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PREFACE

Tha following individuals comtributed to this report:
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James Fimucane, Cacieen Gardoer ard Jewes Noal.

Work under chis Contzact (#532+000-C-00-3031-00) was
conducted from October 1983 chru January 1984,
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Executive Summary/Introduction

The dynamics and operatiny stratsgias of cighe® Jamalcan organizacions

were examined in ovder toc gencrate inaights inco ths contoxt in which

AID/Jamsica mmst plen and implement its assistence projests. This

exsmination revealed four zets of "nivotal screcegies" that Jezsican

organizations use to successfully compets for vesourcez and selldify their

business, vhataver thoir field of endeavor. Thase stravegles ara ad follows:

o

Motivationgl~-provision of meaningful parquisites;
profesaionslisn/preduction oriencation; religious cozmitment;
opporsunity for entry-level jobe

Socio=cultural-—scpedient political ties couplad with financial
independence/diversificatiza; use of tha patronaga systim within
explicit adharence to tecuaical standszdsa; zacially/class homogensous
or invertad staff

Psyehological——demonstretad commitumms to szployees; regarding
cliancs, feez-for-service, group forvus aad long-tern one~Co=ouns&
relacionshipe have been identificd as reducars of risk snd hoscility

Hanugdrialn-high vigibilicy end atceution to externsal linkages;
participecory wansgeusat within agzoed gosls

AID/Jensics could bemefit from explicit analyeis and decumentation of tha

presence or absance of chese strategies as part of the overzll assesswent

done for resource allocaticam purposes.

The nine "case studles” referred to above form the core of the Jamsiea

Social Imstitucional Profile. Each organization (with the exception of

-ne assegsment of IRDP, which was a program involving scveral organizationas)

%and one program implemsnted by several ozganizations. The orgasizacions
vare selected for thair vepreseatation of imporcast sectors and for
convenience. The list of orgavizations was approved by AID/Jamaica
before the fiald work began.



is prasented in tarme of its: descriptive profile (nature and history of
the eadeavor); motivational. dynamics; psychological dynamics; secio-
culcural/political dynamice; managerial dynamics; and ovarall parforwmanca.
The case studies thewrelves appear in Chapter 3; che m@thnds uead are
presented in Chapter 2.

For the bemefit of readers new to Jamaica, the case study chapter is
preceded by Chapcer l: Background. This chaptar coutaians a brief discussion
of the mocivation for doing a4 Social Imscituciomal Profile, an ovarview
of the sconomic situation of Jamaics, saud a more lengthy discussion of two
Jamaica-based social science expianations of che socizl/political énviroﬂmmnt
of tha country—the plural society and the power discribution approachas.
The pivotal strateglas gsea Chapter &) idencified via che cass studies are
& responie €O Jamaiaan reality, and thus sctoupts at thoughtful ezplanations
of that reamiity should be congidered.

Chapter 5 comcaing recoumendations regarding the weighing of organi-
zagionzl fgctors iz AID/Jamsice vesource sllocation decisions, and a brief
bibliography. The mors decailed racomuendations and ways of Ilmplemsncing

them were discussed in oral briefings and orientations with AID/Jzmaica staff.



CHAPTER 1: BACKGROUND

Pocus of Study

The interast of A.I.D. in recent yesars in social and institutional
analyses of the envircnments in which ies missions are operating has grewn
along with the increased actention being paid to imstitution strengthsning
as development strategy. These analyses, referved to as gncial and inscle
cutional profiles (SIP), have now been undartakan in somz dozen countries.

A perhsps unusual aspect of the process of sncoursging and propering
°fP's has beun the abstalning from the zetting of any standard, ageney-
wide methodology or comntent. The practice bas baen for the Individual
riseions to defize thelr needs 2nd the ways in which & SIP might be helpful
in respounding to these.

In the case of Jamaica, the interest in a SIP arose in zelation to the
observed "poor condirion” of Jamaican inseicuticns and cha.diﬂfiqulsias
or "unyilelding constraints on A.I.D.}s ability to asalst in imseicution=
kuilding.” 1/ A¢ the outset the interest of AID/Jamaics was a broad one.
It included a coucern with spasigic problems which it wag baliavaed hazpered
the public sector as a whole (e.g. inedequate wage ievels, "rmgrgctsble"
taxacion of govermment employees, aeaff akill levels), a coucern to know
more about "newly targeted” private sector institutions and the public sector
{nstitucions intended to asalst them, and, & recognition of the "problens
of communications” for A.I.D. {nstituticn-—screagthening efforts. "Jamaican

ranagement solutions to problems tend to differ from U.S. golutions..."” 2/.

1/ See, the FY 1985 Jamaica CDSS and the March 1983 cable of AID/Jamaica
on the SIP scope of work, Kingston 02185.

2/ 1Ibid.



The action by AID/Jamaica to follow-up on this lnterest was ics
identificetion of the need for a SIP document whdch would "identify
and deécribe the institutional framework in which AID is operating"
in Jemaica. The concent of such an implicicly voluminous document
would have rsnged from the identification of the organizations "eapa=
ble of addzussing Jamsica's most critical development problena’ to
recommendations on "strategles for an improved AID institurion-bullding
stzategy in Jamsica." 3/ This range was widened further in the pre=
liminary specificacion of the "primcipal rescarch questions” which
added the element of "aeconomlc" to the areas td be investigated acd
which gave increased sccent to the meed to undarstand the "Jamsican
jaseicucional dynswic.” 4/ Secondly, it was expseded yet again in
the contract scopd of wark which added to the sforungntionsd interaqsts
the comment that,

In particular, exsminatioa needs t§ be made of the
intar-relationship batween public pelicy, acomomic
recovery end ewploymemt opportunity, and such prime .
AID beneficiarics as hiliside farmers. traditicumal
crop agricultural workers, urban youths and womes.

In the months between the initlal expressica of needs and concnfus,
the development of the comtractusl Scope of Work and actual fleld work,
the Mission refined its'rmsamrch focus to ba the "dynamies" of Jemaican
organizations. This focus om dy>amics led in turn to an interest in

learning about how organization operate given the social and political

context of Jamaica. Referring back to the Country Development Strategy

3/ 1bdd -
4/ Tbid



Statement, tha decizion was made to focus on tha operational strategilas
of organizations representative of those "sectors" targetted to receive

and use assistance from USALD/Jamalca.

Economy

The econonmic situatilon of Jamaica has not beem very bright for
some time. & few brief obgervations are offered here so az to brimy

to the attencion of tha reader socue of tha more vaelevant Eeatures.sl

Per Capits Output. VWhile per capita GD? is zlose to Us$1,000,
it kao aexperiouced m§ gignificant growch during tha 1980-1983 peried
aftar having deelined In real terus during the period 1970-1980. This
'psstern of stagnaticn and decline hns basn especially difficule to
ccatend with in that it followed on an established pattara of sus-
tained per capita growth: over the 1930-1963 peziod per capita growth

sversged, ia resl torms, 4.3% per year.

Employzant

Pressnt unemployment rates ave 27%, & large element of wkich 1

structural, in that if is related to the young demographic structure
and co high levels of parnicipation by unskille wale and femsle youths

in the labor force. The rate in Jamaica imcludzg the "hard cora'

Slfhn Scatenants in thig gaction draw from, Departazat of Statistics,.
Statiscical Review, Mareh, 1922, Tingston. Governmant Printersy, 1682,
Nacionsal Planming Agency, Ecomonic and Socisl Survey, Januazy=-June, 1981
Kingston. Covernment Printer, 1981. Department of Seatistics, Statistical
Abstyact 1980, Kingaton, Goverament Printez, 1980; U.S. Enhassy, Jamaica,
:A Parspective on Jamaicaxr Unemploymenc,' Docember £982; Polly P. Hazrison,
Anslyrical Description of the Deszdvantaged Population in Jamaica," AID
report, Apbril 1978; Commercial Sectiom, U.S. Embassy, Jamaice, "Jemaica":
Foreign Economic Trends and Their Implications for the Unitad Scaces, "
July 1983; WYorman Girvan et al, "IMF and tha Third World: The Cass of
Janpies, 1974-1990".
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unemployed who aze not "actively seeling” work, a delinition which

vﬁuld axclude them from being included in the total labor fowce
caleulation 4n the United States. This high wnemployuent rate hag
been a steady feature of Jzmaica at least sipce the early 1970s.
More than 30% of those employed are "self-employed and independent

workers”.

Demography
Jamaicans have a fairly high life expectancy of some 70 years. The

populacion of 2.3 mi'lion is bothyoung = 45% 48 lees than 19 yeszs old -
and old - 152 are 60 years or older, resulting in & high ratio of dspendsnts

to workers. More than 302 of the population lives in the EKingston ares.

Incoma Discritucion

Jmsaica is coasidered & country with an ixtr&m@ly wide disparitcy
in income distribution (oftsn contrasted in thie regard ip ths Common-
wealth Caribbasn with Barbados). No recent gtudies on income distribution
hava been dizcaverod.ﬁl Calculations covering the 1958-1974 pericd skov,
after somae initial indicetions of improving dictribucion, a long term
pattern of increasing skewmass. In 1958, the lowar 60% of the household
receivad 197 of the national household income, in 1974 chey wers receiving

16%, a figure which understatas the increasing per capita disparity in

6/The data do exist, however, in the form of sectoral accounts, sectoral
labor force and statistics and ceasus data, meking it quite feasible

for a reagonable study of income distribution to be attemptad. See also Carl
Stona, Daemccracy and Clientelism in Jamaica, New Brunswick: Transaction
Books, 1980; Development Dislogue, No. 2, 1930, —-, 119-127.
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that the size of households in the upper group has tended to dacline

disproportionstely.

Open Economy

Jemsica's economy is very "open' and thus highly susceptible to
external trends and events. In 1269, the total value of exports and
imports (a standard indicator af openness), was 80% of GDP hv 10RN {¢
had rigen to 100%. From a different angle, more than half the postal
transactions in Jamaica are said to be ovarseas mail, and more than

half the households are reported to raceive remittancds from overseas.

Govarnment

Government's role in the econcmy has been steadily rising. In 1969,
central government expenditure was L8% of GD@; by 1980 it had risen to
39%Z. Over th- 1959-1977 pericd, ovarall pzoduction of goods and- services,
increased scre 85%; public administration expenditure over the same period

incrassed soma 300%.

Economic Structure

The nacional 1973-1980 accounts (market prices, in conatant dollars
{ndicate that the service sectors wera the only onas which have showed
any real growch; within this group, howover, "producers of government
sarvices” have been the only dynamic sub-sector. Thus much of the
"growth" recorded, remembering that the net figures ?or the pariod show
negative growth, is likaly accounted for by increases in public sector
employment and salary levels. The eccnomy relfes on the axport of

bzuxite and alumina for more than 75% of ity recorded foreign exchange



earnings, and confronts continuing, long term trends of both declining
real output levels and declining terms of trade for two of its potential

export g:éuth sectors, manufacturing and export agriculture.

Social/Political Comtext: Two Views from Social Sciencs
While it is not the purpose of this SIP to reiterate scholarly

findings, two "schools of thought” on the structure and functioning of
Jamaican society are summarized here for the benefit of AID staff newly
assigned to Jamaica; a bibliography is attached at the end of the SIP

for those who wish to pursue the matter further.

The first is a social, cultural, psychologiczl approach, historically
.1dcnt1fied with the work of Jamaican anthropologist, M.G. Smith. It
centers on the view of Jamaica as & "plural society” which, rather than
being & homogeneocus préauc: of & socizl "melting pot"”, is instesd a .
society of clearly distinct cultuzdl groups with their owm, ofter
clashing values and norms. The saccud, ﬁhe result of a more structural
powsr distribution perspectiva, whica cam be asgoclated with a work of
Jamaican political sociologist, Carl Stome, views organizations as
functioning in an enviromment characterized by centralized powsr, almost
"eribal” partisanism and pervasive natworks of patrons and clieants which

determine and reflect the ways in which resource allocation decisions

are made.

These two competing approaches are more or less holistic frameworks
for understanding the Jamaican reality. One finds, not uncommonly, that
many Jamaicsns hold both. They are not, however, held by all Jamaicans

end it is not being asserted that they explain all that occurs within



Jamaicau organizations. Thedr ugafulness is that their application can
provide the obscrver with a coharent way ot ~ategorizing tha causes and
effects of difficulties and successes of Jamaican organizations. Their
weakness, and here the zeader is duly cautioned, 1z that their too

rigid or too Insistent application to what is-a complox and changing
reality, may vesult in the observer being too certain about that which
he knows to little. A problem with toc heavy reliance on earlier
analysis is the tendemcy to interpret new information/obgervation based
on those earlier asgumptioms: it 13 too easgy to get vhat oae is lookimg
for. The matrix used in development of this SIP (see Chapter 3) i3 an

attempt to overcome this potential weakness in che Case study Approach.

The "plural ?ociatz" -- a social, cultural ppychalogical perspective
Tha "plural society” approach to understanding the Jamaican social
and institutional context has its local origins in the history of Jamaica
as & colonial sociecy based on the plancacion (slave) p%oduction of
export sugar. Soclety was rigidly divided into white, brown, and black
layers which were strictly and hierarchiclyvdafinad in economic, poliﬁical
and social terms. Culturally, however, there was a constant "accultura-
tion" pressure, beginning with the "seasoning" of each newly imported
African as to what was expected of a slave, to adopt the cultural
values and norms of the dominant white, British group.
Historically, the three major sociecal groups have institucions
and expectatiors which differ considerably one from another. These
groups identifiable by their racial and cultural ancestry, each having
a different experience and history in Jamaica. M.G. Smith's views on

this are reflected in the following chart.
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The important aree of difference for purposes of this study is the
question of values which deternine interastaz, expectstions snd wotivation
of individuals and groups in organizations. fccerding to Smith's analysis,
the extant of differcnce berwean the groups would creste 2 gituation
within organizationz whers events take cn d{ffaring snd coapsting
interpretations for the various groups. He zsasres that intsrpretations
of events by referemce to ons or arather of these competing morul gystems
is'the principal mode of thought that characterizes Jemsics soclety.

Thus, Jamaicans moralize incessgacly about ona ancthar’s sccim i
order to'nasctt their cultural anmd sccietal ideatiry by expressing the
appropriste sectionsl morality.

Clesxly, thars would be cosstraints to institutionsl aéf@cs1Wﬁm&mﬁ
of organizztions ukose hﬂmbormhi$ draws from tha entire soclety, conzirainta
inherent in the cultural diversity and éﬁmpaming value=-gystens of the
ghree groups who comprise tha small, dyusmic scelety of the "plursl
seciety” viow. The we/they nature of social relatious which it suggests
wvould presumsbly create difficulties for efforts to operate orgznizations
which are composed of representatives from all the groups.

The plural scciety perspective of Jamaica has bean critized in a
number of wayg, Two are menticned here because of their obvious ralation
to intga-organizational and inter-vrganizarcional dynamics.

The first is that the piural society view gives sacondary importance
to economic stratification as explanatory of the distribution of power
and status (gnd hence as explanatory of who does what in Jamsican organi~

zations, what expectations people have within these organizacions, and

10
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gimilar issues). Thus, while accepting the we/they nature in which manv
{nteractione in Jemaican orasnizycians are perceived by tha actors
chemselves, this view smes it originating not {n culturel differencas
but rachsr in economic class differences. This is ag alteruative view
held not only by those with Marxist explanations of class developmsnt.
Jamaicans of tha upper category (using smith's typclogy) with strong
"eight” views, not uncommonly argue for viewing Jamaica as a "fluid”
sociaty, with a widely shared consensus on noims and valuas, on what is
"amaicas”. The srgunent is that the large disparities in "geyla' and
living patterns are ecvasuically based, but that in modern Jamaica this
bace has more o do with an amalgam of factors such as merit, hard work,
good fortuna thal with "Family".

4 second criticism of the plural society view is that it simply
rapcesants the changing ideology ox views of the anti-colonial wmiddle
class of Jamaica of the 1950's. "Cultural pluralism" allowed people of
that time who were "acculturzted” to be enti-colonial while ac ths same
time asserting a cartain "aiddla-class” notion of what was "propar. It's
scrength was plainly visible in the constituctional and formal approach
which was taken to gain indepeandence, and it continues Strongest in ths
formal, Eaglish common lav based, legal system of modern Jamaica. This
cricical view of cultural pluralism, acknowledges that it is a theory
with social roots, as an ideoclogy of a group, but assurts that it does not
serve adequately to explain the values and norms, the polarizations oé
Japaica today. An interesting aspects of this criticism is that it serves
to explain how the "plural society” view changed, as tha upper group lost
control, from an optimistic "ya~will-all-be-one” beliaf to one that saw

divisions as hard and in counflict.
1!
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A. Structursl, Power Distribution Amproach

A structural, power distribution appreach to undevstending
organizatisaal dymamics iun Jemsica cau ba assccistad with the gopulal
view of Jumsics as s "big wan" soedsty with bahavior guided by "nafia"
and_wich "eonctrollers” determiniap who wise and whe loses. It fite the
view of politics as dominated by & succession of populist, churismatic
lezdars (e.g. W.A. Bustsmants, Micheel Manley) whose power i: experianced
through structures wilch rérch {ato avery cormar of soclaty. This aperoach
can also be ssgociated with & wide arvay of curveat Jumaicsn soedlal
scipnedstns. 1In ifs wore ecenomically eriesnted versicas 4t has a
cremendous Lnpret on Jewslicsnm and Commenwasich Caribbean fﬁeught.
thzough the "New Wozrld" group of West Indian scholars, ineluding Jamaicsns
Norman Girvan and Cwen Jeﬂfa&s@n, and che wsjor work of Gooege Bmekfatd.

In izs versions which directly address issues of organizatioms, it has beem
euployad by, for intance, Jmnsicﬂnshﬁdwin Jonns and Carl Stone.

In the development literaturs non-~marxist approaches of this genersal
type vhich coasidered ingcitucional quastion were freoquently used in the |
1970's in the analysis and planning of rural developmeant aiforts. They
gave rige to "participa:iou“ a8 a technocratic developmant strategy, 2nd
to the "politics of participation” 2as a strategy to gain and enploy power.

Two distinct cacegories of thought preseat in this approach are
mentioned here because of their helpfulnezs in thinking about organizational
dynsmics. One is concernad with decision-making processes, participstion
analysas and political institutional studies (in the development fiald these

are often grouped tosether in the brosd category of development administration);

12
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the other is & mors, political aconomy bassd concarn influsnced eﬂp@cmuy'
in Jamaice, by tha Now World group’s chinking sbout cenzac~periphary Cyoes
of relstionships (that is, rathaz then by tha more ecrietly elzsa, in the
marxist senss, oriantation), and strustural depandency asbout who owns and

contzrals.

From this structural approach, the social and institutional contexc
of Jemalca is one of extzwmely aggressive partisan policics, intense
competition cvey the comevol of ragsourcan and an astabliszhed comtzaliza-
tion of ressurce allocstion dacisions and the development of axteusiva

gatworks of putvons sod cliants.

ggggaﬂiniva Poxty Politics:
In Jueelea, "policice” is often synouymous with "parsisanship.”

The nine astiousl electioss held since 1946 have vasulted in changee ia
governzeat avery two Carms, and tie compsticion bezwesn the Jaize
Lebour Parcty, oow in govermsent headed by Sdwvard Sesga,snd the Pacple's
Nationsl Party, ucw hesded by opposition lsader Michsel Msuley, 13 harah
and has at timas been violeas. Since the 1949 alestion, uo candidsze
frou outside the JLP oz PNP has wou a sast in Parliament. Ko raprasen~
tative of a third party has every won 2 seat, and ia 1872, tha laat
elaction concestei by a third party, the third party candidata dzew only
.01 percent of the votas.

Jamalcans sometimes view their politics ag t2ing so partisan as to
be "tribal” in the sense of desply-rooted, and strongly felt, constaacly

promoted and physically defended loyalties. This characteristic, and the

13
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challenge it puGes to the political parties themsslves, 83 well ag to
organizaticng im the society had been ztated by one of Jam;ic;n'a

current lesders:

veeee. 8 way (had) to bs found te de<tribalize politics. With

pothing to which a politicel commitment could ba nede 1a ‘

earliey tims:, people tended to form blind acta-iments ©o

one or othur perty. It bscame "my party” right or wrong.

Peaple (wars) literally hawnpy if things weaz badly for the

country under the “other” party, siace thst indicated a

victory for "thair” party st the asxt election.

Regource Comcentyativm and Centralized Decisjon-msking:

The party in power compands wany of the Tezources of a highly centra~
lized politicnl and cconsnpie aya:wm; Policy snd programmes are formulated
and ademiniscered cheough ch@ various ministries and agaacies, and thess,

in tugn, aze managed by individusls appointed by the goveroment of the day.

Along with the sceady trend for an incraa;cd governzant role in both the
service and productive sactors, teflected in the rising propoztion of
govaernment expeadicure im the GIP noted earlier, that by 1582 there wera
205 public encerprises, and scatutory cuthoritiss ("parastatals") oumbarad

235, up frem 34 in 195i. Tha public sactor has steedily sought to achieve

regults while not deconcentrating or decentralizing. Local govermnment,

represented by the 14 Parish councils, ie depeadent upon the cential

governument for resources and dirzection. Since 1856, e cantxal governmeut

has maintaiced control over local revenue and expenditures, and the councils
currently receive approximately 95 percent of their revenues froa central
govermment grah:s. Meauwhile 2s a proporqian of total govermment services,

local govarmmenc fell from scme 20% to 101 in the 1965 - 1975 period.
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The puivete sector raflects 8 similsr conceatration of resources
and decisfov-usiing. Jamaica i9 at times £602 48 being controlled by
"91 families®, and chair interest groups. The familiss are &ll dascen-
dzacs of non-bloek fanilias, wmozt of whom hove haen Junsican for
generaiions. dvailsbln statisvics gre reveallipg: oul of 11,4635 fixms,
31 (oanly 0.4 parcent of ell curporations i Jemales) accouncad for 70
percent of gross dommstic saviegs zu 1970. Hany of vhess 41 sze joiuned
by imtaxischias direccosatas, vhara a beed of ope £imm sits on tha
boazrd of ditectors of several others. In 1972 seven parcent af
the sharehaldavs held two-thivds oflthe shaves in the 4L lesding
companiss. In contrast, 83 percest of the shareholders controlled oaly
siz parcent of toal sharss.

The concentraticn iz both the public and private secters iz
joined ac the cop through the praccice, of bLesh JLP and FOF governaents,
of rolying hasvily ov wewmbery of chese ssea "2 families”, or officizls
of the companies coatrolled by chem, to hesd and oesff the toard of the
"{pdependent” paraszatals. Tha raticnals is thac che govertmeRts are
draving on individuals with directly related skills and experience,
there being a limited oumber of thesa due o imigracion. The rasult,
howaver, is public sectcr boards that oftan are strengly influenced or
controlled by the dominsnt private sector interests of thsir azea of
business.

This regcurce concentration and centrslized decisiou-making wos
intensified in the public sector during the 1970's even while the
economy was expariencing negative growch. Whila cthe present govern-
ment has at times at a formal policy level espoused 2 market-oriented
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approach which would imply 2 rather different structuss of rescurce
ellocation decision-making, observers Teport uo lessening of these
rendencies. Although there are mezny particulzriscic resgons such as
the personsl backgreunds of individvsl lesders which might halp to
explain this plicacaensn, oLt & general level it serves to undaracore
the strength of this socistal proclivity to concentxation gnd can-
tralization.

Pacrens snd Ciienzs

For individuals epd orgenizations to goin sceess to ths resources
controlied by the center, it is neccessary for chem vo asztablish themge
selves within a pervasive novwork of patrons and cliaﬂzw.-Catl Stone,
who has deszcribed Jamaicz as “the proteeyps of a clisatelistic demo-
.ctatic mcagé.” oo ceusluded thst without an uadevstazding of tha
patzon-clicat velationship czisting betwaesn the political pextias acd
the mass public, ons is hard-pressced to undevstand koo the wholae
systenm operates. Ho ezphasizes chat these relaciomships ate noL
limited ¢o party crgunizatica.

The link betseen competitive party politiecs, highly centralized
resources, and patron-clienc limkages is extyxemely jmportant. Perties
attempt to estrhlish and mzincain popular supporc through the distrilme-
tion of bencfits threugh these client networks. It iz a "spoil system"
which does not vary with a chsnge in gbvarﬁment on eleccion days.

¥or individuals and orgenizations, participaticn in these notworks

becones criticol bascause of the centralization of those resources. it
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is oo accident, theraefere, that in the public sector, between 1959 and
1977, average increases ia public spending im alection yasrm.have been
twice as large as the average increases for ths entirze perisd. Thus,
for that eighteen-year period, ehe aversge sanusl increase vas 8.6
percant. For the fourteen non-electicn years alone, tha incrosss wad
5.7 parcent, and for the four election yeers (1962, 1967, 1972 and

1976), the increase was 16.7 perceat.

Organiza:ional Problems and Dvnamics

The two approaches to the social and insticucional concext outlined
above are at a level of absctaccioﬁ above that which can be actually
applied to revieving specific organizaticnal sxparienced. Thay are
ceatral element ia the cognitive frameworks, and thus, among tha determining
factors of the social and imstitutionsl coatext itself, but ia considering
specific organizatiomsl lssues tha analytical frameworik nceds to ba less
global. The suh-ftammu@rk suggested in this scctiom is ocn2 which has been
developed and ecztrscted frem the views of orgenizational problems im
Jamsican organizaticus aﬂ.parcaived by the actors themselves. Alchough
there is at times & closa'rﬂlacionship betvsen the broad approaches and
sons of these problems on dynamics cited, the former represent perspectives
on or ways of viewing the context, whilae the lagter represent areas of
actual behavior, within the contexzt.

Presented below are the types of problems with which Jamaican

organizations consistently concend. While the reader unfamiliar with
Jaﬁnica will be struck by a familizr ring of many of thase, that they
occur within the Jamaican social and institutional context cauges them
to manifast themselves in ways and to be amenable to types of solutiocus

which may not be %o familiar.
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Motivation:

Difficuledep exparienced by lesders and mansgers in mwotivating
members of a work orgenization ars a covre subject of organizational
behsvior studies. In Jsmeiea, these difficultlse ave often apcribed
to:

- revard ggruscturea: wiich fail to meet che objective and

gubjeceive needs of irdividusls wieh litcle worke-place nobi-
licy emd 1little link batuewn inereaced output of quality and

incrosned banefits for the wovker; and

- communications: amcng pecple in diffoerent parts of tha
orgenization arxe often bosed on widely dispsrate views
of goals, on or invdequete Conasuing as to, (a) appropriete
yegpongas to minggement and, (b) edeguata levels of per-
formanca. The cormunications context is one in whieh tha
practice of idencifying golutions theough dizeussions is not
cemmon ond is made difficult by the difforent orientaticns
of tha varisus socizl groups from which organizacional members

are drawe (read, "plural soelecy").

Socio=Cultural-Political:

Yon-market beged (frem an ecomomist's view of markets) ras?ansés are
common-place in Jamaican orgauizations. Decision of the allocations of
gcarce resources within as well 23 among organizations of all sociatics
respond in some meagure to signels other than those of factor markers.

In Jamaica, these difficulties are frequencly ascribed to social,
cultural and political features. The form of these problems are

usually discussed in the following terms:
13
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- centralization: of decision-making within organizations which
not culy reinforces a we/they dichotomy but preduces, becauss
of the social and cultural barriers €0 vercvical cemmwmication,
2llocazions mads on the basis of insufficient informetion:

- goiicicizggégg in the form of Tarmany Hsll style interventions
into organizatlons smcourages resources to be allocated onm
criteria tasembling favouritism and specisl case pleading racher
than "relative marits”;

- ‘“privilege": rather chan merit continuss to be a scromg fector
in decermindiug acceass to TEsources, wost notably within organi-
zacions in determining recrulctasnt, eatry ievel placemont and
promscion praetices and in aubcly influeacing che "eype" of
role wiich individuals will be assigued: ard

- "uniona": the mmjor ones of which in Jemeica ave
{inexcricably linked to ¢- two political parties, &re frequently
mencioned as ths major explanatory factor for wage levals, dis-
ciplinary practices aad persoanel procedures, sand actions ara
said to be motivated more by intsz-union (read inter-parey)

rivalry than by the spacifics of any individual casc.

Psychological:

From an organizational output perspective, (i.e. no refarence is
being made to "parsonal” paychologlcal problems) psychological factors
which make it difficult for individuals to function at full effectiveness
while performing as members of a group are dysfunctional. In Jamaica,
factors of this mature stem perhaps more from a "pirate ideology" (which
is a sat of baliefs which emphasizes personal strengch, individuality,

and a generalized rosisctance to auchority, and which can be seen 5T a

-
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charasccaristic derived from the maroons and ex-slave peasant farmers,
as well as the pirates, who together were dominant foci of Jemaican
chought and concerns for several centuries) chan from a plantation
society in which everyone "knaw his place”. TFor organizacions, these

problems are seen as:

- actitudes: of suspicion and discrust amongst i{ndividuals which
can be sufficientcly strong to be salf-fulfillirng;

- indiscipline: which while hostile and disruptive i wany

instances, is carried ocut a3 a form of self-assercion without
a belief that it will affect che sicuation in some beneficial
manner;

- short-tarn gratification: tendenciaes in which chera is licele

or no learned bahavior to reinforce concepts such as plsuning,
- gaviags or ocher forms of deferred gratification within a
longsr term framawork; aend

- dndividuslism: wlhich iz supported by a belief that self-esteem,

parhaps 28 2 roaction againgt che total dapendency inherent ia
the plancacion model, i3 a function of the ability to concrol
one's own euvirorment (i.e., not to depend on an organization)

and to reduce exposura to claearly assigned responsibilicy.

Management:

While che three categories of problems above do not isolate management
as a separate factor, participants in and observers of Jamalcan organiza-
tions frequently cite management problems as a major area for attention.

In considering this area, one is reminded thac in addition to the "plural
socilety” view and to the structural, power distribution perspectives, and

to the "pirace ideology” mencioned above, onea must bear in mind che
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historv of Jamaica as a crown solony, and as a nation which adontad

mothods (¢.3., "minucing” and minucing up') 2ud legal and organizaticnal
forms (a.g., the essentially "class" notion of organizational aéfucture)
which, even when not practiced, have aa impacs oa the way managezrs tchink
and act. The specific problems cited are:

accountability: upwards is formally well-establisbed but there

1s only a wesk sense of accountabilicy co lower level workers,
work groups or, in developmenc language, "veneficiaries";
linkages: to other organizacions on a horizontal leval (e.g.,
trade associations) and vertically dovmwards tend to be wask '
and relatively uneended, while liokages upwards are cftan of

of a politicized or soc;alaclasm bound nature;

fornalism: a cendency to elaborate sophisticacad structures, and
a ritualistic respect for propey form 1s often more datermining

than efficiancy and effecciveness and contribuces to a;

rigidicy and inflexibility in organizaticnal resource dcploymnncs

even in situacions calling for rapid responses to changing circum-
stancas; and, a

short-time focus and a preference for immediace, often toksn and

wealk commicmencs'which are accompanied by constantly shifcing

priorities and an expedient and "erendy" use of management resources.
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CHAPTER 2: METHODOLOGY

Qverviaw:

To muet AID/Jamaica's goal of understanding the operational
strategies of organizations representative of those "sectors' targotted
for assistance, the followed study objectives were defined:

1. To identify impediments to coperations in privaté, parastatal
avd PVO organizations

2. To identify facilitating sctrategies for dealing with the impedi-
pents identifiied above

Three field researchers were selected bzsed om their prior experience
with thege types of qrganiza:ions in Jamaica.® Then, & crogs-section of
organizaticns were selected for Case Study, baged largely on asccessibility,
given ostudy time constraints.

A literature review vas done to back up the conceptual frame of the
analytic matrix described in the following pajes. A completed summary matyix
of strategies appears at the end of Chapter 3. Interviews of organizatien
staff and observers were structured according to the matrix, leaving room
for observations and discussionm of factors not included in the matrix. The
field researcher and Team Leader met déily for a review and discussion of
results.

The preparation of this SIP has entailed literature review, organiza-

tional case studies (through structured interviews and review of internal

* James Noel, private voluntary organizations
Carlaen Gardner, private industry and parastatals
Harvey Blustain, agricultural cooperatives

22

MIRANDA
ASSOCIATES
INC.



decumenzs), and incerviews with imoviadgeable Jamsican observers.
Discueaion§ with AID staff who have hed wide experieznce with Jamaican
orgzanizations ware also held. This approach wes adopted, f£izst, te gllow
for a perception as éa how Jamaicans thiak about tholr social and fascitu-
rional context to coma through, amd, seccndly, through oxeminations of
particular organizatlons aloug with suxvays of the results of other
investigations, to permit ths subsequent {dentification of patterns from
actuzl cases, znd, thirdly, to bs in a pasition to commant on tha utility
to AID of looking at the Jamalcan concext from tha various perspectives
which Jamaicen themsalves employ.

Each of ths imdividual case studies is simectured.to cover four
distin;c aress: a description of what the ozganizaticn i3 and what it does;
and asseasment of how wall the organization has performed with g particular
eaphasis on its parformaace as & development imscitution; and anmalysis of
the orgenization's experience with the problems which, om che basis of an
initial review and diﬁcuaeions.ic was felt arose from the Jamsicaa social
and institutional context; and, some comments, insights and views which

arose during the course of the study.

23

MIRANDA
ASSOICIATES



Analytical Matrix

Case Study ressarchers sought to understand each orgsmizstion in
terms of its motivationsl dynamics, socio-cultuval dynamics, peyshological
dynamics and manogerisl dynamics. These dynamics feed off of and into
eachother, and ave thus tha distivetions are made for ease of analysis
into their variocus aspects.

Motivational dynamic3s are expressed in an organization's reward
structure, worker/mansgement cchesion or alienacion, aund communicatlons
processes. These aspects may in turn be troken down inco the following
typea of stratgzias:

o. Reward Structure: workplace mobility, preduction or process
orientation

o Worker/Management Cohesion or Alienation: consensus on output,
consengus on safety standards, consgsensus on time-related issues.

o Comzmunications Proce ses: common dafinitions, dialogue, degree
of formality. '

The lack of motivation has been cited as a2 prtblem in Jamaica. Vhet
motivational strategies are actually used in Jamaican orgraizationa?

Socio~cultural dynamics are cited by Jamaicans aud others as being
the greatest barrier to organizational developaent. The case 3tudy
researchers examined each organization's tachnique(s) for dealing with
socio-cultural factors such as:

o clientelism/patronage;

o partisan political polarization;

o 'them-us"

o individualistic self-perception manifested in multiple survival
stratcgies and reluctance to shaze; and

o racial separativism.
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Relaced or derivative psychological dynamics such as suspicion,
hoecility, short-term gratification, and avoidance of risic, blame and
responsibility are important to the function of an organization. Wheze
they ave present, how are they handled, and where they are abseat, why
is this so?

Managerial dynamics are assessed in reference |

o decision-naking

o accountability to beneficilaries

o response to leng-term problems

o maintenance of external linkages

o wmonitoring. record-keaping and impact assassoent

o degree of formalism iatermally and eé:arnally

o degree of flexibilicy

o organizacional complexity

o’ fimancial status

As can be seen from the Summary Matrix of Strategles at tha end of
Chapter 3, managerial dynamics aze a raflection or furcher iteration of

the other dynamics under study.
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CHAPTER. 3: CASE STUDIES

APPLIANCE TRADEES

Descerintivae Profile:

sopliance Traders Lid. 4s a group of coupanies:

- A&ppliance Refrigeration: Manufpctuvers of fridges, stoves, air
condivionars, watsr hasters, etC.

- Florida bsscd spplisnce and refrigeraticn, lesding Fedders
Distributors in the U.S.A.

- Appiimnce Traders: distributers of a zange of electriesl
aquipnaent.

- Caribbrakc - manufacturers of auto brakas.

« Indusirisl Products

- Sandals Hotel and Carlisle Besch Hotal

- The coze company Applisnce Traders has 270 employess, but tha factozy

itéelf i3 relatively suall, with 40 employees. Thera is also & small serxvice
crev of 15 factory - trained techn;nimns and a design engioeering tasm of
five. Seven hundred employees work for the Applianéa Traders Gocup a3 a
whole. The value of sales is in the vicinity of $50M, wich targets of $100M,
The major shareholder and founder of the company is a white Jamaican, from
modest means, who started the business when he was 27 years old. & formar
salesman, now in his early 40's, he received only a secondary schicl educa-
tion. However, his aggressive business policies and exemplary employee
relations have built the company from a small scale discributorship of 4 or
5 people into a growing conglomerate.

The menagement team consist of a Managing Director (an ex-Minister of

Finance) and several General Managers for the various entitices. The senior
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mspsgement i3 & cembination of (1) poople premoted from within sud (2) new
profassicns) mansgers; 60Z of the people now employed have been chera over
10 years.

The compaay is 2 private ons, rherefore financial rescurces coms from
commercimi banks. In the business of distribution and manufacturisg, foraign
exchange 18 a cricical faccor to provide raw nacerials and £inlshed gooda.
This cempsny has secuzed iss foraign exchange earning capacity via:

(13 Florida based coumpany

(2) Sandals Hotal

(3) Export of products

Applizuce Tradars 18 novw 2 ust G8rNAE of foreign exchange. During the
1970's vhan 3imilar trading companises were folding, Appliasce Traders converted
to manufacturing, diversified into tourism and genarally expanded.

The cdﬁpauy began operations in Kingutcn i1 a small old house. Ita
prasen:.hesd'offices, fectory 'and wharahaﬁéa, together with repair and
naintenance facilities, showrcoms, sports club and gym are located in mid~town
Kingston. The company has {slandwide distributorships, and its now proposing
major expansion in Montego Bay.

Moeivational Dynamica:

Appliance Traders 1is a meritocracy—p irformance and company loyalty are
rewardad by tangible banafits as well as mobility. This factor is the dominant
philosophy of the company, it is frequently talked about, it is practically
demonstrated and there are many examples of successful employees to indicate

that.
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Ona of tha Dirwctors of the Company, who is elso the Service lManager,
is & founding membar of tha compeny and worked slongside the ovmer to build
the antegprise. le rune an extrosely efficlent gervice operation, is wall
respacted &nd his considarable status in the cempany.

The Factorv Mesager has been wich aAppliance Traders for 12 vears;
he also started 8 a technician snd worked hard to expand the menufacturing
operacion into a full scale factory with the czpecity to produce more equip~
pent thsn the company now raquires. Over the years, the company has
expericented with reward systems and has developed a aystem of incentives
vhich seem to work. Servicemen operate on a commigsion bagis, the more jobs
the higher the commission ~ even the office scaff of the service departmaut
sre on & commission bacis. In the factory, techniclans gat $1 axtrs on basic
pay for each plece of equipmant they produce. The reward system carefully
responds to:

(1) scatus needs

(2) basic nceds

(3) mobility needs

(4) security needs

(5) recreational needs

There is for example a trophy donated by the Factory Manager, bearing
his name, which ig awarded each year to the most improved worker.

Job security and personal security are critical aspects of the
employees policy at Appliance Traders, and this does not interfere with the

task-orientation. Turnover is low and even if an employee, who has proven
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capabilicy, leaves, ha/shs can teturn to a place in the cerpany. While

these policies ars not formally documentad, empleyecs know that they will

get assistunce from the company: 1) to purchess a house - & strong basic

nead among Jamaican workers; and 2) to get & license and loan for a car. All
emplovees arc entitled to & holiday free at the Sandgls Hlcrel; the companv

{3 now refuranishing a sports club with bar, pool room and gym for its
exployeas.

In the vords of one employes "Applisnce Traders zakes czra of youl"
Emplayess thercfora valus thc'comgany and are willing to perform any tasks
to casura that the job gets dene. The gegregation of work tasks which cccurs
in many uniopized enﬁiranmencs does not hsppen at Appliance Traders. Fov
exsmpla, if & trailer arvives with raw materials, all available h@ndg,
galesmon, directozs etc. pitch in to espedite rhe unloading. If theve are
no drivers available to do deliveries, servicemen are willing to tzke on
the task. The oéganiza:ional goel~~gatting tha job done—-1is sharad by
every member of staff.

Psvcholeogical Factors:

This is not to say that discip}inary problems do not occur. The
procedure is similar to other companies - reprimand for the first offenss,
suspension for the second. However, according to the Factory Manager,
Errol Lee, the offender never rapeats the action. Peer group pressuzre and
a reinforcement df the required standard of behavior serve to keep people
on track.

Appliance Traders recognizes the difference between idiosyncratic

behaviour and poor discipline. The former is tolerated and accomodated as
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long as effectivs wozi: performance is schieved. Standards governing

dress, language and other trxivial axternslities are not {mportant -~ the
atmosphure is casual, but efficient. Marnagement operates an opan=doox
policy and there is considerable peérsonal contact between top management
and all levels in the company. The Chairman is sccessible to all amployees
and he iisctens to their problems and tries to find an sppropriate sclution.
The scory is told of an employee who wanted to purchase a house. The emyployee
requestad & ' .. from tha Chairman who refused it. Inscesd, he proamcted the-
exployze so that his income mede him eligible for s mortgage, the he offored
him 2 short term loan re-psyable after a thres year moratorium. Although he
had no inteaticn of calling the loan, he did not wmale that known to the
ecaployse. The msn scquired his house and {s still saving to pay-off the
loan from the company.

Socio-cultural and political factors:

Appliance Trzders has achieved considerable social integratiom. All
races and classeg are raproseated there, with harmony. In that company,
colour cannot be corralated with position on the hierarchy. The Chairman is
white, the Managing Director is a brown-skinned Jamaican, however below that
level there is a melting pot. There is a psychology graduate from an elite
jamaican familv working side by side with a black high school graduate. The
Chairmen's parents are both employed by the company and report to black
nanagers. All levels of employees socialize together; often the Chairman
plays dominoes with the workers.

Mich ig attributed to the leadership and philosophy of Butch Stewart.
His own example of willingnezs to take responsibility, to rxust his employees
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and to valus each perasa for his or her concributicn has formad the basis for
the organizacional dynamics.

Tha growth ond cuccess of Appliance Tzadars is actribuced not only to
tha incernal dynsmics of the company, bue also to tha ability of cthe
company to managae tha economic and political euviropment. Recogniziang che
scarcicy of skills, 4pplilance Tradars maintains a scrong relacionship with
Technical Eigh Schools. Most of its rachnical scaff starced at Appliance
Traders in a work-experience prograsioe {niciatid by the schools. The
achools sseist with recrultmant for cthe company and in recurn the company
provides various sarvices to the school. Tha compasny has a long term
cosmdemone to Japsics aad has besn able €o raka advancags of che rizks
axd opportunities despite the shifeing pricrities and the sconoaic problems.
The decision to mova iacto tourism, for sxazpla, was a response €O the
ncad to gamarsta foralgm excbange €O Support tha othar operaticms. During
the 1970's when sevaral discribution companies weéa in receivership or
contracting (cha outiers woving migracad) Appliance Traders moved into msay-
facturing cnd sat uvp a U.S.~based opsration to support the local coﬁpany.

Appliance Traders has demonstrated that political partisanship and
clientelism can be used to che advantage of the company. During the 1972
election campaign, Appliance Traders supported the P.N.P., in fact direct
contributions to a particular candidate were made. The candidate won and
became the Minister of Finance. This man is now the Managing Director of
the company. Duzing the 1980 campaign, Appliance Tradezs supported a J.L.P.
candidate with direct coantributions to his campaign. This man became the

Minister of Induscry, with responsibility for issuing importation licenses
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and foreign exchange quotas. Yet, tha company has avoided slliscvces with
the political parties themsalves, snd doee uot adhere to any ideological
position.

While the majoricy of the work force expresges partisan loyalty to
the J.L.P., today, the P.N.P. supporrerz in the coupany are parmiteted the’
game freedom. The company has obtained bemefits from its affilintion with
the preasent regine, it services goveradent inseallstions and cupplies solss
water heaters under the NDA - USALD grant, howevar it is aot dopeadent on
the government for its.survival. Thare are fsr mote privace service and
installation contcacts than goverament comtracts listed on the gchedulae
of vork in the Engineering Depertement. Similerly, it depends on government
quotas for foraign axhsnga, but also generztes ics ova.

The compsny has avoidad joining the tradicional pzoﬁaure groups in
the business community and operates tc solve its own problama rcgatdiﬁs
government regulations and burssucracy on its own. Linkages are maintained
with the highest authorities in the critical agencies~~1i.e. Trade Administza-
tion Departmant, Miniscry of Industry ead Commsrce-- and these are employed
wherever nacessary.

The image projected is one of agressive efficiency, and high quality
service. This is reflecrted in che advertising symbols carried on the
vehicles and mails. The company projects its products and services - not
its personalities. Its advertising strategy is geared to suppotrt communi~
ty activities of high qualicty, e.g. plays and cultural activities. The
phyaical plent is modest and business-like and does not project com~
spicious consumption or excessive wealth.

~32

MIRANDA
ASSOCIATES
INC.




Managcsial Problemg:

A common problem in Jemaican orgenizations is lack of accountability
for results, pocrly stzuctured organizations and over emphasis on formalism.
This company has svoided this by introducing (1) a profit centre syszem (2)
maintaining a lean organization and (3) a casual and open atmogphere -
exemplified by the openess of the physical lay-out of the facilities.

The company relies heavily on its own expsrisnce to generats golutions
to problems, ra:hn£ then import foraign expertisa. Tha factory is dasigned *
on a flexible production line system so that any of its products can ba
manufactured in the same spece, ugsing standard squipment. Tha concept was
developad and executad by the technical team &t Appliance Traders, who
rejected the syggestion to import a North Amarican consultant. The approach
to cowpany problems and challengas requires considsrable internal brainstor-
ming, with final decisions being made or ratified by the Chairman.
Performance Assegsment:

Throughout its 14 years the company has experienced growth and
financial success. The amployees have benefittad from this growth, they are
among the best paid in the industry. The clients of the compeny are satisfied
with its performance, despite :hé high costs of its products aad services.

The company has been able to respond to the problems of the country
wich approoriace technology == locally designed open burner stovas, solar
heaters and other products under the brand Aqua Temp: It is a significant
employer of labor providing direct amployment for 700 people and is a net

earner of foreign exchange.

3



Its ability te manipulate the political eaviromment without compromising
its autonomy or péactising internal vicrimization of its eaployszs alotg
partisan lines is creditable. One critical success factor is its ebility to
practice effective employee relacions policies which hava veaulted in kaeping
the unioug out of the company, despite several attempts.

Fiaally, Appliance Traders has been able to iniuilate and nanage
growth, dus to its long term commitment O "staying in Jamaicx"”, its astute

use of the humsn resources and its abilicy'co generate foreign exchange.
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CHRISTIANA POTATO GROWERS COOPERATIVE ASSOCIATION

W—MW

Sackg:ound:

The CPGCA is over 25 years old. It began chrough the efforta of the
coordinated Extension Services of the Jamaica Agricultural Socisty (JAS)
and the Jamaica Welfare Commission to organize farmers in the Chrisciana
area in the uplands of Centzal Jamalca.

The purpose of the organization was <0 improve agricaltural produce
tion by introducing effective farm teehnology and soil consezvation
methods. A range of coumunity development servicas wore put at the dispossl
of :Qc area for a number of yesrs - these included cottage indugtrdias,
farmer training programs, demenstration fawms and research stations. When
the cooperative was foundad it had the active perticipation of a large
aumber of well-to~do farmers and some ifcerest awong many thougsands émallar
fsrmers. Over the years, the well-to-do farmers gained full control acd the
benefits of the Cooperativa accrued primarily to them. A farm store, a mar~
keting depot and an office wers acquired, but area-wide rembership waned.

The managcment structurs was weak, consisting only of ome parson who
toock guidance from a Board which was controlled by large farmers and strong
political interests. The technical problems of storage and disctribution
increased to the exfenem;;ac the cooperative was unable to operate without
government financial assistance. In 1981, the cooperative made an astounding
loss of $250,000; potatoes rotted in the fields and in the warehousas, while
consumer demand want unsatisfied. Meanwhile, the government continued to

allow importation of potatces for the household and tourist market.



Todsay, the CPGCA has a turnover of $13m Dollars and handles 1,200 tons
of potatoes per year. The membership is now 14,000 with continued partici-
pation of 5,000 through 26 branch organizations. The Cooperztive rune a
large grading and packing station refurnished with a investment of $87,000.
It has diversified inco the production and marketing of export root crops.
It generates employment for 50 perscns in its pockaging plant and has a
vibrant management staff or 7 competeat and wvell-trained men. It has
acquired s computerized menagement information systcem and projects a profit
of $2m next year.

In mid-1981 the CPGCA csught the attention of the Marketing and Credit
Division of the Ministry of Agriculture which was in search of a producer
marketing organizacion (pmo) to sarve as a wodel for othey pmo's which it
vas attempting to initiate. The CPGCA was in trouble having lost two consec
utive Chzirmen and a Secretary Manager who died within months of each other.
A new chairmsn and boerd, younger entrepreneurial farmers with nev ideas and
plans had just been elected and a manager was hired with the objective of
turning the organization around. The new boerd carefully defined the tasks
and objectives and decided to utilize the technical assistance being offered
by the Ministry in order to achieve their cbjectives, but without compromising
this autonomy as a cooperative organization.

Motivation:

One of the first activities of management was to install a new reward
structure for members, to meet farmer's real needs for cash throughout the
year. Farmers are now paid:

1. An advance payment or $55 per cut of potatoes at the time of
purchase;

A

MIRANLA
ASSCCIATES
O INC.



2. An interim paymeat calculated cn the basis of market trends; and

3. A bonus payment at the year and, depending on the surplus esrmed
by the cooperative.

The paymeut schedule ccimcides with high expenditure periods for small
farmers and is very satisfactory to their immediacte adeeds. For the aew
managemeo. staff, the salaries are not particularly good, and there are e
oppareunities for mobilicy within the organization. Nevertheless, recogni-
tion for effeccive parformance is liberally distributed and the gratitude of
farmers serves to energize the staff. The people who work with the cooperative
share a ccmmon philosophy of development of small farmer egriculture aad
while they could earn be:c;r salaries alsewhefe, they f£ind in:tinsic rewards
from theizr work. Working wich thé Coop will provide valuable experience for
the staff who seek mobility elsewhsze. .

The clarity of the goals of the organization alao providcs gcimglus for

hard work. “I like the challenges".said one staff member.

Tha organization tries to carafully select and orient the people who
work there. The young men who have superior education - most have degreas --
must go through a period of "toning down” in ozder to eier {n". Since the
upper level managers are not as well educaced, but have considerable expari;
ence, they find that the young men challenge their authority very aggressively.
This is handled by the sanior managers who must assart Chelr "pai\ arnal status'
and take responsibilicy for initiation of the youngar men. One young graduate
who was unable to pass successfully through this period, had to leave the

organization.



The work norms are casually enforced: issues such as deadlines,
punctuality, etc. are not ovarly stressed, primarily because of the obetacles
in the rural eaviroument —— distances, POOE trassportation, and communication
but also pecause there is genmeral consensus om the critical norms which must
be adhered to.

Similarity in class background, training and experiences reduces any
communication problems between the staff management. Unfortunately, the
smaller farmers continue to visw the Ccop as 2 '"big man" organizacion and
feel powerless to influemcs its direction or to reap its benefits.

The psychological problem dynamics found in some organizations, e.g.

mistrust, threats to salf-esteem, avoldance of tesponsibllity are not
observed among staff. The management style of the Managing Director is
mcdiattvé and his parsonal rulationship with each individuﬁl allows him to
prevent confronzations wiich could resui: in thege behaviduzs. |

In its relationship with clients, (smell and largse farwers) the cooparss
tive frequently encounters these problems, and attempts to use the following
mathods of combatting them:

1. DBranch meetings between the management and the membership;

2. Extension and F# d Monzger presence among the farmers;

3. Improved delivery services and financial positiom to provide
regular and tangible evideunce of its effectiveness; and

4. Attempts to tailor its programmes to meec small farzers needs.

The Cocperative has a history of short term responses to criges, howaver,
with the new managerial skill and technical assistance, a long term business
plan is being prepared. Madium term 3-4 year programs are now being planned

to improve services to small farmers. The plan is to acquire under the
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Agricultural Marketing Project (USAID) & truck which will be a mobile collec~
tion unit, and another vhich will be 8 mobile farm scora. Other loag tesm
projects, using Dutch assistance and other donor agencies have yielded good
resulcs. For example, a loug term experimeat in curing root crops for export
is now in progress. The preject will increase the self lLife of root crops

and allow them to arrive at the overseas destination in good condicion.

This lomg term parspective and the abllity to effectively utilize
external donor agencles and the commercial banks has placed the Cooperative
in a position to expand membership to 20,000 in a 3 - § year period with
enphasis on the small farmers.

In structure, the organization is flat and chere is no formalism evident.
Since it is a marketing organizatiom, it is flexible and able to raspond to
opportunities. For example, the cooperativa is now discussing with a large
restaurant chain tha possibility of growing potatoos for export to Latin
smerica. This will mean changing the variaety of planting matsrials and
cultural practices. Nevertheless, the coopefa:tva iz prepared to take this
risk.

Extarnal Factors:

The CPGCA has experienced most of the problems associated with clientelism
and patronage as well as political partisanship. The new leadership hes however

addressed the problems squarely, by muin:aining a consistent position of
autonomy and by standing behind ché principles of tha cooperative.

The cooperative was igncred by governmeat officials as a "gocialise"
phenomenon, and the leadership consistently sought audiences with the Minister
to discuss their plans and programmes.
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The outcome of this was that the Minister recognized the role and
impact of the organization and 13 sesking collaborative activities.

A firm management position regarding patronsge in ecopleyment ﬁractians
and distribution of benefits has reduced the imcidence of attewpts by local
level politicians to manipulate cﬁe organization. Despite the organizacion's
ability to manage these elements internally, the nemdership continues co be

affected, and participation patterns vary with political affiliastiom.

Tha CEGCA over the long history hes finally achieved the position of being
the only successful producers cocoperative in Jamaica. It hos beem able to
mobilize and utilize externsl aneistence with exceallent regults. It emuploys
well trained staff‘l and practices sensitive end entreprencurisl msnagemeaat.
Evidence of its success is its favout;bly financial position aod 4its growing
assets of equipment and machinery.

The services delivared by the coop do not entirely maoat the nseds of all
client groups, however, in actempting to expand its services the coop iz now
focussing on the requirements of the lass advantaged farmers. One of the
important outcomes of its activities is increased incomes to farmers now
participating. The cooperative hes however been unable to address the issues
of the price of its produce to consumers especially low income urban groups.

In recognition of this, it has proposed to develop a retail outlet in

Kingston to allow direct interface with the consumers.
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DYOLL LIFE

Descriptive Profila:

Dyoll Lifs i3 a locally cwned combination Life Insuraace company,
relacively.gmall in ccmparison to thse insurance giancs in Jamaica. It is the
newest meﬁber'of the Dyoll Group of Insurance & Investment Companies. The
company was acquired frou Bricish Fidelity 24 yeurs ago when ite dabit
-portfolio wag valuad ouly at $41,000. Today, Dyoll's annual sales ara $4m and
it provides employment for 141 psople. Its policyholders total 85,000. During
the past 2% years, the company has experionced considerable zrowth in tha voluma
of business and has acquired tvo othsr companies to obtain # controlling
position in tha debit insurance market.

Tha vajor sharecholder im tha coupany is a member of an-elite Jamaicen
family and partner in a long established legal f£irm. Ocher shareholders are
two brothers who started chs Dyoll Group of Companies which specialises in
3eharal ingurance. Dyoll Life is an atteupt to expand the Dyoll Group into
all sectors of tha insurance induatry. All shzreholders sit on Dyoll Life's
Board together with the President of Dyoll Life, (the founder of_British
Fidelity) and a Secretary, who is ch; Financial V.P. of Dyoll Life.

Ccmpany Objectives:

The company serves the health, 1ife and safety insurance needs of low
and lowar middla income Jamaicans. Thizty-eight percent of its in:ﬁc:ne comes
Erog Kingston branches, which are located in low income areas, such ag West
Kingston. Eighteen percent of income is generated in Montego Bay and the

remaining ferty-four percenc is collected from rural towns.
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+he cost of this debit system decentralized operation is high as it
requires several offices and a large field staff to effect waekly collec-
tions and home visits. Saventy-sight percent of the stzff is in the field.

For the last two years the company made moderate profits, however, due
to in increases in operating costs and the high cost of first year business
resulting from increazsad sales of new policies, a loss ;s projected for this
year.
Organizational Dvnamics:

The scaff at Dyoll consis:g of clerical and administrative wotkers at
the Head Offica and field staff, salesmen and their managers. 411 the claricsl
staff is female, with High School education or less. All are under 35 years
old. While o few of the staff have been with che company since the daye of
British Fidelity, the msjority are nevw. Turnover is high at Dyoll. The company
has just lost its V.P. Finance and is coﬁcaruod about the conpetenca cf the
next in line to take over the job.

The reward structure of the company is diu:orﬁed. The top management is
paid by the Dyoll Group on a higher salary acale while ¢ - ° staff are paid
by Dvoll Life, at salaries far below market. These salaries do not compare
with equivalent positions im ti e other companies of the group. This allows the
company to retain and attract only a low educacional level of emnloyces who
once they have developed in their jobs look outside the company for their
future growcth. There are no opportunities for mobility as the structure does
not permit this. One employee has been promoted in the 2% years, and this
occured following the departure of another.

Despite these factors, the "giris" at Dyoll report fairly high job

satisfaction and work hard to meet standards of accuracy and weekly deadlines.
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They express moderate sstisfaction with the companv and ere raluctaat to
eriticise or praise the management. Morale 1s sverage, but tesm spirit to
got the job done is evidenc. Disgruntlement about salaries, lack of type~
writers and crowded office space and other issues are expressed only by the
most secure employees.

There le insecurity at all levels in the company.

The motivational process in the company is interastlug:

Management's policy was to recruit women who were "socially dizedvan-
taged" and who had difficulty in finding jobs elsevhere. By virtue of entering
into employment with Dyoll they obtained an oppertunity to achiieva some mobility
Fer this they are grateful and loyal. One staff menber said, "I can now tell
my friends something about insurance."

Personalized atrention from ths front-line supervisor, a asle, hag baesn
a significant motivator. All 1l women report directly to this m:en. The
homogeneity in the work Porce has made interaction botween the wonen fairly
aasy, alcthough they report considerable rivalry for tha attention of the
supervisor, and some distrust betwasn thenselves.

Communications channels are formal, staff meetings are characterized by
one way communication. Discipline is handled by lectar of reprimand on the
personnel f£ile and direccives from maznagement.

Pavchological Aapects:

Dyoll exhibits some of tha psycho~dynamics typical of certain class-
color relationships of the wider society. The ouners of the company are
white Jamaicans, the President is a brown-skinned Jamsican, the supervigor
1s a black-Jamaican. Thare is little contact between the top management and
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the clerical staff, however, the supervisor 2cts as & buffer and channgl
betwaen the two. Tha son of one of the Directors in the company was

recently transferred from another company to work at Dyoll Life and

operates with role behavior characteristic of 2 wanager. This has created
considerable insecurity om the part of the two middle managers in the
company. The president feals that it 1s not his responsibility to undertake
roia clerification as tha decision to place this fomily relative vas not

his. This insacurity charactarizes other sicuscions, as mozt of the saployees
{nterviawed have s short~term view of their jobs. Theay do not expect mobiligy
and aye not motivate to undertaks training. Tha company requires that they
complete Stages I-III of the LOMA exzminaticns aud most employees have made
actempts to do this, but few heve actually completed the progrezwe. Tha
reasons given erc: the lack of books and time o do the course.

The company now must coutend with:

1. Inefficilent systams to process tha groving volume of business;

2. Poor quality of the data gensrated for management informstion; sad

3. Run-away operating couats.

Difficuleiss cvercoming thase problems can inm part be atzributed to tha
lov level of skill of the staff who cannot deliver tha qualicy of work required.
The compeny has invested comsiderable regources in computarizacion (estimated 20%
of operating costs) yet sfter two years the data genmerated zerves no ugeful
pucpose, primarily because no ome in the company understands the purpose of

computerization.
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Menagensnt Problem Dynamics:
Preseatly, there is little accountability in the company. Fleld zanagers

are not concernzd by the lack of viability of the field operations; the
Presidenc is waiting for the Board to decide on expansion plane, compasy
objecctives, and strategles for cutting expensas. Declsicu~esiking is done at
Soard level and is not based on useful imformaction genérated by nanzgemnent.

There is considerable emphasis on form rather than subst#nam. The man-
agement operates with titles such as President and Vice Praosident; the lone
"gupervisor" has an incredible work load but has no supervigory raspensibil-
ities. Below the level of Vice President, there axe 2o defined roeporting
relacionships, nor clear role definicioms.

In tha critical arez of fimapcs, the company oparatas 8 consarvacive
investment policy whichk does not saeek to capitalize on the opportunities in
che perket. All izvescmencs are on one yesr daposits and changes sze made in
responge to initiacives by the bankers. Tha conrpany is now at a rromsomonds
where long-term strategies are required to keep viagbility. The short-term
quick growth businass strategy (growth by acquisi:ion) wag not accompenied
by internal syacem and staff up-grading, Co tha extent that no further
increases in the volume of work can be accommodated.

The market potential of low income subscribers has not been addressed
and the company has not considered how it can beeter serve this client
group, while increasing its own profitabilicy.

Performance Assedsment:

Over the last 2} years, Dyoll has been succassfully operating in a vast

low income life insurance market which it has controlled by means of acquiring.

other companies. Using inherited systems and low calibre staff, tha company
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hae managed to meka small profits. Today, management is comeerned sbout
the survivel of tha cempany, buz is not in a positica to gemavate 80lu-

tlons. Motivatiomal strstegics, and cantralizaed organizationnl structuzve
which were effective for an expatriate swall sized company, cfa uo lonq;m:-

work.
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COUNCIL OF VOLUNTARY SOCIAL SERVICES

A. Dsscriptive Profile

There are about 200 Privatae Voluntary Agencies (PV0'a) working in
Jamaica, including 23 based in che United Staces. Fifcy six of these are
membars of the Council of Voluntary Social Services (CVSS), the only nation=
wide umbraella snd coordinating agency for PVOS.

CVSS wos established in 1940 as a voluntary agency and became a nom~
profit, limited liability company in the late 1960's. Its member ageucias
provide a wide range of services to over 370,000 persons and are staffed by
approxinately 2000 paid employees and more thaa 8000 volunteers.

Uncil an AID grant for 3250.00d.approved in 1977, CVSS hqd been finaveced
painly through membership fees and aa annual subvention from the Jamsican
Govermmant. This govarmment support has been limited o approximataly $30,000
{n recent yeara, although the govermment does provide an extra allocation from
time to time. The 1983 budget was approximately $180,000 including a'granc
from AID/Washington for training and the salary of an additional staff person.

In 1984 CVSS will be the recipient of an AID grant to support the development
of fund-raising and related capacities among Jamaican PVOs. The Grace Kennedy

Corporation also underwrites che salary of a full-cime censultanc who assumaed

. the functions of the Executive Seqtetary from September 1981 to September 1982
while the incumbent was in the United States on a study program sabbatical. The
Canadian International Development Agency made a grant of $25,000 to CVSS in

1981.
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CVSS does not have a Boara of Directors, as such, but rather operates
under the guidance of a 14 parson Executive Committes salected from among
member agencies, the private sector and the Miniatry of Social Security.
These Exccutive Committee members are not representatives of their respecrive
agencies, i.e. they are elected as individuals by the Committee, which does,
howaver, receive recommendations on noninees from ics mambership. Five of
the present persons of tne Executive Committee are from member agencies. The
Executive Committec meets monthly.

In addition to its main office in Kingston, CYSS mai#tmins branch
offices in Montego Bay and May Pen. Headquarters staff consists of 6 persons
plus the Grace Xemnedy-sponsored consultsnt. Each of tha two branch offices
are staffed by ona project officer and a secretary. Total staff of ths th:ccl
offices amcunt to 1l persons. In terms of sarvices, CVSS plays a liaison and
advocacy role with the govermmeunt for its PV0 membership. It also provides
training to member organizations, hosts seminsrs and confarences, shares and
digseninates information and represants the Jamaican PVO community with
external donor groups and internstional bodies. In addition, it has compiled
and published periodically since 1963, a document entitled "A Handbook of the
Social Services of Jamaica" (the fifth snd last edition was issued in 1978).
This handbook consist of a categorized listing and brief description of
services of each of the members agencies of CVSS. The categories are:

Children's Agencies
Youth Agenciles
Community Service Organizations

Services for the Handicapped
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Church Agencies
Service Clubs
Heslth Services, and

Special Intarest Organizactions

3. Discussion of Organizational Problem Dvnamics:

Motivation: The raward structure within CVSS for its few professional
staff is two-fold: professional recognition and self fulfillment coming out
of a strong religious commitment to the poor. Although salaries aze low, and
upward mobility about nil, a cartain prestige and stacus ln tha aeyas of
government and the wider socilsty does accompany thase professional staff
positions within CVSS. The internal conseasus on outputs, quality of work,
deadlinas, safsty standards in the workplace, atc. iz weak, wainly because
the organization has not had an output orientation. Clerical and othar support
staff are low-paid, low-skilled, high-:u:nrovcf employees with gaportedly
licele percsption of, or interest im, the organization's goals and values.

With so few acaff professionals, communications has not besn a major problem
except in parsonal chemistry ways.

Much of the above would apply to the CVSS member agencies as well. Inter-
nally, the motivational dynamics are similar; extermally, their relationship
to CVSS is luke-warm: they are uncertain of the benefits provided by the CVSS,
have little knowledge of its organizational goals, priorities, programs and
few oppottunicies.for substantial dialogue. Occasional rewards do axist however,
in the form of attendance at an occasional prestigious conference, a worthwhile
training sassion now and thea, AID project funds for a few members and a sporadic
advocacy role vis-a-vis the government and a few international donor agencies.
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Socio~-Cultural:

Although & few of the member agenciiys are slowly moving towards social
action programs and income generating activities their primary concern still
lies with social welfare activities. Since "welfara" is like "Mom and Apple
Pie", CVSS and its member agencies are not tainte! by any accusations of
partisanship or politics. However, they can be seen as manifesting "we/they"
dynamics in terms of the way they rzlate to the poor they gerve. Most of
the member agencies have historiecally had paternaliacic actitudes and it is
proving difficult for cthis to bs changed even when CVSS staff are aware of
the problsm.

CVSS and its members both relate oa the basis of at least some cliea-
taliem and pacronage to the government from which chey receive subventions.
By receiving these very modest subventions, CVSS and its members have a kind
of depandency relationship with the govermment and, s a result, must
exarcise more restraint than normally would be the case when thay play an
advocszcy role with the Goverament on issues unrelated to the subventiocn.

The "me for me" characteristic of individuals as part of the Jamaican
socio~zultural dynamic is a survival strategy as well for CVSS members in
their scramble for scarce resources in the face of the growing needs of
their clients. This may be another reason why united fund-raising efforts by

vSS have not been successful to date.

Psvchological:

Attitudes of distrust and suspicion apply to institutions as well as to

individuals and they are often mentioned as part of the general Jamaican
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context. Coordination and communication within member agencies and

between CVSS and members suffer accordingly. This also would apply to the
relationship between the needy individuals and groups, énd che member
agencies supplying chem with "ersa" gervices. Each group of actors, the

poot; the member agencies, CV5S -- and employees within meamber agencies and
CVSS = must protect thelr own order to maintain independance and reduce risk..
Blame and responsibility ave passed upvard from tier €0 tier, f.e. to higher

auzhority figures.

Management:
Over its mnre than 40 year hiscory, CVSS has had occasion €0 experisnce
most of the wansgerial problems considered endemic la Jamaica.

a) The Ezecutiva Comzittee strueture describad ssrlier rspresants
highly ceatzalized decision-unking, which repeats itself at the
leval of most membor sgencies, and hence, frem this gacond lavael
douwr to the client paox.

b) Financisl and programmatic accountability to the targec group
seldom cccurs. Bespensibility tends o be upwards tc supportars
and denors.

c) Responses to nesds are fragmentad partly beceuse of ivadaquace
financing and partly becsugse rescurces are cften nanaged by
parc-time personnel, using loose record and aceoutiting systems:
progzam goale/plans tead co be vagun shopping liszs of what one
group would lika douors to sepport racther than renlistic strate-
gies considering available humen and finzancial zesources.

d) The few evaluations made deal with accountability in a financial
sense and activities and numbers, nmot with soclo-eccnomic impact
on people.

e) Significant chenge is slow and Infrequent while temporary shifcs
are common, usually a3 a result of cutgide forces, ¢.g. donor
demands or shifts in pricrities of government, and not on a wall-
thought out interansl process respomnsive to clieat neads.
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£) Linksges up and dowm and sideways are more formalistic and
rituzliszic thea practical, effective and responsive. All
perties concernad sesm to go along with the "shouw" (whether
they ara convinced or not) that PVO coorvdination is effective
and that development is oceurring.
C. Performance Asgessuent

Resource mobilization and management both suffer from lack of direc-
tion from above and lack of participation from below. Donor funds '
occasionally sre attrocted to CVSS because it is the only existiug umbrella
organization for PVOs in Jamaica, not bscause of its track record or prescat
potential,

Davalopment opportunities for risklgroupa are few and far betwzen znd
ususlly involve education znd training lesding to tfaditionai low~-paying
jobs which hclp'climnza to survive but not to advance.

As indicated esrlier, linkages ac 2ll levels are relatively ineffactusl
and static. CVSS and ieabmambats are effectively providing badly neaded
wvalfare services - a very worthwhile endeavour - but have difficultias in

doing more chan that except in a few casges.

D. Discussion, Analysis and Suggestions

CVSS has existed for some 40 years and it remsins the only <oordinating
national level agency for PVO in existeace in Jamaicaz. In this sanse, it has
been institutionalized. Nonetheless, it is & weak organization. Its member
agencies do not look to it for guidance and provide weak financial suppert to
it. On paper, fees from members are supposed to augment the annual government
subvention but, it would appesar that thes§ contributions are dropping off (it

was not possible to obtain specific information from the Executive Secratary
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of CVSS about the amounts received from membars in recent yecars, although
{t was stated that thare is much delinquency and nan-pgym@nt).

Non-member agencies of CVSS appear tc have & very poor imsge of it end
look upon the organization, as for the most part, outside the fi&ld of
devalopment. Even member agencles express a lack of enthusiasm and explain
thair membership by saying it is che only umbrella FVO agency in Jamaica and
that this, in and of itself, is a good thing for the PV0 community as a
whole. Thay also mention an occasional rawerd such as project funds, tzainiag
sessions seminars, conferences, e&c.

Many of the above cozments are substantiated in the AID/Jamaice Novembar
1980 evaluation cof the Ehen oﬁ-going firsc larg@‘gr&nﬂ to0 €VSS. Tha sudit
speaks of poor racruitment policies, deficient management and leadership, high
turnover of s:aff; inadaquate accouncing and recording proceduzres, unreslistic
' markat studies, insufficient.aualys;s of problems, ig;ompleue'basﬁuline data
collaection, irrelevent training, etc.

It seems apparent thac some radical messures are in ordar 4if CVSS ig
aver to become a reasonably competent devalopment support and service delivaery
agency. The new 5 year, $3,000,000 AID grant is designed to tackle the probl
within CVSS and its member agencies by:

a) Strengthening PVO capacity to deliver developaent azsistance;

b) Assiscing selected PVOs to improve their viabilicy as development
agencies, thereby enabling them Lo attract and efficiently utilize
funds {rom internaticnal donors;

¢) Institutionalizing fund-raising capabilities within CVSS

These three objectivas are to be mat by escablishing a practically

autonomous Volunta:ty Sector Development Office within CVS5 to be headed up
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the first two yesers of the grant period by a to~be~recruited Americen.

Aithough this new grant is a step in the right direstion, it may not be

enough.

a)

)
c)

d)

&)

Already many negative commencs are bsing cireulated:

about the disproportionate selary levels betwsen the VSD office
and CVSS;

about rhe requirameat feor an Jmsrican director;
about the lack of direct CVSS represestation in the office;

about the smbiticus siza, scope asnd expected results within a
5 yesr tima frame ~ cspecially im light of che loss than
satisfactory record of the previsus grant; and

about the abilicy of CV3S and its meuber agencies Lo carry on
after five yaars without and some significent nodifications
in structure and style. The concern here ic whether people
and instirutions treined spd experienced in mogtly wa2lfars
activicies will be able to change so as to becene compatont
daliverers of develcpmant essiscence, & problem also faced
b? U,s. WOQ- '

in optimist would say that tha S-year tevm of the new graat will be

sufficient to bring about the necessary change. A pessimist would say that

in Jamaica bistory has a tendeney to repeat Ltself.

AID/Jamaica has carefully considered the sbove and other factors in

approving this large grant. They are repeatad here merely to put into

context cthe following suggesticns:

1)

2)

That CVSS be brought more directly into the operation of the
new VSD Department as both a learning experience for it and
a3 a way to influence invessments; and

vhat the Executive Committee of CVS$ be encouraged to consider
the naed for caarismatic leadership. To gradually and prudently
move CVSS and its member agencies towards making the decisions
required to change institutional structures is a major under-
taking, the sort of undertaking which in Jamaica has been
achieved under leadership styles which while professional and
committed, are also galvanizing and able to inspire change.
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THE NATIONAL DEVELOPMENT FOUNDATION (NDE) OF JAMAICA
LIMITED

A. Descriptive Profile
The NDF was established as a Private Voluntary Organizaticn (PV0) in

aid 1981 to promote uncn-traditional credit chfough'a revolving loan fund to-
small entrepecaneurs and groups angaged in income-generaring activities. The
loan- procass 1s accoxzpanied by technical assisgctance and business guidsnce
to thesa low income clients.

Inicial funding of $700,000 to launch NDF came in the form o a $500,000
Operating Program Graut frow ALD, via the Pan-Anetiéan Davalopment Foundation
(PADF) plus $130,000 from RDF and the balance of $70,000 from NDF/PARF,
through privece sector and indivi&ual dénations.

Ovarall guidance and policy direction i3 pécvided by a 14 person Board
of Diractors dzawn from smsll business financial institutions and other
private gsactor organizations. The Board is electad annually by members of tha
Foundation; now totaling 80 between individuals and organizations. As of
October lst of this year, there were 17 staff members, plus 2 Peace Corps
Volunteaers, at the Kingston Sational Office. Since that time several additional
scaff have been employed, including staff for the recsntly opened branch office
at Mandeville.

NDF's field extension office maintains direct one-to-one relationships
with individual clieats during the entire losn process. All loans are exclu-
sively for low-income persoms or gzoups. AS of July 31, 1983, 145 loans had

been approved to urban clients; the loans kave been distributed as follows:
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116 - sole proprietorship

17 - male/femnle partnership (ugsually husband and wife)
10 - male/male partnership

2 - female/female partnership

B. Discusslon of Organizational Protlems/Dvnamics

Motivation: Program Stafs at NDF are all technicians with degrees.

They regard themselves as qualified people and appear to have gome personal
comnitment towards the economic and social advancement of tha poor. Salarizs
are competitive with the commsrcial sactor and upusrd mobility, based om job
performance, 1s reportedly possible, especially as the Ffoundation intands to
1n§zeal¢ its loan portfolic and gecgraphic scopa 23 wall a8 eventually to
jnclude rural clients in addition to its proseat urban cligntale.

A r2ward or incéntivc systen of good salaries, backed by a professional
recognition and personal fulfilmanc'is supported by an "open-door” policy at
the Executive Director level and by a generally participstory MEANSF TBENC
style. Utilizing a tesa app;o;ch decision-aaking is decentzalizad to the field
extension staff throughout major stages of the loan process. Regulaz staff
meetings are chaired by diffzrent members each month, thus inezcasing self-
expression, opening the formal authority structure, improving comaunications
and mitigating possible alienation betueén staff and management. As a result,
lack of consensus has nct been reported as a problem and staff are said to
clearly perceive and to be supportive of the organizacion's over-arching
goals and specific objectives. The NDF also has established systems to prepare
job descriptions and performance appraisals, to spell-out office procedures
and ragulations and to define responsibilities. A formal mechanism to handle

gstaff grievances in the near future is under consideration.
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In short, communication, rewards, and consensus do not appear as sig-
nificant motivationsl problems with the NDF structure and style.

Socio~Cultural Dvnamics

Zesource allocation by NDF is rcported by not influencaed by the networks
af 2lisntalism and patronage. Detailad and strict eligibilicy requirements
are achered to for consideration of loan applicatioas.

WDF's business-like approach to its clisats baged on the merits of the
proposed encerpriss in terms of inéame-generacian and job creaticn avoids
political labelling or accusations of partisanship. Social separation because
of differont valuas and perceptions appesrs to be of littlas corgequence in
the staff client :alatianship. Tha relationship batween NDF’s flald extension
office and the client results from a locng process which has tended te build
mitual confidence and respect. It is geen, according to i:fornﬁncs, as a vway
to shara ideas and infcrmation racher thnn as an imposition by somebedy from
a "h%gher" gocial class.

Psvchological

Contractual obligations between NDF and clients are carefully explained
and mutually agreed upon at the beginning of tha loan process. In this way,
a tendency to avoid responsibilicy is offget by clear documentation. Contracts
are entered into voluntarily by the client and not as a resulc of "hard"
selling techniques. The lengthy procedure and the close relationship estab-
lished also are not conductive to the expression by individuals of hostile
bakavior or suspicious attitudes on either side. Further, by accepting the
loan, the client is, at least formally, deferring gratificacion of immediace

needs for long~term accnomic rewards and benefits. This should have a spin-off
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effect leading to deforrad gfscification in other aress, ¢.g. plamning,
savings, cud budgecing for the learning of additional skills nedded to
operete & business.

Mspggement

' although the type of program operated by NDF was based formally on ‘a
decizion made by its Board, it is a response to a well identificd nsed.
Clisncs do participate in the loan process and make their owm dacisiocne asbout
éatering into a comtract. In other words, there is a markoae ¢o which NDF smet
ragpond.

NDP's efficiency has b#an enhanced by hawing started out small ia one
geographical ares for a disztinct group of cliemes with common probleas and
inzerasts. Much pra~plinning was casried out and finspelal security was
. essurad prior to beacoming cperational. Cara was talan to engage highly-
skillad and committed staff and to set-up tight intarnal systaus of manag-
ment, accountability and prograsming. The incentisn has been to employ "good
buginess” practices and norms and to avoid ritualiscic procedurens by having
a relatively open and democratic management style. Linkages are maintained
with the major points of powsr in Jamaica and the general public is kept
apprised of activities through well planned media coverage at frequent
{ntervals. One important linksge, nevertheless, secems to be ralatively
ignored by SDF, namely, the linkage with other PVO's in Jamaica. There is an
impression that the NDF has been somewhat isolated from this commuaity,
perhaps due to its development rather than valfare orientation.

C. Performance Assessment
There is nwo question about the ability of NDF's staff and Board to

effectively mobilize and manage resources. This was amply substantiated in
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the recant audiz by a PADF-contracted congultant. Ragource mobilizacion has
baen halped considerably by the mlti-diseiplingry expertisa avilable on &
grasis basis from menbers of the Boayd and mambers of the Foundation.

Alehough the credit program is atill new, developaent opportunitias for
"eisic” groups (the loan recipieancs), will aumbar about 209 by the end of
1983. The impact of these opportunities vemaias to ba seen. future evalusticns,
especially evaluations conduccad some time after loans hava been repsid, will
indicate the levels of sustainad socio-econcmic improvansut of NIF's hesefi-
ciaries. '

Fecdback from clients via fisld extenslon offices, plus freguent staff
and Board moerings, should enzble ¥DF to leara and adapt based on lts axperieace
and circuastancns. ﬁmny changes in proceduras have gceurred” in the past TWwo
years aund thara is a comsgtant debate ca issues aad peliclag withim scaflf and
wichin the Board.

Linkagses, &8 explained esrlicr, have boen good except for ¥DF's contacts
and relationships with other PVOs. This may be bacause NDF doesn'z consider
{tself to ba a PVO btut rather a business organization (a view exprassed by
the Executive Director).

The NDF came into existence at a vary propitious gime in Jamaica for a
naw initiative in small enterprise cradit programs. It's goals and priorities
coincide wich those of tha newly elacted gﬁvemmgc. In those heady' early
days of Mr. Seaga's leadership, private sector support to the NDF provided a
"high profile" for the companies and individuals making domations. This

support has now waned somewhat and ND? is aware of the problem and searching
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for a strategy which will continue to generate neclssary amouats. Both in
its fund raising and in its iaternsl stricturs snd gtyle, the "right" mix
of commitment snd a technical/business sprosch will bs aa issue for NDF.
Mogt successful PVO's have needed ¢ strong dose of commitment based as much
on moral apd ethieczl valums as on monatary or professional rewards.

The £irst 145 of ¥DF's approved losns do not appear to include any
cooperatives, groups of community business ventures; yet, loans to groups
are mentioned freaiuntly in AID's project documant as eligible recipients
for loans. 4 compsrative study of PYP (which works omly with groups) and NDF

wounld be valusble.
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QPERATION FRIENDSHIP

Ao Descriptiva Profils of tha Organization

This private voluntary organization (PVO) was established im 1961 by
the Mechodist Church and, except for his one year sabbatiéal to do gradu~
ate gtudies, has always had che 3same Execucive Director, Ravarend Webacer
Fdwards. Operacion Friendahip provides a wide range of sarvices to che
peor livizg in chs extensive slum arsas of Wasctern Kingszom.

These services include:

1. A Day Care Center for babies 6 weeks to 34 yesrs, which
{s algso used to provida a one year tralning courso ia
child care to young women.

2. A basic school for.almost 200 childzea between the ages:
3 to § years.

3. A clinic for pravantivae and curative keslth services
treating over 20,000 parsons annually, as wall as
providiag aducation in health, nutrition and family
planaing.

4. A community collage for young women unabla to completa
their secondery education due Lo pregnancy ok other
socizl factors.

S. Pre-vocationcl classass, in coopuration with the Jsmaica
Manufacturars Lezgue (JAMAL), for young people who wish
to entar Operation Friendship's trade training center.

6. A trade training center providing 9 conth to two year
courses te 150 young men and women annually in the
following vocational skills: auto-mechanics, woodwork,
machine shop practice, industrial sawiag, refrigeration,
air-conditioning, small appliances repair and lithography.
Social skill training, sporting activities and a job
placement service are also provided.

7. A Family Life Education Counselling service for men and
women 12-19 years old, either on an individual or group
baais.
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8. & Coumunity Asgistance Program consisting of:

a) educational assistance through provisicn of books,
uniforms, luach money, bus fore, ate. to scholarship
studemnta acteuding secoadary or higher lever learning
ingtitutions; .

b) ecuocional and gocial problem counsalling to children,
vouth and adultsz, plus referrals to other agancies;

¢) food, clothing and seeds digcribution to selected
pergons and/or fsmilies with serious ecomomic
preblems.

‘ Oparation Frisudship is incorporated ag a non-profit, limited 1iability
company guided by a seven-person Bosrd of representatives of Cartholice,
Protestant, azd private scctor o:glnizasians who mest bi-menthly to set and
oversee policy. The Exscutive Director, Bsvarand Edwsrds, and Nurse Brown,
the second in commind, are permeucnt mambers of the Doard. Major decision-
making wizhin the policy guidelines established by the Eoard rests nsinly
with the Executive Director, tut cach service department nanager cperatas
with considerable decision-making authority within his/her ares of
responsibilicty.

A number of public and private sector groups, as well as individuals,
cooperate by providimg goods, services, or funds, to help Operation Friend-
ship carry out its many programs and meet its operating budget of about
JS330,000 (US$123,000) a year. This includes salaries for a total paid staff
of 45 persons. About 50% of this budget is currently being met from sale of
products made by trainees, from sarvice fees to clients, from net proceeds
of Christmas card sales, and from cash donations. The new print shop also
wvill scon begin to produce additional in-house income for Operation Friead-

ship. International donor agencies (including AID) have been providing large
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sums to Operation Frieadship in the form of grants for projects as well
as direct institutional support. Many of thege doaors are Catholic and
Protestant Church-relatad agencies. The governmaent, incidentally, provides
an annual subvention to Operation Frieadship of orly J$6,000.

3ecause of its geographical location in the slum areas of West
Kingscon and of the typas of services it provides Operation Friendship has
a direct, daily linkage and velationship with urban "eisk groups' of both
sexes and of all ages. In responze to this daily end intimate contact with
the poor and their needs, tha organizaction has been expanding existcing ser-
vices and adding naw cnes almost every year since its establishment.

B. Discussion of Organizational Issugs '

Motivacion: This aspect must be lockad at on two levels: board/top
nanagement and administrative/clerical. The staff and members -of the former
have a deap semse of mission and commitment based apparently on religious
values. Servica to the poor carries is its own intrinsic reward and provides
an internal sense of self-fulfillment. Many of the staff and p;rsonnnl in
che latter group also have rhis sawe commitmsnt or, over time in their jobs,
develop it through their contact with the poor and che "rub off" effect from
top staff. Turn~-over at the upper level has been low and although the. turn-
over rate at the administrative/clerical level has been high (said to be due
to low salaries and lack of job security) entry level job experience has been
provided which has enabled some to move on to more responsible and better
remunexated positions in the commercial job markect. Therefore, thare i3 some
upward mobility for employees, albeit usually not within the organizacional
scructura of Operacion Friendship.
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Alienstion of lowar level employees from management/institutional
goals does not appear to be a major problem, however, preductivity and
efficiency on the job undoubtedly are diminished owing to the salary/
cenure/mobilicy limitcacions as waell as to the lack of previous experience
and iradequate skills of this level of ewployess wvithin the organization.

It should be noted chat sporadic in-house traininé sessioﬁm are provided to
staff by selected comsultants; also, some gtaff are occasionally allowed to
attend training sessicns given by other private and publit sector instituzions.
Nonastheless, Operation Friendship doas not have an srganized tyaining program
as such for staff.

The "open door" policy of sll top stafif, the personal charigna of the
Execuzive Director and his own “uumble" origins, and the clearly defined and
underszood goals znd objectives of the orvganization all work to gitigatm any
potential communications problems within the different job levels of Opezation
Friendship.

Socio=Cultural: The religious commitment of the orgenizatiunm, the high

vigibility of Operation Friendship’s many activities and earily perceived
impediate results, and the sharing of these priority comcerns by Board, top
staff, and to a great extent by all employees, transcends most of the problems
connected with politics, clientelisn, patronage, race, status, aud a "we/
they" social scrata separation. Even in the frequent case of outsiders from
another class (Jamaican or foreign) working within the organization, these
types of problems have not arisen to any significant degrea. In addition to
the reasons just noted, the fac: that the Executive Director is seen by
employees and clients as "one of their own" is a very big plus in avoidance of

problems of a socio-cultural natuve.
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?sychological: Msay of the problems wichin the Jamaicsn context, i.6. hog~
tile behavier, blaming goverumenc or auchority figures for individual
failures, suspicion aud discrust of systams gud organizacions sod suthoii-
¢y structures within systems, ace., have not bagn apparent at Cparatior
Frie dship. This orgenilzation haa, in affect, sec up 1ite own sysecem
oucside of "the syscem”. People at the low scrata ave being heard:

o through mulcipls services, sany of thair needs ave balng mec
aed, for the mese part idencified by che poor themsalves;

o training orograms ars gested toward deferrad gracificanion
of wancs and hence a lomger term pavspectivaer

o rewards within the organizacion are not wonatary avd cllents
are having both shost aud long term nceds parelslly wac;

o che orgenization is physically chare in thoir own houe
onviroomant to sarve Cham;

o the vary diversified funding basze, plus a grovwing self-sufficient
finaneial scacue, precludes uudus depeadesice ou govaruRent or
gay ofasy ona source, rasulting iu diginished hoscility, suse-
picion, distruse, ate., dm the parc of the clients; and

o the clisucs sre contributing chrough feas st lasse some of
the coscs of the programs so there is less of @ "sand-oug” |
mgucaliey on the part of the organization 2od less of a demsnd
for samez on cha pare of the clients. Ome cbsayvetion, however,
i3 that Operation Friendship’'s approach is to help individuals,
and groups ov community ccganizations have not baen gpavmad
which would initiaze chalr own problem solving programs daspita
the 22 years Operation Friendship hos been vorking at communicy
lavel.

Management: Jamaican organizacions have been charzccerized by managenenc
rigidicy, emphasis on formalism, cencralized decison-making, short-term

rasponses, shifcing priorities due to expediency or changes in Government
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policiss, imconplete and inadequate assessment/evaluation of results,
overly sophisticated organizacional structure, etc. Operation Friendship
hag evoided most of these wanagenent pitfalls. Nevartheless, the ovpeniza-
tien's effectiveness is affected by the ups and downs of itr fund-ralcing
efforts, staff turncver and low ekill capabilicy of some employees, uo
evaluation over time of lasting péogram effects on its clients in cerms of
suscained socio-cconemic lmprovesmznt, and a cevtain igzolationism vegarding
clogar cooperacicn with other PV0's for purposes of helping the eatize FVO
commmity gradually move towurds a moTe effective advocacy aad performstce
role on behslf of the pooe.

C. - Texicinance hssanguent

Taroughoue “t's 22-year history, Cperatiom Friendship hes baen able £o
succeesfully mobiliza the hman, finazacial and infornation sarviies Baceszary
to carry out sm expanding, multi-service progran for the poor in Wast
Kingszon. It hss noneged these resources well in tesms of afflcinncy end of
accountability, both to demors and cliemts. Evideace of the ozganization's
ability to wobilize and manage rescurces can be found in many audits and
evaluations conducted by varicus donor ageucies over the yeurs. Their satis-
faction can be seén in the continued granz, technical and macerial support
they provide }eat aft < year to Operation Friendship.

Vocational and other skill-czaining programs for men, women, and youths
have resulted in capabilicies leading to immediate jobé - and haace €O
increaged income - reportedly'for about 652 of thoae persons completing the
coursea, This creatiww of diract development opportunities has been completed,

Operatisn Frieandship reports, by many indirect opportunities gemerated through
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inproved haalth practices, betcer femily lifa and child care, nutziticnal
supplemencs for childrea, and emergency food raticas for families in dire
cconcmic needs. Linkages to donors, risk group clieats and the public and
private gcctors seem to have been consistently good, constantly incrassing,
and apparently devoid of significaat clioﬁ:&liam, paczensge or partizamship.
Operation Friendship's scéla and scope of opiraticas have incrassed ovar
tims in response to new aesds (e.g. uore uneoployment, thercfors, additicual
training). Program epplisations have been adapted based on firgt-hsnd expe-
rience and cutside technical and sducaticnal advice.
D. Discussion, Analysis and Suggestion
The positive aspects of Operation Priendship may be summarizad es

follows:

1. A cherismetic and czpable Executive Dirsctor supported by a
Board and staff who ara counitted to the poor and motivated
by religious primcijples.

2. Opea communications at all lavels batwean cliwmes and staff,
otaff and Bxecutive Director, Execucive Dizrector sud Board.
The Boszd facilitatsas suggestions avising up to thes cut of
this participatory system and poa-treataning menagemsnt style.

3. A pragmatic progfam, combining a variecy of activities for
risk groups, which is cotally non-political snd non-partisan
and which has a diversified funding basza.

On the negative side, the constantly increasing size and scope of opera-
tions may soon surpass che abilicy of a modescly paid, moderacely skilled scaff
with considerable curnover co effectively manage such a large and diversified
progran. This problen needs to be'add:essed even if it means consolidation of
scme services and a slowar rate of expansion, or perhaps no expansion ac all
for a period of time. This may happen anyway owing to the possibility of
decreasing public and private sector support caused by the present economic
recession.
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Another problem alluded to earlier, which Operation Friendship hus
not adequacely confronted, is the overall situarion ia Western Kingeton

of deteriorating social and economic condicions.

Decpite its enviable record, Oparation Friendship only can reach aad
improve the lot of a very small percentage of the poor in Western Kingston.;
Yot withstanding the ‘ontributiocn made by the organization, the general
gsocio=aconomnic situation for the majority of the p&ople'living in this
dapréasﬂd 2rea coatinues to decariorate. This problem ceruot bs solved by a2
plechora of progrems, good @S thsy may be in and of :h#mselvns, whosze end
result cen be likenad to putting a patech on a sore. Operation Frimmdship,
togethmrlﬁich other public and private agencise working in Western Kingstes,
nseds to snalyze the deep structural problens causing this peverty, snd coue
up with 2 long~renge integrsted apptoacﬁ to its solution. In any event,
participation of the clients in this process i3 a sust if a paaceful gad
acceptable solution i3 to be found. This type of participacion is difficulc
when daaling primacily with individuals,and more effort might be made to
motivate and organize groups so that the people can be effectively invoived in
ché entire process.

Also, an in-depth organizational retreat which would involve Board, Exec-

utives and staff with the objective of Hhving an overview of Operation Friend-
ship would appear.co be in order. A serious look at program goals/objectives,
organizational structure, communication system, staff training, salary levels,
decision-making, etc. would be useful. This should all be done in relation to
the instituction's broad goals and external activities. A periodic review or
overview of this Lype seems a necessary exarcise for a grcwing, multi-service

organization such as Operation Friendship.
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And finzlly, dua attenticn must ba paid to the rola of the Executive
Director, Webster Edwards. His creativity, charisms sad leadership sra the
mais resasons why Operaticn Friandshdp has besn succesnful. Yat, the vary
grovth of the organization may hava now reached the pqin: where these
talents are no longsr baing fully taken adventaga of owing to the tize he
ausc spend on administration - not to mencion his "opan door" management
styla giving all and sundry access to his time aud attaacion probably ac the
exponss of more important wmatters. Although his siyle may have workad vell
wp to acw, the orgesization is simply coo large sod comwplax for him to com-
tinue to sh;rm himself with everybody and to perscnally attend to so meny
details. Webstar noeds to dalegate certain respousibilicies withia tha institu-~
tion 3o thar he can spend more time on fundraising, baing a spokanpsraon
within on the larger Jemaican PVO commﬁnimy and with ths public sector om
behalf of the PVO's and the client group of peer they serva. Recruiting and

'keeping & compatént successor would likaly require recognition of finsnclal

naed above and beyond raligicus commitnsnt.
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PROJECTS FOR PEOPLE (PFP)

A. Descriptive Profile

PFP 13 a privace, non-profit limited liabilicy company registered as
a developusntal zguncy under Jamaican Law in 1979. It is &= outgroweh of
the Social‘Accion Cancre (SAC) of the Jusuitz Order, which as a Jamaican PVO
has been iavolved since 1942 in the development and prowocicn of projects
and cooperacivas. PFP maintains cloge linkages wich SAC as woll as with
the Canadian Universitcy Services Cvarseas (CUS0), a PVO providing rechni-
cal assistancs and project support funds for commumnity incoms-ganeracing
projents for the past 18 years via SAC. . '

The experience and oxpertise of SAC and CUSO wara marged in the forma-
tion of PFP empbasiziag the cooperative develcpmsne of gmall-scals Turel
ageiculeural and urban ushutnccuring entarprioes iz tho Kingeton sres and
several neaxby perishas.

Projects for People has an Agsncy Coordinator, end & 10 person staff
of speclalists in sccounting, cducazion.'ngxicultmxo, aconcxnics, mruufactur-
ing, communicaticns and community organizaticn. There is u 4eparason Board
of Directors which meecs monchly wich staff co sec, policy raviaw activicies
and make major dacisiocus.

As an overall objectiva, PFP programs are, according to PFP, ''to help
advance the economic standards of living «nd the social well-being of
disadvantaged urban end rural communicies of Jamsica". J3pecific objectives
within chis framawork are stated by PFP represantatives to ba:

a) to identify sources of financing and to undercake selection,

evaluation and implementation cf employment-generacing projects;


http:aconou.cs

b) to provide project davelopmant expertise and to agsisc
grasg-root communicies in acquisition of salf-help,
cechnical and managerial skills for the purpose of job
crestion;

e) to initiace developments in low-cost and appropriace
technology and to concribute cowards natlonal self-
rellance; and,

d) to develop social and community awarenase through psreici-
pacion in projectcs as wall ags chrough coafarences, seminars
and consciousncgs-taiéing programs.

PFP is divided incq three operatiownal divisions or depercumencg: the
Administrative ‘Depaccment; che Froject Davelopmenc Dapartmenc; and, the
Technical Doﬁar:ménc. This third department doss not have ag independang
staff and uses outside consultancs om & hired basis to provide cechnical
gssiscance and crm;ning.

Projact costs and adminiscration expansaes 2re derivaed from donor
agency gr;nc funds with the lacter built into the grant applicetion as
a parcencage of total costs. Administration costs for tha.first two yesrs
of operation amounted to about $90,600, These costs have nov incressed
with che November 1982 Inter-American Davelopment Bank 3$500,000 loan to
initiace credit and marketing progrzms. PFP is paying 12% intceresc on
loans for its adminiascracive costs, and also recaived $75,000 over and
above the $500,000 for starct-up. Other major supporters of PYP are:
the Dutch Catholic Organizacion for Joint Financing of Developmant

Programs, Inter-American Foundation, Catholic Relief Services,
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Appropriste Technelogy Incsrnational, Cansdisn Intornatiocnal Devalopmsnt
Agency. Christian Action for Davelopment in the Esstern Caribbuss, Csosdien
Universicy Service Organizeciom, Cacholic Tund for Overseas Dovelopment
(Brizish), OXF2M, UNESCO and several foreign subzsgsies in Jamalca. Project
funding i3 exclusively for common interest groups whose members are ln the

lowest 20% of tha population in terms of per capita incone.

B. Orgsnizational Problems

Problems in Jamaica normally aseccisted with the motivacicer 1 aspact
within wor¥ groups include: o reward sizucture that deesn't satisfy cha
needs of the employse i.e¢., no upward mobility, benefits noc percalved
as linksd to higher quality or uore produstiva works explevaas' lack of
wderstanding or alienscion from how BERAFCRNL GOAG gosls, obijeccives,
valuas, 6te.

Thegs problans are not en issue with in PEP becouss, firstly, it is
a lezn, tight organizacion of emperlenced expents with sal&zivmly‘ﬁ@w
clorical persompal. Salayy ranged arw congidsred reasonable by the
geaff and cha reward syscem is linked to personal and arofessionsl sacis-
faction. Qualicy work, whan preducad i rocogeized by other staff and by
tha client groups. Tha satisfaection wich.:his revard oystem appesrs to
be also linked cto the religlous background of staff, most of whom pre-
viously worked with community orgaaizations in church or church-related
programs. These ara people who have had & long-standing commitment to
the poor amd fulfilling chis commitment is its own revard.

Secondly, bl-weekly staff msetings and monthly maetings of sll staff

wvich the Board are opan for all where staff assist the Board in shdping
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policy, secting goals and dafining raesponsibilitias. This cype of segructute
has cended to kesp communication problems to & mindrum, halpad to achiava
couvgansus on work outputs, office procadures, working houra, ate., and
seamingly serves to alimipate or mitigate slionacion batwesn staff sad
management regarding differsnc parcaptions of PYP's goals, valuzs and

Yenavioral standards.

Socio-culcural

Is its shotre four yuar hiscory, Projecta for People hes basn abls Co
avold the calnn of clicutelism and of social stratz &iviaivanaam boch
wichia ies incernal scructure and with ics clisnc groups. Scaff ace
generally of the same social stratum and winor differencas ere obviated
;by cheir seuse of mission and compa:iblg vellgicuy value syscems. Exteznal .
relationsbips with client groups are based on thelzr involvgpenc 1n all
phases of cha process, L.a., im the snulysis of veality and che idencifica-
tion, develcpzant, impleuancstion and gvalusacion of activities. Simce one
of PFP'o thruscs ia to creats social swaremass in order to empouer paople
who are working collectivaly, individualistic salf~percepcions are noc
vainforced and group concerns about possible axploicacion by PFP, an
incermediary, are diminished.

Io PFP's linkages with octher PVOs and in cheir verctical celationship
wich che public and private saector, pascC affiliacions of some staff members
(in Chriscian Action for Developusnt in che Eascarn Caribbean, Social Acction
Cencer (Jesuit), comuunicy organizations, cooperative movements, etc.)
occasionally have resulted inm poiitical labeling and accusacions of parcti-
sanship. Also, compunity organizacions and certain cypes of group

asgociacions ware highly suapact and Crequently harassed during che inicial
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sonchs after the present governmant's election as baing too radicsl. The
public ralstions profile of FFP hovever, hos improved considerably over
tha p&@z year or @o dus ja part to sevaral favorable press arcicles on
ghe orgenization, particularly im refereace to ths Novembar 1982 Incar-
Americsm Development Dank losn fund program. Another mitigecing fastor
tes beon the PFP's clogce and expanding relationship with and support from .
internacionnl domor groups such as UNESCO, A.T.I1. (an AID program), the
Dutch Cacholie Orgacizacion for Joint Financing of Developmaut Frmgraﬁs
and seversl foreign governmencs. PFP algo keeps the governwent informed
of its azcivities and at éiwms collaborates with govesnueat bodics in
training programs, e.g., in cha recent training progran on hiv-gas

gosaracors with the Ministry of Mining.

Pszcholag&cal

Hostile bohavior, suspicion, distrust, etc., ar¥e sesn by many as
-prevalent characteristics of low incoma individuals in Jemaica. Tha
snsll entrepranver groups associated with the PEP u@raugh cradic. srant
and training programs have gsec their own priorities and manage their own
projects. Thera have been no reported manifescations of chese character-
istics towards PFP by the group. Attitudes and behavior of this general
type are said to be regarded by the members as detrimental to tha group
as a whole as well as to ezch individuval -—— whose eccnomic star is hitched
to the financial success of the collective enterprise. Blame and respon~
sibiliecy for failure therefore, is reportedly not acceibuted to Govarnment,

authority figures, or to "the system" in general.

74

MIRAND,
ASSQCIATES
mC.



Managemant
#emall 1s beautiful" 1s & concept followed by PFP to try to eunsura

officieucy and to avoid bureaucracy. The concapt applies to the aumbar

of scaﬁf to its program for small community groups and collective,

comuon interest enterprises (boch urbau and rural), and to its limited
geographic scope. This enables PFP to keep formalism to a ninimum and

to majincain a relacively unsoéhistica:ud organizacional structuré without
gacrificing effectiveness and productivity, or good business aud natagement
practices. By remaining smsll, the fraquent and open interaccions smong
board, management and scaff, as well as wich client groups, have vesultad

in a flexible and nou-vigid approech to organizacional activities.

C. Performance Assessmont

As indicated ezrlier, PFP's linkagas with clisntg ara close and are
seen to ba responsive, and it has taken measures to improve its image and
céncacta with the Jamalcan public and private sectors. Excernal donor
agencies are sactisfied with performance as evidenced by their continuing
financial and technical support to PFP as well as by now commitments by
agencies such the InterAmerican Development Bank. Addicionally, BFP has
been inscrumental in escablishing che basis for the evaatual creation of
a new umbrella agency of PVOs working in development. Spearheaded by
PFP, about L0 informal meetings have been held during the past two years
with the parcicipacion of the following PVOz: Catholie Ralief Services,
Sistren (Paople's theater group), Mel Nachan Instituce, Mennonites,
Christian Accion for Overseas Development (Brizish) and Canadian Universicy

Services Organization/Projeccs for Peopla. Roles and goals scill have not
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bean sorted out and except for some sharing of popular education mstho-
dology, no octher specific collaboracive acticns hava been undertaken,
hovever, a start bsas beem made, and incentions are gocd, AC presaat
chere 15 a hiatus in nmestings, probably dus to the recent rasignacions
of the Direccor of Canadisn University Sarvice Organizacion and of the
Catholic Reliaf Servicss/Jawaicm Program Director: these were two of
the most active agency reprasencacives at the previcus meatings.

PFP's sbility to ganerata a flow of grant and loan funds has been
impressive. From its Hovember 1979 inception through March 1981, a total
of $633,694 was recaived in grent funds. TFunding amounces for grants
since that date continue atc about that level and this, a3 indicated
garlier, was sugmented by a $500,000, 30 year-loan fzom tha Incerfﬁmnricnn
Developmsnt Bask im late 1282 for PFP's credit and merketing program.

The mznagsment of these comsidarable revenues thvough an efficient
internal accouncing system and the careful selection of project holders
has been ga:iafac:ory to the donors. The large influx of funds from
Intar-American Devalopment Bank, wich its new credic responsibilicies,
was the genesis for a recent self-evaluacion of the PFP assisted by a
process consultant. All staff participated in a series of meecings,
workshops, and interviews over a period of several-months which culminated
in a recreact in April 1983. As a result of chese endeavors, some improve-
ments in org;nizacional scructure, communicacions system, declsion-making
process and accounting system were generated.

As PFP moves from being a grant organizaciom to a credie inscicucion,
more development opportunities are creatad for the risk groupe it supports

through income-generating projects. Only a few other Jamsican inscitutions
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(National Development Foundacicm, Christian Acticn for Devalopment in che
Eascern Caribbean, Unitas, Agriculcural Credit Bank) ars prassntly
supplying loans to individuals or groups wich no collaceral. PFP's policy
of making loans oculy to groups should facilitate a quickaer traosiciom to
comnercizl credit worthiasss than loan programs for individuals, (chis,

at least, is the hope of PFP).

PEP looks upon its linkage with client groups as a constant process
of motivatiag them to analyza their ow. reality, and to idenctify, dcvmlop.
inplemant and avaluncm‘uheir own projec:s. This approach has ganarated
good relacionships bacause it ensuras thac project activities reflect
group naeads and concerns racher than any imposition on the part of PFP.

AC the sspe time, PFP mzintains close coatacts wich other developusnt-=
ori‘nced FVOs az a mpans te share experiauceé and tmowledge for the mutual
benefiz of all. Thiz also holds true for its linkages with universicy

and other centers of research and learning, borh wichin and cutside of
Jamaica. Finally, tha improved public relations profile of cthe cpganizs-
cion evidences PFP's awareness of the need to maintain pru&auc and, when

possible, collaborative relacionships with Governmsnt and private sector.

D. Discussion

PFP's experienced and commicted scaff have a strong social change
motivacion expressed in action programs of income generacion blending
aducation, training and che provision of credic. The organization has
chosen to carry out programs limiced to groups since it believes cthis
rasulcs in more developmental mileage at less cost, particularly vhen

the cliencs aze involved in every aspect of planning, decision-making
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and implemencation-—all of which 1s geared to reaching self-sufficiency as
soon as possible.

As a gmall, tightly imit organizasion, PFP has so far avolded axces-
sive bureaucracy through careful use of resources epplied to a limited
clientele ‘in a circumscribad geographical area. This iz not & haad=cut
organizacion and cbligacions are spallad out mucually between cliencs and
PFP at the onser of the relationship snd contractually adhared to.

Both ghort end long-term neads are baing met, through income gsuera=
tion in the case of the formar, and through self-susteining, responsible
groups of informad cltizens in the laczer. Availeble vescurcas, tangible
.neads and group capabilircies are carefully analyzed in the pre~plaanning
stage befors implonencatiom, thereby giving soxe assuraance that local
. structures, poseiblilitigs znd expectations have been properly considered.
PFP’s "process” approsch to developmaint bullds oz the strength and weak-
nasses of clients and their mlcro euvironment by iasisting onm analysis
of realicy, local desisiaﬂ-making and resources commitment before cnterinyg
into agreememts. This is the opposite of the “blueprine” approach of
:op—doén planning prior to implemenctation.

Another advantage of PFP is the fact that it has maay funders. 7This
prevents undue dependency or any ore source for resources and allows PFP
to pursue it's cwn developmental yoals and set up a strucrture of its choice
without fear of being coopted by extermal donors in tarus of decision~
asking.

As PFP's loan portfolio and credit cperation increaseu.'ic will be

interesting to observe whethor the organization continues to maintain its

MIRANDA
ASSOCIATES
INC.



mix of commitment and good business practicas. A sense of "mission" can be

diminished 1f a technical anc Lusiness approach takes over at the expensa

of a secially and religicusly moctivacad scaff.
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URBAN DEVELOPMENT CORFORATION

Dascripeive Profile

The Urbam Development Corporation &5 & quasi-government organizaticn
set up in 1968 by the Governmene of Jemaica &8 2 vehicle through which ko
ensurs chat development takes place whare it 1ig uest needad. The UDC's
role was to carry out primary development projrccs uhich wera eonnowi-
cally feasil:la, capsble of providing impetus to sacondary dsvelopasnt
primarily by privacs incerescs, oud projects which h;d positive social
impaces. Whea the Corporacion wao ascablished 1t raporisd through &
Loard to the Ministry of Pinance; im 1972 it reportad to the Ministzy of
Mining & Nacural Rosources, by 19746 it vas aguin crinsferved, this tima
to the Prims Minister's Office, whare it ramains today.

Over the la ymhrm of its life span, UDC hsa grown in sizs, from 14
staff membere in 1968 co 150 in 1983. It hae offices in Nagril, Kiagston,
Moutego Bay and Ocho Rion; The size of its ssget portfolio Las alsc growm:
in 1978 7DC's assets ware S180M, today ovar $500M is invaested in & range
of propertiss and projeccs from f£ish farms to hotals.

The cype of prejects which the Corporation hos undercakon over ths
vears has varled from inframzrucﬁura developnent {(its original responsi~
bilicy) to urban rehabilicacion, low and middle income housing, tourism
djevelopment, estate menagement and new cown developuencs. The secondary
developments are mﬂﬁaged by nine subsidiary companies, and a number of

Advigsory Committees exist to represent the inlerasts of aach project ares

29
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The UDC obtains funds in seversl ways:

1. Governmenc loams and graants - £oF projscts in designeced
urban development araas, and for projects axscuced on
behalf of Cantral Governmnent e.g. road improvenanss &nd
public facilities.

2. loans from commarcial banks, private incernacional banks,

Caribbean Davelopmant Bauk, Inter-American Development
Bank, Nationzl Housing Trust - for long cerm secondaxy
davalopnsnt projects.

3. Rentals cf hotals, office buildings; incomt from farns =

UDC uaas chgse sources to meat cperacing costs and
salaries and is fully aalf-finan;ing.

All projects are carefully assessad for thoir financial fansibilicy
and long term economic iwmpace. Tha Ocho Rios developmant, for exampls
begep with fnfrastructure o facilitaca the davelopment of tha courist
induscry. Hotals, cruise ship pier, aud craf:slmarkmt were conscruccad
firsc to provide jobs and income to the towm. Subzaquantly, housing
and socia; facilities were put in place as the townspeople vere abla to
afford to purchase chem.

The Corporaéion is guided by a board which represents both privace
sactor and government incerescs.. Management consists of a Genaral Manager,
;a;walong with an Executive Board (Deputy G, Chief Project Manager,
Financial Controller, Estates Manager, Chief Engineer, Chiaf Archicect,
Planner and Company Secretary) cazry out the Corporation's business, in

what they describe as a "collective problem-solving mode"”.
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Yotivational Dynamics
UDC madncains a highly qualified professicnal staff of cmgineers,

architscts, sociologises, econcmists, fingnecinl anslysts, etc., despite
che scarcity of skills on a pnational level and tha inabilicy of the
organizazion to pay obove ansrket sclaries. There are two Lypes of eumploy~
aes saelected by a daliderate racruitment strategy.

2) The lynch-pins - older, exverienced profassionals vho are
st the end of long cavesrs in the public sactor aud who
"tnow che syecem” and have streng professional centacts
with cha agencies chrough which e works.

b) Young professicnals who are enthucad by the mission and
philocophy of UDC and who wang to provae thanselvas &3 Pro~
fassiorals. Doth groups sre highly mocivaced by che "misslon
of UDC", vhkich is frequantly &iacunsad ac formsl and informal
poocings. The orgesization has a professionel culture which
rewards performance aad excellance, by conferring ststus
and recogpition cn high performers. For exsmple, the
axcritect who designed che Seabed Authoricy Building was
ssked to sit on cthe placform during the opening ceremony,
while his superior sat in che audience. F;cquencly one hears
comnents made by UDC employees about colleague - "He's the
bast in the business”.

The emphasis on performance begins at the top of che orgaenizacion,

and its illuscrated by a UDC employee who said: "When Mrs. Kanight hires

you she expects you to perform!®
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Work norms are very clearly defined in tarms ¢f professional standards
rathay chen lasa important &apects such as dreas, spaech, etc. and chosa
who do not couferm do mot stay. & senicr manager thare explained thac the
standards are "honescy, efficiency, high technical quality and expediticus
work". A core of senior managers who have been wich che organization
since its inception gect the "pood" by comsistenc hard work, loyalty co
the Corporation and persisgcteat verbalizing of standards and expactations.

Communication is maincained chrough a tean-approach to projects which
brings together profesaionals from all disciplines in a craative problem-
solving mode. Managaument maintains an open-door pollcy and chere are
fraquens, perhaps Ctoo maay neacings, on a task or projact basis. Similarvicy
in background :nd incerea:s'allows ché employses to interact both gocially
and professicnally on a regular basis and it is not unusual for the Gensrel
Manager to have an informal gathering at her house to celehrate soma succass
or milestone in the organizacion's activity. The manzgcmanc'has alzo
demcnstraced its responsivensss to emplcyees demsnds. In 1982 in rasponae
to a spate of departures due to salary diseatifaccion, UDC upgraded
salaries, instzlled a classificacicn system and personnel poiicies. This
was part of an overall upgrading of management 3Jystams ia chs Corporation
which included compucerizacion.

The nature of work casks provide considerable mocivation to che scaff
and the opportunicy to work wich experienced professionals from outside
(UDC sub-contracts a great deal of work to local consulcnnca)’is also seen
as a reward.

1%
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Leadership in the orgauization is shared by an Execucive Boaxd, which
collectivaly addrgssaa isgues end problems through a regulsy Mondey neazing,
but the charisma, professicnaiism snd dedication cf ths General HManaga?,
Gloria Fnight are vespoasible for the cohaziveness and iategracion of the
employses there. HMrs. Euighe starcad UDC and faols that her willingnass to
dalegate shows her confidancs snd personal incerast in the employeas§
honasty and consistency are kay factors in hor mocivazional stracesy. Mrs.
Roight has bean sbla to be szway from JOC for chras months of this year to

pursus har cwa proiassicual davelopmant.

Socio Cultural Policicsl Factors

ch.bnm wasthared two political regimss and is serving & chivd witk
unprocedenced success. The corporaticn was tha braim chii., of cha presaut
' Prims Miniscer (then Minister of Finence & Plsnning) as 2 mgw. vahicle
for devalcpment. UDC falls under tha portfoliio of tha Office of thz Prima
Minister, snd hsé 'spacial’ powera by virtue of cthe UDC Act as well as the
legitimacy which coues from (1) oifective performanca and (i141) the ineerast
and confidence of the Prima Miniszer. 'The UDC is permittad to do enythinr"
said a senicr nanager.

Afcar 12 ysars under the chairmanship of "powsr-broker" Msfor Macalon,
himgalf a major devaloper, who underscood the business of land~-deve’ wment
and who daliberacely actad as a buffer batween the organizac..n and the
nolitical directorate, UDC has achieved considersbla aur-nomy. This is
not to say that the orgsnizacion has not hed its share of political battles.
For many years UDC's Hellshire Project was delayea because of powsrful

political critisism of its develcpment plan. The stalemate was finally
£4
A
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broken following a personal conversation batween 2 sanior mansger and &
Hinister of onurnmnnc who then ordezed the critiecs te withdraw. The UDC
did aot give in to politically iniciscod pressuze and has continuad the
projact. Tha rasult {s of coursa au increage iz project coste €O che
axtent chat tha kouses in Hellshire cost $3,000 more to the consumsr.

One strategy employed by UDC Co cope with the pollitical reallties of
Jamaice has been to ruspoﬁd to political prioricies, but with techoically
sound and aconomically viable solutions. The dacede of the 70's for
exampla scrassed housing for the poor, the UBC rogponded wich the
"ghell® unic; coday's "Agro 21" mondate for coumezcial agriculture has
vielded the Caymsnss Davalcpment Company , 2 subsidisry of UDC uwhich ia
reguscitating sugar lands, lessing lauds for export agricultura, éul:idating
coffes and orchard crops, as well aa providing hewsing om infarior lasda.

At the local lﬁ?@l, UsC iavolvad policicisasg, cemmuniév geoupy sad
business incerests in the planning procass for new prejeics. ¥.P.'2 aze
consulted and community Eeetings arae hsld vegularly duriung project develop~
ment. Advisory Commictees and Devalopment Boards are fermally egstablished
o monitor projecté.

Cliencelism is acknowledged as a fact of 11f2 of tha comseructiocn
industry and UDC cries to select its courwactors from tha local level and upon
racommendacions, as long as thaey are technically competent. Lt has taken
the view thac its role is to help the small concractor to develop, and also
to dismiss the poor performars. Similar approaches are used for amploymsnt
of staff - the organizacion will receive recomnendations, but resarves the

right to selac:‘whom it hires and fires.
€5
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The UDC does uot angage Iiu short-term préjac:s-—-mcsc of ite sctivities
have long torm pey-back pericds. Houevar cha implemencacicn stracegy sasks
to initiace goms chort—tesm clements eaély in the project myaim. Ths Yoot
gingston Radeavelopmone Project. a long rarm projece to rahsbilicats dowvn-
town Kingston, begsn with the rafurbishing of the markat facilitiss which
have aan impact on & larém numbar of market users, although f£imauncing for
the entire brojac: has not yet baen obtainad.

In summary, the organizaction has daveloped the capability to respund
wich sound technical solutions to ghifting prioritics as well 28 to zesal
oseds, e.g., Flood Rehabilitation Programe, New Market Development. This
i3 achiaved by sstute letdeéshz: wbich maisteins excellent Bosrd level
conamumication and political diglogua s vwell as professicnal echics.

Wise finspeisl planzing has parmitted UDC to maintain its independence
=it i sslf-gupporting and uzes its assets 23 collaceral for funds froa
money sources. Its strategic linkage with the office of the Prime Minister
13 useful in a system which is highly cencralized. |

Management
In its approach to davelopusant, UDC has isarned from its early expari-

ences, by snalyzing the impacts of its development projects; e.g., Kingscon
Waterfront Re-development which accelerated urban dacay rather than

stemmed it. It has drawn a greac deal from che incernacionsl stace-of-the-
art in urban planning, by exposing its work at incernational forums and by
training its sctaff ac an international level. The current development
approach stresses integraced developoent, i.e., it tukes into consideracion

social, economic, physical and environmental infrascructure. Sociological
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analyses are conducted in each projact arsa and considerable tschnical and
financisl study is dome bafora the final design is agreed on.

Mueh of this work is carried ouc by local consulting f£irms which pro-
vide an objective assssgmen: for tha dacison~nakers. There 1s also a
willinguess to chenga plans Co accomodace the recomvandacione of chase
tnvescigacions. For axampla, the West Kingscon Redevelopmant Project is
now baing redesigned 2s che original proposal would have resulced inmg

1) considerable disloecation; and

2) costly budget.

Tha UDC recogpizas that the devalopment of ocher goverumznt agenclas
s also important. In fact, much of its success is dus Co iuz abilicy o
work through and with other ageucies. It :hezeﬂdie svoids compaecting with
other agencies, but rather maiatains collsboeaciva relacionsiiins wich them.
Part of chis scracegy requiras chat the UDC limit iras owm gize 3o as not Lo
becoms an “"empirae". Tha second seracezy is that it avoids usurping the
role of Cencral churnmcﬁt Agencies. An oxample of this i the refusal of
the organizatica to take on a msjor urban roadwey project, even though it
was internationally financad. UDC felt thac this was the responsiblity of
arothear government agency. Linkages axe zaincained with these agencies
at a formal commitzee or board level and also by personal and professional
concacts.

The organization strTucture is flexible and allows for rapi& te;;;;sos
to project and outside needs. Vevercheless, accouncabilicy for each projact
rescs with the designated project manager. Ulcimacely, the hesd of the

organization accepts responsiblity jointly with the project managar.
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Performance Assasamant

Evidepce of the UDC's success &re readily visible throughout Jamaica, viz:

1. Kingston Wacerfront Pe-developmsat

2. Ocho Rics

3. Negril

4., Hontego Bay

5. Hellshire Bay

In addicicon co the physical developmenc, UDC has crested directly aad
indirectly thousands of joba for Cerget groups, izs own employaes and local
consultants, many of whom wara praviously employsd by UDC as profoessional
architecss, cnginsers, ate. It has achiaved incernational acclaim for its
work, and local credibilicy ac all levels. The orgenizaticn carries out &
" congiscent public relations programme which projoces an image of both
sensigivity to che Jameican scclal environvant ead effsctive performince.
Brochures, developmenc support videos, conmunity meetings, press releases,
communicy entertsinmant and qFama groups all form pazt of it image
building scrategy.

The success of the Urbam Development Corporation is attributable to
three major coping scratcegies:

1. The abilicy of the organization to attract and recain & high

leval of proiessional expercise.
2. The extent to which UDC has been able to respond to political
interests and prioritics while maintaining its independance

and professional integrity.
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3. The sbility of che organizacion to evolve an approach to
astional development, to develop it as an opganizacional
philosophy, and to mobilize rascurces to carry out its
accivities consistent with cthis philosophy.

UDC will no doubt continue to be successful as it demonstraces tha

abilicy for self-cricicism and incorporating lessons learned. Given the
scabilicy of its own management who are still below reciremenc zge and

who adhere to its develooment philosophy, continuad success is expectad.
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CHAPTER 4: TFINDINGS

Analysis Issues

Ideoally, a study of thiz sort should yield preliminery answars
to the question "What organizational fsctors should AID/Jamaics take
into account when deciding where Co allocate institutionel.development
assistance?” That is, based on the "fasi” for the presaeat conditions
of reprosentative orgenlzaticns, one should be able to unke the fol-
lowing sort of statemene:

"X cut of N crganisations studied axhibiced high
ability to seeract workers, but limited rewavd
structure, resuleing in high turnover...organi-
zationz in target sections which attempt to have
vorkable incentives/rewards (ast necessarily
finaneial) should te ranked highar than ghese
which have uos sttampted cto do s0.”

Two crucisl questions irmedistely present thepselves. Firsc, vas
the saomple of organizations large anough and the study of esch ccopre-
hengive eoough to make such statements? If so, how should orgaaizational
factors (workplace, mobility, clienteligma, accountability, ate.) be

weighted—vis a vis each other, and vis a vis overall development
scrocegy?

The number of Case Studies ig limited. However, by subjecting them
to anslysis of motivational problem dynamics, socio-cultural problen
dyaamics, psychological dymamics, And managerial problem dynamiczampfesw
sing them through the same sieve~—~chey can provide a basis for discussion

and consideration of organizational factors by AID/Jamaicas program staff.
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Fucther, 2ach Case Study researcher has years of axperience in Jamaica

on which to draw in arriving at the conclusions and reccmmendations.

‘Summary Matrix of Strategies
Exhibit | on the following psges presents the strategies used by the

various organizazioas:

successful: Applianca Traders, Projscts for People, Urban
Davelopmene Corporation

trensitional: Oparatien Friemdahip, Christiaune Potato Growaers
Cooperative, Nacionzl Development Foundatlon

unsuccessful: Cocnell of Voluntary Sceial Services, Dyoll Life
Life Ingurance, Iatagrated Rural Devaelopuent
Program
Motivational Strategles
The relaciva value placed on professicnalism seems £o have rami-
ficacions for the fumctioning of thesa organizations. When accompanied
by an oucpﬁc orieatation, mobility (both inside and ocutside the organ—
ization) and accountabiiity tend to Incresgse. Religious coumitmeant, such
as that found at the PV0s studied, dues mot in and of itself gusrantee
success. 1In the context of an output orieutation (a.g. Projects for
People), this commitment seems to compensate for lack of mobilicy and
thare are good chances for success (for the organization). The Council
of Voluntary Social Services appears to be the victim of , among other

things, a motivational dynawic consisting of religious commitment

coupled with a process orientatiom.
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Socio-cultural Dynamics

The stronger crgauizations in the study group would do as well
in Boston or Chicago 28 in Kingston. Close attention to the political

winds combined with financial independence allowa the organization to

survive and professionalism (be it in appliance diacribution, potato
zarketing, credit or housing comstruction) to £lour£ah. Finsnecial
indepeadence alone, as in the case of Dyﬁll, i3 not enough. A client
base of groups seems to confer more strength than & client bese of
ind{viduals, although the nead for such a baze varies with che type

of organization.

Psychological Dyosmics
The casa studies are waak in their coveruge of psychological.

dynlmics, due to short duration of observation and interviaws. What is
clear from the studies, however, is that active, conscious meagures
must be taken to reduce risk and suspicion. Measures taken by'thn

organizations studied are listed in Exhibits 1 and 2.

‘Managerial Dynamics

Management is closely linked to motivation. Output orientation
and professionalism are correlated with consensus building, reliance
on internal problem solving, high internal and external accountability,
and strong external ;inkages. The organizations characterized earlier
as transitional -—— Chriaciana Potato Growers Cooperative, Operation
Frienship and ths National Developzent Foundation — reflect mixed
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Pivotal Strategias
Through anzlysis of the Csse Studiss, the strategises inm Exhibic 2

have been idsmeified as pivotal. When they a&re prasent, the orgeni-
zagion hsa a higher likelihood of success than when they‘aru absent,
if. thet they cen offset weakness, independently, and relnforce esch
other. They also maka possible orhar secondary (dependent) crganize-
tional strengths, for examwple, an emphasis on profesaionslism facilitaced
geeountability to ciiants. Some ara clearly specific to cartain
orgamaizstional cypes (e.g. religious comzliment - PV0s), or difflcult/
expensive to sustain over & long pariod of tims (¢.g. one-to-one zela-
tionship in cradit programz). In allocarimg inetitutional development
fosour:ss to orsanizailnna in 2 given sector, the presence O akaence
of pivotal estategisaiehould be entered into the "equation” uged by

AID/Jansics.
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Pivotal Strategles

Dynawmic Strategy
Motivational provision of perquiaites
professionalism/production orientation
religious commitment
cpportunity for eatry-level jobs
Socio-Cultural expedient politfcal ties coupled with financial independence/
diversifiecation
use of patronage eyastes within explicit adherence to technical
standards
racially/class homcgeneous or inverted staff
Psychologicsal demonstrated commitment to e=ployees--- reduces risk avoldance
behavior
fees for service--- veduce dependency/anger
group focus--- reduces suspicion
long-term one-to-one relationzhips--- veduces sugplcion
Managerial high visibiliey, whather through word of mouth or cosmunications

eedia
strong linkages to other organizationsz {may be a dependent strutegy)
participatory menagement within clear goals




CHAPTER. S: CORCLUSIONS AND RECOMMENDATIONS

Based on en adzittedly small sample of organizations selected
for study, ve nonstheless cen conclude that thears are cortain atratas
gies vepeatedly asasclated wvith overall orgeunizational otrangth:
these stratsgles were discussed in Chepter 4. It could be further
srgued thag those orgsnizations which are in a transitionsal phase
(e.g., changing cmphasis frcm velfare to developmant, or production
to mazcketing) and exhibit one or more of thass seratagies in each
dynsaic, would be the "best bets"” for institurional devalopment sseise
tance, if they are in a targeted ssctor of activity.

Any resource allocation decision requires the weighing of strengths
and .caknessss, and the ranking of possible choices. Eow hesvily should
various orgsnizationsl factors bs weighed in sssessing the rask order of
perticular target imstitucions? Tha snewer to thig question will vary,
depending on the following factors:

o major purpose of the imstitutisanl developzant program baing
sonsiderad, 1l.e. tralning of staff, strengthening internal
procadures, incressing impact on cliemt group, etc.

o the "sectsr” to which the organization belongs, i.s. private
voluntary organizaticns do not nscesserily nesd to exhibit
ths same mix of stremgehs 28 comnrcisl enterprises to be
sucessful

o the importance of other "contextusl” factors to the insgtitu-
tionsl developuent program goals, e.g. geographic location,
emphazis of bulk of the orgenizetions activities (1f multi-
purposa), etc.

It i3 recommended that AID/Jamaica consider assessing and documaenting

orgsnizational factors in an explicit manner. The advantages of explicitly
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including organizationel factors in resource zllocation decizions®
would accrue not only to the individual project, as it would have
that such greater chance of sucess, but also to AID/Jamaica during
"br after project implementation, as they would have that wuch more
of an inforuation base for project evaluatiom.

One of the mansgerial dynamics exsmined in the Case Studies was.
sccountability to clieat group (or beneficiaries). During discus-
sions hald in mid-January, AID/Jameice steff expressad a desire to
focus on the needs of oms particular sec of bemeficiaries, urban
youth. Tha operationsl strategies of & fev organizations (PVOs aud

. potentinl employars) which have coutact Qith urban youth were repre-
sented in the studies; the HEART programsg gad poac«seeon@ary vocational
schools were not. What is not knmwﬁ, aport from snacdotal ovidence,
are the cperational strategies and perspectives of the youch thamgelves,

The proposed Jamoica Skills Training Project is scill in the pre-
implementation stage. Thus the follecwing steps sppear to be opportuna:’

® Analyze the Skills Trainimg Project Paper, in order to ldencify
areas of poteantial difficulties and suggest ways of preparing
for or circumventing them;

e Agsess the insgi:utionsl capubilities of the implementing orga-
nizations vis o vis their proposed project role and projact
objectives;

e Intarview urben youth to find what they think the problems sre,

what they think they need and how they view the world and their
role in it.

™
Ic 1s assumed that chis already happens on an informal or implicit
basis, to a grester or lesser extaent.



Implementation of the above or gimilar steps would comstituta an spplication
of findings for project improvemsuc, thus demonstrating che ucility of SIPs

in general, and organdzaticaally-focused ones in particular,
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