that is character­
istic of all organizations, public and private, AID's organizational 
memory for the Esman model has grown faint during the eight-or-so 
years since the institution building concept was the focus of in­
stitution-building literature and of AID-supported research activity. 

MORE RECENT APPROA~HES TO PROJECT DESIGN AND EVALUATION 

Not satisfied with the Esman model, and concerned about institution­
al viability, Practical Concepts Incorporated (PCI) , an AID consult­
ant, developed in 1974 its own set of~easures for assessing 
"organizationness." 

The PCI model has three essential properties -- "Purchasables: money 
and things to be bought or purchased; Connotation: the affective di­
mension of attitudes held about an organization; and Image: the cog­
nitive dimension of what people think about an organization.,,19 
Using these properties, PCI established a logframe-like "P/C/I 
Balance Sheet" matrix. 

Like the Esman model, the PCI model has disappeared from the AID 
evaluation and design vocabulary. Apparently only one of the 302 
evaluated institution-building projects reviewed in Part II of thi§ 
study used elements of the PCI model -- a 1975 evaluation of the Hassan II 
Institute of Agronomy and Veterinary Science' in Morocco, performed 
by PCI itself. 

A-ll 



The World Bank is not known by us to have formulated_an institution 
building design and evaluation matrix. It does, however, evaluate 
such projects and measures differences in success rates. 

In a recent study by its Projects Advisory Staff,20 the Bank reports 
that institutions involved in projects dealing mainly with modern 
technology and financial matters -- e.g., banks, industrial produ­
cers, telecommunications and power generation companies -- generally 
are more successful than those whose organizations are characterized 
as "social" or "people-oriented" -- e.g., educational, agricultural 
and health institutions which provide services and deal more directly 
with large numbers of individuals. 

The Bank describes the former as examples of "tight" projects, in 
which performance can easily be traced to the participants, and 
where the effect of bad performance is immediate and widespread. 
The latter, or "loose" activities, have been found to have more dif­
fuse and hard-to-measure effects, because they depend heavily on un­
predictable events such as the weather, involve large numbers of 
people who are scattered over extensive areas, or are in problem­
prone governmental/parastatal organizations. 

Like Esman, David C. Korten of the Ford Foundation's Manila office 
believes there is a substantial need for developmental work directed 
to demonstrating the successful application of social learning con­
cepts in large government bureaucracies, and to exploring alternative 
models for such application. 21 

Like the World Bank, Korten agrees that "loose projects" (in Bank 
terminology) create special design problems. He is generally criti­
cal of current design efforts. In a recent article,22 he concludes 
that the "blueprint approach" to programming which gained widespread 
currency in the days of large-scale capital infrastructure project 
construction continues to dominate action, even though it is mani­
festly inappropriate to the requirements of new-style programming. 

He points out that the "textbook version" of project planning, with 
its emphasis on care-ful pre-planning, may be appropriate to physical 
infrastructure projects, where the task and outcomes are defined, 
environmentally stable and cost predictable; but that "textbook plan­
ning" is an inadequate response to rural development, where the ob­
jectives are more often multiple; ill-defined; task requirements are 
unclear; environments are constantly changing; and costs are un­
predictable. 2 3 

Instead, he advocates that programming frameworks and methods be 
based on a learning process approach in working with rural people, 
and that "the approach should integrate action-taking, knowledge 
creation, and institution building into a coherent learning process." 
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The Korten approach consists of three stages: learning to be effect­
ive, learning to be efficient, and learning to expand. 24 

Gary Hansen, PPC/PDPR, notes that the Korten approach features a 
joining of knowledge and action, and a creative and open-minded 
redefinition of program tasks, beneficiary needs and organization 
structure. He points out, however, that the Korten proposals run 
counter to deeply ingrained theories and practices followed by most 
donor and host national governments, and that adoption of the 
Korten approach would require major changes in conceptions of ac­
countability, time horizons, skill mixes, and so forth. 25 
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Appendix C 

RELEVANCE OF AID DEVELOPMENT ASSISTANCE REVIEWS 

OF THREE COUNTRY PROGRAMS 

Our empirical analysis of DS/DIU abstracts of 302 AID geographic 
tureau institution building projects and their evaluative documents 
-- and of a representative number of the documents themselves 
involved us in the micro end of the institution building spectrum. 
Project designs and evaluations are highly specific. Design ab­
stracts concentrate on the problem(s) which gave rise to the pro­
ject, discuss the strategy for overcoming or ameliorating the 
problem(s), summarize the essentials of the Project Paper and/or 
Program Agreement, and outline key project-Logframe points of 
reference (goal, purpose and outputs). Evaluative documents -­
Project Appraisal Reports, Project Evaluation Summaries, Special 
Evaluation Reports and Audits -- all focus on project performance 
against the same Logframe points of reference. 

To supplement the assessment of the DS/DIU institution-building 
universe, we reviewed, among other literature, separate reports 
covering AID development assistance to three countries: 

REPUBLIC 
OF KOREA 

Economic Development of Korea: Sui Generis or Generic?­
Reflections on the Studies of the Modernization of the Re­
public of Korea, 1945-1975, AID Discussion Paper (Draft), 
by David I. Steinberg, PPC, 3 May 1981. (An interpretive 
review of a multi-volume study of Korean development by 
Harvard University and Korea Development Institute.) 

"Development Lessons from the Korean Experience - The Har­
vard-Korea Development Institute Studies of Korean Moderni­
zation," Journal of Asian Studies, by David I Steinberg, 
September 1981. 

PAKISTAN A Review of United States Development Assistance to Pakis­
tan, 1952-1980', prepared by Jeffalyn Johnson and Associates, 
for AID/Washington, 1981. 

REPUBLIC 
OF CHINA 

Evaluation of U.S. Economic Aid to Free China, 1951-1965, AID 
Discussion Paper No. 11, by Neil H. Jacoby, January 1966. 

The aim of our research into the country reviews was to uncover re­
levant data that would corroborate or dispute our DS/DIU findings, 
or would expand upon them in other ways. 
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That the report on Pakistan had a chapter titled "Development Assis­
tance and Institution Building" while the Korean and Taiwan reports 
scarcely mentioned institution building turned out to be beside the 
point. In the case of all t~ree countries, we found that although 
the reviews provide much valuabTe information on what can be called 
the macro end of the spectrum -- i.e., they concentrate on program 
planning and policy issues on the overall country scale, rather than 
the individual project scale (although all review specific projects) , 
and on political and ,cultural considerations -- their broad focus of 
attention made them only tangeptially useful for our rather narrow 
purpose. 

Where their findings, conclusions and recommendations could be relat­
eo to micro project design, we found" without exception, echoes of 
points made by evaluators and auditors. 
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Appendix D. 

159 A.I.D. Institution-Building Projects 

in Five Key Clusters, whose Designs, Evaluations 

and Audits 'have been Abst-.:-acted by DS/DIU 

(Cluster shown in parentheses) 

2630061 - Development Planning Studies, Egypt (II) 
2630065 - Urban Low Cost Health Delivery, Egypt (V) 
2680309 - Vocational Training Program, YMCA/PVO, Lebanon (IV) 
2760002 - English Language Training, Syria (II) 
2760020 - Soil Survey/Land Classification, Syria (II) 
2770398 - National Education Research Planning, Turkey (I) 
2770426 - On-Farm Water Management, Turkey (I) 
2770597 - Bosphorus University, Turkey (V) 
2780186 - Jordan Valley Farmers Association, Jordan (III) 
2790017 - Taiz Water Rehabilitation, Yemen (I) 
2790024 - Tropical Fruit Improvement, Yemen (II) 
2790030 - Sorghum and Millet Crop Improvement, Yemen (II) 
3060080 - Economic Planning, Afghanistan (I) 
3060090 - Helmand-Arghandab Valley Dev?lopment, Afghanistan (V) 
3060091 - Elementary and Secondary Education, Afghanistan (I) 
3060102 - HAVA/HACU Equipment, Afghanistan (V) 
3060121 - Higher Education, Kabul University, Afghanistan (V) 
3060129 - Fertilizer Distribution, Afghanistan (I) 
3060142 - Rural Primary Schools, Phase I, Afghanistan (I) 
3060146 - Central Helmmand Drainage I, Afghanistan (V) 
3670054 - Food Grain Technology, Nepal (I) 
3670096 - Family Planning, Nepal (I) 
3670102 - Institute of Agriculture and Animal Science, Nepal (I) 
3670115 - Malaria Control, Nepal (I) 
3670210 - Western Hills Penetration Road, Nepal (I) 
3670228 - Teacher and Material Utilization, Nepal (I) 
3860150 - Indian Institute of Technology, Kanpur, India (V) 
3860368 - Soil and Water Management, India (V) 
3860379 - Rice Research Improvement, India (V) 
3880031 - Project Improvement, Grant I, Bangladesh (I) 
4920233 - Water Resources Development, Philippines (I) 
4920236 - Provincial Development, Philippines (V) 
4920252 - Food and Nutrition, Philippines (II) 
4920256 - Local Development Project, Philippines (V) 
4920260 - Bicol River Basin Development, Philippines (V) 
4920275 - Bicol Integrated Area Development, Philippines (V) 
4920282 - Third Feasibility Study, Philippines (I) 
4930195 - Labor Department Administration, Th~iland (I) 
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Appendix D (continued) 

4930233 - National Economic Policy and Planning, Thailand (I) 
4930235 - Commodity Management, Thailand (I) 
4930239 - Customs Improvement, Thailand (I) 
4970236 - Assistance to Agr-Fisheries Dvpmt, Indonesia (v) 
4970238 - Area Development Project Planning, Indonesia (V) 
4970246 - Northern Sumatra Regional Planning, Indonesia (V) 
4970276 - Provlncial Area Development Program II, Indonesia (V) 
5040039 - Diversification and Dvpmt of Agriculture, Guyana (V) 
5040053 - Tax Administration, Guyana (I) 
5040060 - Public Sector Manpower Training, Guyana (I) 
5040067 Leprosy Control (OPG) , Guyana< (IV) 
5040068 - Rural Feeder Roads, Guyana (I) 
5110049 Credit Unions, Bolivia (IV) 
5110452 Small Farmer Organizations, Bolivia (IV) 
5110457 Rural Access Roads, Bolivia (I) 
5110466 Rural Roads II, Bolivia (I) 
5110468 - National Nutrition Improvement (II) 
5110482 - National Community Dvpmt Program, Bolivia (V) 
5110534 - Rural Electrification Management, Bolivia (V) 
5120240 - Sao Paulo Highway Construction, Brazil (V) 
5120249 - Rural Rehabilitation and Reform, Brazil (V) 
5120278 - Eletrobras Power Trng and Tech Assistance, Brazil (I) , 
5120283 - Agricultural Research, Brazil (I) 
5120294 - Rural Road Construction Loan, Brazil (I) 
5130208 - Health Services Administration, Chile (I) 
5130237 - Population Dynamics, Chile (I) 
5130310 - Mapuche Livestock Dvpmt, pvojoPG, Chile (III) 
5140197 - Nutrition Planning, Colombia (II) 
5140210 - Integrated Rural Development, OPG, Coiombia (V) 
5150118 - Municipal Development, Costa Rica (II) 
5150140 - Overseas Education Fund, pvojOPG, Costa Rica (IV) 
5150142 Conservation Education, Costa Rica (IV) 
5170059 - Agricultural Development, Dominican Republic (I) 
5170104 - Educational Credit, Dominican Republic (IV) (IV) 
5170106 - Private Development Finance Company II, Dominican Republic 
5170108 - Non-Formal Home Study, Secondary, Dominican Republic (I) 
5180001 - Vocational Educ-Employment Generation OPG, Ecuador (III) 
5180092 - Leadership Training, Ecuador (II) < 
5180096 - Institutional Development, Local, Ecuador (III) 
5180112 - Family Food and Nutrition, Ecuador (I) 
5190171 - National Cadastre, El Salvador (I) 
5190197 - Small Enterprise Deveiopment, PVOjoPG, El Salvador (III) 
5200230 - Rural Health System Evaluation, Guatemala (I) 
5200232 - Food Pdn and Nutritional Improvement, Guatemala (I) 
5210061 - Community Development Health (HACHO), Haiti (V) 
5210063 - Highway Maintenance, Haiti (I) 
5210069 - Agricultural Development Support, Haiti (I) 
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Appendix D (continued) 

5210070 - Communicable Disease Control, Haiti (I) 
5210073 - Sma-ll Farmer Development, Haiti (III) 
5210074 - Agricultural Feeder Roads, Haiti (I) 
5210084 - Road Maintenance II, Haiti (I) 
5210086 - Strengthening Health Services- II, Haiti (I) 
5220083 - Labor Education and Social Development, Honduras (III) 
5220108 - Non-Formal Rural Education, Honduras (II) 
5220112 - Savings and Loan Institution, Honduras (II) 
5220124 - Nutrition/SAPLAN, Honduras (II) 
5220133 - Rural Construction II, Honduras (I) 
5240047 - Community Development, Nicaragua (IV) 
5240072 - National Family Planning System (II) 
5240118 - Rural Development Sector Loan/Invierno, Nicaragua (II) 
5240156 - Diversification of Funde, Nicaragua (I) 
5250069 - Private Enterprise Development, Panama (I) 
5250173 - Cooperative Development, P~nama (I) 
5250192 - Access Roads, Panama (I) 
5260018 - Tax Administration, Paraguay (I) 
5260050 - Agricultural Institutional Development, Paraguay (I-) 
5260101 - Small Farmer Credit Unions/DAPC, Paraguay (II) 
5260122 - Credit union Financial Stabilization OPG, Paraguay (III) 
5260501 - Rural Non-Formal Education, Paraguay (I) 
5260502 - Rural Radio Education, Paraguay (I) 
5260801 - Municipal Development/IDM, Paraguay (V) 
5260802 - Private Development Bank/COMDESA, Paraguay (IV) 
5270155 - Agricultural Cooperative Federations, Peru (I) 
5270180 - Improved Feeding Capability OPG/CARITAS, Peru (III) 
5270181 - Vocational Training OPG/Pueblos Jovenes, Peru (III) 
5270204 - Rural Leade'rship Training for Women OPG/ACOMUC, Peru (III) 
5270205 - Expanded Urban Food for Work Program OPG/SAWS, Peru (III) 
5270209 - Legal/Social Services for Urban Women, Peru (III) 
5280100 - Revolving Loan Fund for Community Farms, Uruguay (III) 
5280101 - Agricultural Research/Technical Assistance, Uruguay (I) 
5280102 - Agricultural Cooperative/CALFORU, Uruguay (IV) 
5280106 - Credit Union Development OPG/FUCAC, Uruguay (III) 
5320009 - Rural Education Sector Loan, Jamaica (I) 
5320038 - Forestry/Inland Fisheries Development, Jamaica (I) 
5320061 - Agricultural Planning, Jamaica (I) 
6080109 - Demographic Research Center/Poplab, Morocco (II) 
6080131 - Dry Land Farming, Morocco (I) 
6080141 - Nutrition Education/CRS Phase II, Morocco (III) 
6150141 - Population Dynamics, Kenya (II) 
6150147 - Rural Development-Vihiga, Kenya (III) 
6150180 - Dylands Cropping Systems Research, Kenya (I) 
6200602 - Professional and Higher Education, Nigeria (IV) 
6200714 - Indigenous Industrial Development, Nigeria (III) (IV) 
6200768 - Agricultural Economics and Marketing, Manr State, Nigeria 
6200773 - Soil and Water Conservation, Northern Nigeria (IV) 
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Appendix D (continued) 

6200817 - Ahmadu University Veterinary Medicine Faculty, Nigeria (III) 
6210117 - Agricultural Credit, Tanzania (I) 
6210135 - Agricultural Education and Extension, Tanzania (IV) 
6250530 - Federal Advanced School of Agricu1ture/FASA, 

Central and West Africa Regional (IV) 
6250805 Road Maintenance/CERFER, Central and W. Africa Regional (I) 
6310009 - Practical Training in Health Education, Cameroon (II) 
6320048 - Land and Water Resource Development, Lesotho (I) 
6330056 - Crop Production, Botswana (I) 
6330067 - Agricultural Planning, Botswana (I) 
6330212 - Rural Enterprise Expension Service OPG, Botswana (III) 
6410055 - Danfa Rural Health Family Plan, Ghana (IV) 
6410070 - Agriculture Management Development, Ghana (I) 
6450035 - Southern Africa Development Personnel 

and Training, Swaziland (I) 
6490038 - Agricultural Services, Somalia (II) 
6600052 - Agricultural Economic Development, Zaire (II) 
6600058 - Endemic/Communicable Disease Control, Zaire (II) 
6630003 - Gondar Public Health College, Ethiopia (IV) 
6630166 - Pulse Diversification and Improvement, Ethiopia (II) 
6630210 - Southern Gemu Gofa Area Rehabilitation, Ethiopia (IV) 
6640237 - Agricultural Economic Research & Planning, Tunisia' (I) 
6640255 - Institute of Nutrition & Food Technology, Tunisia (II) 
6690071 - Geological Survey and Appraisal, Liberia (IV) 
6690122 Institute of Public Administration, Liberia (IV) 
6850235 Cereals Production Project II, Senegal, (I) 
6980404 - Social Science Research, Africa Regional (I) 
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